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Analysis Plan for e-Learning

Purpose. The purpose of this plan isto outline an approach for performance analysis data gathering. The goal of this
performance analysisis to determine the ideal implementation approaches for e-Learning and to define what it will take to
successfully shift the organization and its people to using e-L earning approaches in training.

Stages. Following are sources of data, questions to ask, and strategies for data gathering.

Stage Sour ces Questionsto Ask
One Sponsors & e Why areyou interested in exploring e-Learning options?
Stakeholders: e What will this do for the organization?

e  What prompted you to go in this direction?

e Areemployees eager for the change?

e  What business drivers align with amove to e-Learning?

e  What problems or opportunities will be addressed by e-Learning?

e  What kinds of training effectiveness results would reflect to you
that e-Learning is successful?

e  Under what timeframe would you like to launch e-Learning? What
priority does it have for CBC?

e  How much are you comfortable investing in terms of funds, time,
and people resources to an initial launch of e-Learning?

Two Internal experts: e What about amove to e-Learning is most promising?
e What can it do for the organization?

e  What problemswill it solve?

e  What opportunitieswill it create?

e How do you want peopleto useit?

e What kinds of reporting and tracking are needed?

Technology experts:

e  What kinds of e-Learning would you consider for CBC?

e  Who will champion and maintain the e-Learning initiative
technically?

e Who will support users of e-Learning at CBC?
e Who will administrate the user database at CBC?
e  How will you market and communicate the launch?

e  Which platforms would you consider using: intranet, extranet,
internet, LMS, LCMS?

e  With which systems should user database interface?

Three e-L earning Committee e What about e-Learning appeas to you?
members: e What is new about this initiative compared to other company-wide
initiatives?

What is familiar?

What will it take for a successful rollout?

Will CBC employees be enthusiastic about e-Learning?
Will your colleagues be enthusiastic?
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Stage Sources Questionsto Ask
Four Vendors/ Vendor e How doesit work?
Materials e How do effective users think about this?
e  What examples do you have of it at work on critical opportunities
and issues?

e  When other companies began using it, what helped make a
successful rollout?

e What are the stages of implementation for this product?
e  What doesit cost?

e  Where does the technology reside?

Five Literature e  What does literature and research say about this?

e  What are the most typical barriersto a successful rollout?

Six Job Incumbents:;

e  Upon describing the rollout to you, what is your reaction?
e-Learning project leads e  Canyou see why the organization is going this way?
Usersat all levels of the e Do you see benefits for your work?
organization e  For the organization as awhole?

Supporters of users and e What will it help you do?
the technology N

Do you think you have the skills needed to make the shift?

The above table was devel oped based on Rossett’s First Things Fast approach, published in:

Rossett, A. (1999). First Things Fast: A Handbook for Performance Analysis. Jossey-Bass/Pfieffer: San Francisco,
CA..
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Brandon-Hdl’s3x SgstoelLeaning

This plan presents a process for implementing e-L earning projects.

Reasonsto Invest in e-L earning

While e-Learning can cost more upfront than traditional classroom training, the gainsin training efficiency,
implementation cost savings, and employee productivity generally outweigh these costs. e-Learning can provide
the following benefits:

»  Reduced trave for training.

=  Training schedules not driven by geographic concerns.
=  More students able to view presentations at once.

»  Faster delivery of audience-appropriate training.

=  Ableto be changed and accessible on demand.

=  Reduced internal training costs.

»  Reduced time away from work for participants.

A Processfor |mplementing e-L ear ning

1. Preparefor e-Learning
=  What do we need to consider to utilize e-Learning? Business drivers, stakeholders, content,
technology, learners, and tracking.
What business problems and opportunities will be addressed by this solution?
Who supports an e-L earning approach at CBC, and who isresistant to it?
Does documented content exist at CBC for the training program?
How much time do you have to put technologiesinto place and work out I T issues before
program launch?
=  How will learners perceive e-Learning opportunities?
=  What metrics have been defined for measuring participant progress and understanding?
=  What kind of e-Learning are you considering? Web meetings, synchronous web-based,
asynchronous web-based, online self study, blended learning, combination of custom online
content and off-the-shelf.
How will you ensure that e-Learning is aigned to business needs?
Who will champion and maintain the initiative?
How will you communicate and market your program(s) internally?
What kinds of training effectiveness measurements can we take, and what is considered
impactful by executives?
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A Process for Implementing e-Learning -

2. Develop a strategy — Make aplan and get funding. There are three basic approaches:
(8) Use anarrow problem-based approach to tackle a single problem or set of problems;
(b) Build a case for problem-base approaches, customized content, and practice opportunities;
(c) Present an enterprise-wide plan for virtual workspaces, informal learning, and knowledge sharing.

Thefirst approach isthe best fit for your organization due to the need to build buy-in, interna skill

sets, and processes needed to support e-Learning. To do this, we will need to:

= Secure executive sponsorship.

*  Procure funding.

=  What business drivers will be addressed by thisinitiative?

= How will we align e-Learning with business goals? If training is aligned with the needs of the
business bottom line, then it will play arole in organizationa strategy.

=  What isyour vision of learning, knowledge, and performance, and how can e-Learning
technology activate the vision?

=  What key messages will gain executive and company support for e-Learning?

= Who will pay for the development, technol ogies, and maintenance of solutions?

3. Select technology and content — Thisis where we'll decide whether to build or buy the courses and
how much interna and externa sources will be utilized to build, if that’s the way to go.
= Off-the-shelf: low to mid cost; low risk in design; may be easier to implement.
= Developed internally: mid-cost level; potential high risk per credibility; requires alot of effort
and new skills by internal staff.
= External development: high cost; low risk in design; low internal effort as staff does not need
to learn development or instructional processes and skills.

Y ou can decrease some of the content costs by:

Getting your courseware from avariety of places.

Using learning objects and templates (SCORM).

Use self-paced courses to allow anytime, anywhere instruction.

Using blended solutions with some online and some classroom.

Use a combination of off-the-shelf primers and custom wrap-arounds for the course.

Thisis dso where you'll decide how to hogt the solutions (I ntranet, I nternet, Extranet, LMS, LCMS)
Much of thiswill be determined by how much functionality you want, the bandwidth you anticipate
needing on the server, and your ability to support various options internally.

4. Sell e-Learningtothe Organization — In this step, you'll designate an e-Learning champion or
severd a CBC. You'll define acommunicetions strategy, gain buy-in, assemble a staff, and work
with IT to establish partnership and service support.

In assembling a staff, keep these strategies in mind:
» |nvolveinstructors early on and throughout the process.
= Start small and build confidence in the organization.
= Evaluate and select skill sets and solutions that complement your own.
» Find early adopters, and make training and trial projects available to them,

A team will be heavily involved in order to integrate strategies, design, technology, and product skills.
Involvement will decrease in general after e-Learning is operational.
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A Process for Implementing e-Learning -

5. Implement the solution — Whether you go enterprise-wide or towards a single audience at first,
you'll need to announce, promote, enroll, assist, and support learners and the organization during
launch. Which of the following benefits will be realized by company-wide e-L earning?

= Accessto moretraining

= Reduced training costs

» |ncreased course availability

» Increased relevance of training

= Easier to respond to change and needs for rapid communication
= Efficiency in scheduling

= Learner empowerment so learnersinvest in their own learning

»  Purposing training to meet the business competitive needs

* Increased convenience

= Learning datalinked to other company systems.

6. Measurethe benefit / sustain momentum — Focus measurement parameters on performance,
competencies, and intellectual capital. Develop a strategy for monitoring and reporting results to
senior team. Report on learning gains associated with e-Learning. Address performance gains
associated with e-Learning. Illustrate how e-Learning is helping to build or maintain a competitive
position. If you can, calculate and present real cost savings or gained opportunities.

Well use information gathered through the first three stepsto devise astrategy, put numbers behind a
proposal, and complete abusiness case for approval. Once decisions have been made about how to
proceed, we will work through design, development, and preparations to communicate and implement
the solution. Well need to think about measurement very early on. We'll incorporate measurement
strategies in our development plan, and then measure those things before, during, and after
implementation.

The above table is a compilation of the e-L earning implementation model published by Brandon Hall:

Hall, B. (2003). e-Learning Guidebook: Sx Sieps to Implementing E Learning. Sunnyvale, CA: Brandon-Hall.
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e-Learning Implementation Models

Lance Dublin’s
Approach

Brandon Hall’s
Six Stepsto

I mplementing
e-Learning

Implementation Description

Prepare

Step 1

Preparefor e-Learning

o Consider drivers, stakeholders, content, technology, learners, and
tracking

o ldentify assets and barriers

o Consider implementation strategies

Step 2

Develop a Strategy
e  Problem-focused approach that focuses on access to information
e  Problemfocused approach that is customized and includes
simulations
e Enterprise-wide solution that encourages collaboration through
virtual group workspaces
o Determine who pays

Step 3

Select Technology and Content
o ldentify features the company needs
o Write a Request for Proposal

o Question LMSvendors about details
o Decide whether to build or buy

Launch

Step 4

Sell e-Learning to Everyonein Organization
o Linemanagers

0 Supervisors

0 Assemble a teamto lead the way

Step 5

I mplement Enterprise-Wide

o Benefitsthat impact the business:
Access, costs, content, relevance, speed, empower ment,
globalization, convenience

Sustain

Step 6

Measure the Business Effect
e  Monitor and report the results of:
e Learning gains
e Performance gains
o Maintain Current e-Learning Offerings

The above table is a compilation of e-Learning implementation models by Lance Dublin & Brandon Hall:

Hall, B. (2003). e-Learning Guidebook: Sx Steps to Implementing E Learning. Sunnyvale, CA: Brandon-Hall.

Dublin, L. (2004). Implementing your e-Learning: ensuring the return on your e-Learning investment. Retrieved March 10,

2003 from Encounter Collaborativerhttps://el.e2c.com/enc/enc pc add doc.
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el eaning Rdaas

My e-Learning Library and Sour ces

Marc Rosenberg. eLearning Srategies for Delivering Knowledge in the Digital Age. 1999.
ISBN 0-07-1236-268-1

Allison Rossett. The ASTD e-Learning Handbook... 2002. ISBN 007138796-X

Michael Allen. Mided AllevsGuidetoelearning. 2003. ISBN 0-471-20302-S

Ruth Clark and Richard Mayer. eLearning and the Science of Instruction. 2003. 0-7879-6051-9

Michael Moore and William Anderson. Handbook of Distance Education. 2003. 1ISBN 0-8058-3924-0

L ear ncentrix Community, a practitioner’s online community wWww.|earncentrix.com

Best Practices
Hall, B. (2003). eLearning Guidebook: Sx Steps to Implementing E Learning. Sunnyvale, CA: Brandon-Hall.

McGee, M.K. (2003). eLearning On The Fly. Retrieved November 6, 2003, from Information Week
http://www.informationweek.com/shared/printableArticle.j html ?articlel D=15800505.

Mosher, B. (2003). TheABC'sd InperatingelLearning: An Interview with an Expert. Elementk Training Advice.

e il i [ e L B e e e e e e o

Rossett, A. (2002). The ASTD e-Learning Handbook: Best Practices, Strategies, and Case Studies for an Emerging Field. San
Diego, CA: McGraw-Hill.

SWAP. (2204) DH Sudy outputs 3. Good Practice in e-Learning implementation. Retrieved April 4, 2004 from

e e e L L I e e e e =

LMS/LCMSVendors
Customized computer-based training (CBT) and web-based training (WBT). (2004). Little Planet Learning. Retrieved April

Fox, D. (2004) eLearning Vendors Research and Applied Knowledge. Email by request from cooperfox@yahoo.com to
rheafix@comcast.net. April 2004.

elementK. (2004). Learning Management Systems in the Work Environment; Practical considerations for the selection and
implementation of an e-Learning platform. Retrieved April 4, 2004 from
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http://www.learncentrix.com
http://www.elementk.com/training_advice/htm/09-03-abcs_of_e-
Learning.asp
http://www.e-Learningguild.com/pdf/2/060903DES-H.pdf
http://www.swap.ac.uk/e-Learning/dhoutputs3.asp?
http://www.littleplanet.com/services_cbt.html
http://www.elementk.com/downloads/lms_whitepaper.pdf
http://www.brandonhall.com/public/resources/lms_lcms/lms_lcms.htm
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Five Different Programs at Canadian Inner City High School Use PLATO Courseware to Engage Students and Improve Results
(2003). Plato Roadmap to Success 2 (1). Retrieved April 16, 2004.

The future of systemintegration- an efficient, practical, and secure solution (2003). Rochester, NY : ElementK.
Voci, E. (2000). Blended Learning: The Best of Both Worlds. Retrieved on March 18, 2004 from

Additional Literature

Block, H., and Dobell, B. (1999). The e-Bang Theory. Education Industry Overview, 2 (41-79) San Francisco, CA:
Banc of America SecuritiesLLC.

Hall, B. (2004). What could possibly go wrong? Before you start a learning initiative, define roles and responsibilities. Dispatch
Newsletter, April 16, 2004.1

http://www.brandonhall.com
Hall, B. (2004). Hire out or Do it Yourself? Dispatch Newsdletter, March 2, 2004.

Hall, T. (2002). Curriculum Development Critical Success Factorsfor e-Learning Implementation. University of Limerick:
Irdland. Proceedings of the Internationd Conference on Computersin Education (ICCE’02).

Linman, T. and Oberle, S. (2003). E-Learnersinthe e-Learning Age. Email from tlinman@cox.net to
rheafix@comcast.net. February 24, 2004

Rosenberg, M. J. (2001). eLearning: Strategies for delivering knowledgein the digital age. New Y ork: McGraw Hill.

Rosset, A. (2002) Under the Big Tent of e-Learning. Email by request from arosset@cox.net to rhea.fix@comcast.net.
April 16, 2004.

Rosset, A. (2002). Siver Bullets, Red Flags, and e-Learning. Email by request from arossett@cox.net to
rheafix@comcast.net. April 16, 2004.

Rossett, A., & Schafer, L. (2003). What can we do about e-dropouts? Retrieved November 13, 2003, from

http://www.brandonhall.com .
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Typical e-L ear ning Development Costs

e-Learning Costs compared with traditional training. Traditional training costs tend to be
administration-intensive, where most of the cost of training occurs over time, on the back end, in
implementation. e-Learning cuts down these costs considerably by using technology to deliver and
administrate tasks like evaluation, data entry, registration, and performance tracking. e-Learning also
eliminates much of the paper, printing, and shipping costs associated with traditional learning.

Front end costsfor e-Learning. e-Learningissimilar to traditional training in terms of front-end
costs, most of which are focused around the analysis required to design and develop effective training.
In addition, there are certain upfront costs that are additional to using technology, costs associated with
Learning Management Systems (LMS) or Learning Content Management Systems (LCMS), servers, and
software. Due to the popular use of multimedia and classroom-like ssimulations, e-Learning can also
take more time to build than traditional training. What you receive in return is consistent, repeatable
training.

Development timeratios. Development times vary al over the industry, and they hinge on the
complexity of the learning solution, the extent to which multimediais used, and the software and skill
sets of developers. Theindustry standard for development is generally between 150 and 250 hours per
completed hour of instruction. Again, about half of this cost is associated with the analysis required to
specify the right solutions and design effective courseware.

Selecting e-L earning Solutions. Choosing the right solution, and the right amount of investment,
depends on several factors. Acrossthe board, thereis no single best solution. Rather, the solution
should be commensurate with the need for the solution, the problems and drivers that make e-Learning
the right choice, and the cost of the problem versus the over-all investment and intent of the solution.

For example, if the need isto communicate data to virtual officesin atimely, well organized, easily-
revised format, then posting PowerPoints as a navigable WBT may be the right solution at the right
costs. If transfer of learning and skills to a specific group of learnersis the need, then a more robust
instructional solution is needed, and this may mean a much larger investment, depending on the levels
of customization, practice, and feedback included. On the other extreme, if you need to impact the
culture of agroup or organization in away that’s easy to remember and interndize, engaging in
presentation, and able to reach alarge group experiencing high turn-over, then investing in arich online
multimedia presentation that is short and propagates a specific message may be the right choice (see
Little Planet solutions). This last example can be as expensive as producing a television commercial.

Remember the intent; conduct a performance analysis that gauges priority and drivers; and assign an
appropriate content solution.

References:
Hall, B. (2003). e-Learning Guidebook: Sx Sieps to Implementing E Learning. Sunnyvale, CA: Brandon-Hall.
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