E-learning

Getting started
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Y our organization would like to start with e-learning. But how to get started? Why? For whom?
What is the content?

The purpose of this guide is to eliminate as much as possible the uncertainty related to the
effectiveness and feasibility of this method that we call ‘e-learning’ by offering you this practical
guide that shows you how you can manage your project.
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Authors

This guide was written with the participation of the following organizations.
(alphabetically):

The Belgian network of open and distance education was founded

fop

e in 1999 following an initiative of VDAB and Le Forem and aims to
% promote e-learning, together with other public and private partners.
£ | The network focuses on the labour market. It aims to promote e-
_ ‘555" learning in companies. The organization of seminars where best
Pl

practices are presented to the public, isonly one of the many
activities of this network.

Cevoraisthe education centre for the sector of "paritair comity
218", representing the white collar workers. This sector regroups
more than 50.000 companies, with 340.000 white collar workers.
Cevoraorganizes free training sessions for thistarget group and
also for the jobless. Furthermore Cevora pays back training-
subventions and organi zes outplacement and the industrial body of
students for the sector.

The FOREM, as public service for labour and education for the
Walloon Region, acts as coordinator and offers therefore different
services of public importance such as qualifying trainings and
active support in the search for work.

GiVi offersthe total range of training methods, from traditional

training over open learning to e-learning. Hence Givi can offer a

blended approach. For each learner and each training the ideal

learning track can be offered.

GI v I Furthermore GiVi offers additional products and services:
consultancy related to training projects, the development of training

material, advice and implementation of a complete Learning

M anagement System: Competas.

¢ IPV isthe sectoral training centre of the food industry (PC 118 and
KW PC 220). It offers awhole range of servicesto thisindustry:

standard courses, tailor-made courses, coaching in some specific
areas such as training programs, HACCP, BRC, etc. These actions
are oriented towards employees, jobseekers and youth.
The“Vormingslnitiatief voor Bedienden uit de Anwerpse
metaalnijverheid” , in short VIBAM, isthe sectoral training
organization of the metal industry, electro technical industry and
theindustry of synthetic materialsin the province of Antwerp, that
v supports industries that belong to the "Paritair Comité 209" for
VIBANA | training of their employees.
v VIBAM works with 500 organizations with atotal of 15 000
employees.
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1. Where to start?

Step by step The next flowchart shows the different steps you can follow to set up an e
learning project. These steps are explained in detail in the next pages.

[ Anaysetheproblem |

es
Y Isthere aneed for training? 0o Othgr
v solution

Define the training need

Isthere aneed for e-learning?

‘<—| Offer solution

<
)

Define the need for e-learning
+ the need for other forms of training

v

Make inventary of what you need
Y

Calculate the cost

A

Other method
no |or blended learnin

4

Is there away
to remediate?

yes

e

Search for additional benefits,
counter arguments
or choose another training method

Maka a plan of action
@ Give information
Set up pilot project

Evaluate pilotproject

Ready for larger project |
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2. Define the training need

Definetheneed Before even thinking of e-learning, ask yourself if there is a real need for
training. Do not go for e-learning if there is no training need.

[

Analysetheproblem |

yes — no Other
2
I Isthere aneed for training? solution

Define the training need

Definetheneed  The next table allows you to make a first short anadlysis to find out if e
for e-learning  |earning is a possible approach for your organization.

The target group has not the same for eknowledge

The target group has not the same obj ectives

The target group has not the same cour se content

The target group is geographically spread

A large group of people should be trained in a short period

The target group can not be made available at the same moment

1 | Define the objectives.
The learners need to E-learning is perfectly possible
know
The learners need to E-learning combined with testsis
under stand possible
The learners need to If the subject is a software, than e-
apply learning combined with exercisesis
possible.
If the training need is in another
application area, e-learning should be
combined with another method where the
content can be applied.
The learners need to Other methods are recommended. &
change their attitude learning can only give some support. .
2 | How many people need to be trained?............
(This has an influence on the costs)
3 | Define the characteristics and flexibility of the target group:

HENnnN

® Themore checks you can put here, the more you should be ready to
choose for aflexible training method such as e-learning or open

learning.
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2.1.Do the learners have the requested profile for e-learning?

Profile of the E-learning is not suited for everyore. Nor is classroom training.
lear ner Define to which degree the target group meets the criteria that increase the
success of e-learning:

Thetarget group is... Applicable?"

PC-minded 1 (2 |3 |4
Internet minded (e.g. surfing spontaneoudly oninternet) |1 |2 |3 |4
Knowledge of English 112 |3 |4
Does the learner see the benéefit of the training? 1|2 (3 |4
Motivated (intrinsic and/or ‘external’ - related to 112 |3 |4

judgement or reward...)

N

Isthe learner assertive enough to learn on his own and 112 |3
contact a coach

Autonomous/Independent (e.g. seeksfirst, beforeasking |1 |2 |3 |4
help)

The learner has enough perseveranceto finishthecourse |1 |2 (3 |4
on his own?

® The higher the quote, the higher the chance that your e-learning product
will be used.

11 = least, 4 = most applicable
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What canyou  If the target group or part of the target group does not meet some criteria, the
do about it? following table will help you to decide what to do about it.

Islearner PC-minded?
Islearner internet-minded?

Islearner independent?
L earner knows english?

|slearner motivated?

providetraining PC-initiation

provide training internetinitiation |

provide intensive coaching |

provide training in lanquage of learner]

<
)

s external motivation (reward, Pr:)v'dale
promotion...) possible? externe
motivation

. Is
» E_row_de ¢ motivation through combination
com gt‘ﬁ“g” 0 of different methods
MEL0S possible?
® -
[ ElearningisOK | [ provide other trainingmethod |
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2.2. E-learning as part of a blended training program

E-learning is Experience shows that not all learners are motivated and independent enough to
rardlyusedon  follow an e-learning course. Hence it is recommended to integrate e-learning in an
itsown overdl training program.
Define in which way your e-learning project can fit within the training program of
the learner.

The e-learning course is used to get everyone on the same level before the

classroom course (or WOrksShop...) StartS .......eeeiieeeniiee e |:|

The e-learning course alows the learners to prepare themsalves at their own

speed for another training activity that will follow. ..., D

The theory is to be assimilated through e-learning. Another learning activity

focuses 0N the PractiCal Part.........cooocveeeeiiiiiie e D

The e-learning course is used after the regular training as possibility to revise.

The learners can consult the course at al tiMeS.. ....ocoocveveeiiciiee e |:|

The e-learning course is introduced in an information session in which is

explained how it works and what the expectations are.. ..........ccccceevieeerieeeniinenne |:|

The e-learning course alows to update the existing knowledge following

ChaNgINg CIFCUMISLANCES........ceeiiiieiiiee ettt |:|

The e-learning course offers a solution for a punctual problem by means of a

flexible mixture of theory and practiCe..........cccovveeiiieriiiee e |:|

The learners can choose the learning method that suits them, be it e-learning or

another way Of 1EIMING. ........oooiiiiiii e D
Blended The combination of different learning methods is called ‘blended learning’.
learning An e-learning course is preceded or followed by another training.
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2.3. Is there a need for e-learning?

How far arewe Do not think that all learners are fit for e-learning. A certain number of
now learners will always be reluctant towards this method. It is possible, however,

to increase the number of learners by means of extratraining and coaching or
by combining it with other training methods.
Fill in the following table to find out how far you are:

First step
How many learners need a PC-introduction?
How many learners need an internet-initiation?
How many learners need intensive coaching?
How many learners need extra motivation?
The
training
5 o
@] ) =
5 £ 28 % 5 83
2B S Sgl g < 5 | 8
o |= O Z9|0 = a | &

® We advice acombination of different learning methods. The other training
method may then be usad as motivating factor for the e-learning session.
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2.4. Ask for advice

Importance It is certainly a good ideato look around to see what the market has to offer
you when it comes to e-learning. Do not hesitate to ask advice to more than
one provider. Then compare.

The following list shows on which level you can look for advice.

Genera information related to e-learning
Standard e-learning courses

Content development

Coaching

Logistics

Infrastructure

Hosting

Implementation LM S*

* Learning management system that allows to offer the course to the learners
and track the progress.

E-learning, getting started (v. 1.0) ? -11- © BE-ODL - 30/08/2004



3. What do you need?

Essential In this part we give you an overview of what you will need when setting up
components an e-learning project. A lot will deperd on whether you do it yourself or you
ask suppliersto do it for you.
OK?
Content (make or bUY, SEEP. 13) ......oviiiieieeceeeeeeee et |:|
R E L0 N =Y € =] T <) TR |:|
SOFWEIE (SEE P. 15)....vereeeeveeiereeeeeteteeseseesteseesesessesteseesessestesesssessseeseasesssseesesnas |:|
LOgistics (I0CAHON, SEEP. 17) ..ucueeveeeeeeeeeeeeeieteeeeeee e [ ]
HUMEN rESOUNCES (SEE P. 18)......vieeeeeeceeee ettt |:|
Additional Setting up an e-learning project involves more than the elements above. The
components project must be made known and 'sold' internally. It must be kept going.
Sometimes you may need external support.
OK?
Marketing and COMMUNICBHON ............cveveviuereeieeeeeeteeee et ee s [ ]
Integration and MaINTENANCE. .............ccveuereeeeeeeeeeeeee e st ree s eesreaeas |:|
CONSUITING ..ttt es et e et e s ee s tesesseneastesean s snseesennas []
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3.1. Do you have the appropriate content?

Standard
courseor
tailor-made?

Criteriafor a
good cour se

Thecost of a
course

Course exists?

yes

More expensive
than developed
by ourselves?

yes

Buy existing course

Develop own
course

own
resources?

cost
own dev < extern dey

Make course yourself

The following flowchart allows you to decide if you will buy a standard course or if
you will choose for atailor-made course.

Have
course made

When you try to find out if a course that is available in the market can be used, you

can think on the following criteria.:

Isthe contents OK ?

Is the language OK?
Are the objectives clearly expressed?

Does the content match the objectives?
Can the course be adapted (modular)?

Isthe course user-friendly?

HimmEn.

Find out if the course that is available in the market is more expensive than the

- The cost for delivery (infrastructure, PC, connections)

- Costs for instalation (e.g. Hosting)
- The cost for coaching

development of your own course. (see aso p. 19*Calculate the cost”)
Think about:
- The cost per user x number of users.

Notice that the cost is not aways the decisive factor. Other arguments may be more
important (under own control, independency, uniformity)
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Develop a Y ou choose for atailor-made course.
courseyourself  Define according to which criteriayou may decide to develop the course yourself of
or haveit have it developed for you.

developed for
you?
Research
Determine if you have the necessary resources to make an e-learning by yoursdlf.
Y ou need:
- Course developers (knowledge of subject, of graphical design, manager of a
server)

- Software that allows you to build the course
- Hardware to deliver the course (PC, server, modems...)
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3.2. Needed hardware and software

Coursedelivery E-learning courses can be delivered as independent courses or delivered through an
LMS (learning management system) which allows registration, follow-up and

personalisation.

An LMS may be on the server of your organization or on the serve of the supplier. In

that case the course is offered through hosting.

The necessary hard- and software will depend on the supplier.

The following table gives an overview of the most common technological minimal

requirements.

I ndependent
cour ses

Minimal requirementsfor the learner

Standard computer with internet connection®............................
Atleast Pentium ...
At least 32 MB internal memory...........ccceeveeeiiieeenieeesieeenee
Atleast 1 GB Hard disK.........ccooviiieeiiiiiiee e
2 QI T o 1Y

S 01010111 (o) SPUTT TR EPRRTRTRPRI

An LMSunder
own control

Minimal requirementsfor thelearner and for the coach

Standard computer with internet connection.............cccccccvee.n.
Atleast Pentium 1. .....cooooiiiiiie e
At least 32 MB internal memory...........ccceeevveeiiieeeiiieeenieeesee
Atleast 4 GB Hard disK.......ccoeeviieiiiiieiieic e
28X CD-ROM ...t

15 NONILO ..t e e et e e e e e eaeee

Minimal requirementsfor the administration

S VL= TP

Operating System: Windows 2000, Windows NT............ccce.....
Memory: 256MB RAM MiNimal...........cccovueeiiienniieenieeeee,
Hard disk 500 MB program SPace.........ceeeeeeeevciuvvieeeeeeeeeeennne
Web (HTTP) server: Microsoft 11S 5.0 or higher ...

! Theruleis: “the faster the connection, the more learning will be comfortable”. Ask the supplier what type of

connection you need.
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E-learning Minimal requirementsfor the learner

cour_saslthrough Standard computer with internet CONNECION............ccccvieieeeie e |:|
hosting AL1E8SE PENTUM et []
At 1€ast 32 MB INtEMNaA MEMOY......c..vivieieeeeeeeeeeseee et n e |:|
AL185t 4 GB HA iSK.....cveeeieceicieeeicie ettt []
B L O T o 1Y P I:l

LSS 1170 8 100 (OURRTRRR USSR |:|

Minimal requirementsfor the coach
Same as for learner, if coaching under OWN CONtrol. ...........ccccevvveeevieeieeiensnns, |:|

Minimal requirementsfor the administration (also possible through
hosting)

Operating System: Windows 2000, WindowS NT .........c.coeueeeeevevereeieeeereerenenns |:|
Memory: 256MB RAM MINIMUM .........cuourivirieieeerieeseeeeeeeseesseeseeesressseesssesseeeas |:|
Hard disk 500 MB Program SPACE...........ccveuereereeeeeeeieeereesesesseessessssessessesesseseens |:|
Web (HTTP) server: Microsoft 11S5.0 0or higher .........ccvcueveieeeieieeecceceeeceie, []

! We recommend that you verify if there are any problems to be expected with security such as firewall.
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3.4. Accommodation

Importance The place where will be learned is important. The following table shows the
benefits and disadvantages of the different possibilities.

Benefits

Disadvantage

The place
whereyou
work

Ideal for just-in-time
learning

- Disturbing environment:
noises, colleagues,
telephone, other priorities

- No contact with fellow-
learners

- No control on learning
environment to learn quietly

Open
learning
centre’

- |deal environment to
stimulate learning

- Contact with fellow-
learners

Need for travel may be a
problem. Not always accepted
to leave work.

At home

- Quiet, learner determines
conditions in which to
learn

- |dedl in the context of
working at home

Learning in own time is not
aways motivating for learner
or family. Learning at home is
not always allowed.

! Quiet environment to learn in the organization

E-learning, getting started (v. 1.0) ?
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3.5. Who do you need?

Competencies  According to your choices (develop the course yourself or not, hosting or own
server), you will need different competencies. Some people may have more
than one role. Indicate which competencies you may need for your project.

Competencies Of aCOoUrSE JEVEIOPEY ............c.ceveveeeeiereeeieeeere e |:|
Competencies of acoach (SeeaSOP. 34) .uvvvreeeieeiiiieceeee e |:|
COmPEtenCies Of & SYStEM MANAGEN ...........c.ceeeeeeeeereeeeeeeeetereeeeeieresee s s eeseeeans [ ]
Competencies of atraining OffiCer ..., |:|

Supporting Y ou will need support from different services before, during and after your e-
roles learning project. Define the services that you may need.
Y T2 '0 1= 1101 oL ST |:|
TS 007 072’0 117= 0| O |:|
INtErNEAl MATKEING ... c.coveveiitieeeieee ettt ettt s e benas |:|
COomMUNICati ON/JOCUMENEEEION ..........cvrerveeeeeeeeeeeeeeteeeeseeseeteeesee et seeeeseeseeseeeans |:|
[CT-AEPATMENL. .......cvieeiieietcecee ettt ettt ea e es ettt se e e s s |:|
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4. Calculate the cost

4.1. What are the components?

Components For a correct calculation of the total cost, alot will depend on the choices that
you made. Think about the following components:

HUMBN FESOUICES. ....oveeeeeeee et e ettt e e et et et e e e e s e s e e s e s e s e eeneeen,

Content (Make OF BUY) .......ooiiiieiieicee e,
HANAWEIE......coeieeee e

Integration and MaINtENANCE. ..........ccuereriieeiiieeriee e,
Marketing and COMMUNICAION ..........cccoiiuiieeiiiiie e e
CONSUILING . e e e e e e e e e enae s,

,_
8
Q
@

o oM M o
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4.2. Compare

Compare When you calculate the price of your e-learning project, it is useful to make a
similar calculation for a classroom training concerning the same subject to the
same public. Be careful: some benefits of e-learning (e.g. other learning
culture, rapidity of delivery, effectiveness) can not always be measured.

‘Normal’ My project
approach
Human Number of travel days
I esour ces Duration of the coursein days
Salary learner

Number of working days learner

Number of learners

Salary /day/Learner.”
Reduction course length?
Salary learners®

Number of trainers/coaches
Salary trainer/coach

Number of working days. Trainer/coach
Salary trainer/day”

L earners per session

Duration of the coursein days
Course days/ trainer/coach’

Salary trainer s/coaches’
Costs system manager

Content Course development costs
Cost course material/learner
Software Licences
Course hosting/day/learner
Hardware Costs workstation
Costsserver
Logistics Travel costs/learner

Catering /learner
Accommodation’

Total

! Calculation: salary learner/Number of working days learner

2 An e-learning course is normally alot shorter than a classroom course, due to the fact that the learner will learn
what he needs.

3 Calculation : (((Number of travel days + Duration of the coursein days) x salary p.day p. learner.) x number of
learners) x reduction course length.

4 Calculation : salary trainer/number of working days per trainer

® Calculation : ((number of learners/learners per session) x duration of course in days)/number of trainers

€ Calculation : number of course days per trainer x salary trainer per day x number of trainers

" Calculation : course accommodation per day x course days per trainer x number of trainers
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5. How to prepare your project

5.1. Is the project feasible?

Seps At this point you have an inventory of what you need. Y ou have an idea of the
price. Now you can look for support in your organization.
First check again if you can answer the following questions positively:

The learners have the appropriate profile ...........oooceeeiiiiieie e |:|
E-learning is part of the total training program...........cccccceveeiiiiee e, |:|
I know how to get the appropriate cour Ses (CONENE) .........ccvvveeerieeeeesreeeeesnneenn |:|
I know what hardware | Will Need ..., []
| know What 10giStics | Will NEEA .........coveeieeeieeeee e, |:|
| can offer the learners appropriate coaching (SEeP. 34) ..eevvvveeeiveeriiieiiieeiieenns |:|
| KNOW Which DUOGEL ISNEEOEH ... [ ]
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5.2. Swot-analysis

Strengths (Swot)

Weaknesses (sWot)

Easy access to information
Learning anytime/just in time
Learning anywhere
(office, train, home, . . .)
Focus on the actual needs, | learn what | need
know for my job. (Just enough)
- Noloss of time for subjects that | master
already.
- High effectiveness conbined with motivation.
The learner is in the centre.
- Variety of learning methods is also possible
through Internet/PC
- Interactivity, pre/post tests, discussion forum
/ newsgroups, FAQ (frequently asked
questions), surfing through information,
adapted use of multimedia (not
over/underdone),
Increases the productivity
Content must be well prepared and developed

Possible problems when inexperienced
inPC/ Internet / . . .

1% line support (help, tutorial, help
desk, coach, . . .) for the learner must be
available all the time to avoid drop-oui.

Need for disciplined learner

High initial investment regarding
hardware and software

Need for broadband

Little room for improvisation for the e-
coach

Opportunities (swOt)

Threats (SwoT)

- May be used as driver for competence
management.

- Possibility to follow up learning activitiesin
order to get qualitative feedback regarding
trainings.

- Helps to promote lifelong learning.

- Poditive learning culture in the company
stimulates workers to strengthen their
competencies within their function and career.

- Unlimited content to learn from available on
internet.

- Increases the productivity.

- Training is available 24 hours aday, 7 days of
the week

- Theoretical support for learning by experience

- Online administration allows to follow skill
levels

- Cost reductions in travel, training, training
rooms and trainers.

- Company without learning culture will

- Special attention needed for

- E-learning may not be seen asaway to

- When ROI is calculated it is necessary

- Lack of discipline and perseverance of

- Non-believers still consider classroom

frighten employees as learning time is
considered as wasted time (thisis aso
linked to other learning methods).
development of e-learning modules.

push the responsibility of learning to the
employee or to his free time.

to know also the impact on the
improvement of the results.

the learner

training as a better method
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5.3. What are clear benefits and disadvantages for human
resource?

benefits Indicate which benefits are true for your organization. Y ou will need these arguments
to gain support and to convince other persons in your organization.
[t improves the 1earning CUlTUre..............cooiiiiiiiiieee e D
It enables better knowledge management .............ccceevevecieceece e, D

It increases the possibility to offer individual learning prog-ams. Thus it
increases the effectiveness. Thus it increases the motivation....................... D

Improved possibility to track training efforts in perspective of competence
MNANAJEMENE. ..o eee e e eee e ee e e eee s ee s eeeee e eee e ee s eeenneees []

A uniform and recognizable way to offer Courses . ..........cccovvevvvieeieececeenne. D

Less ‘socia control’ compared to classroom training, hence less fear to ask
QUESHIONS ..ot eees st n et es e n e s st n e s st e enentasneneanenees []

Disadvantages = Please indicate which disadvantages are valid in your organization :

Some employees are less ICT-minded and thus less prepared to use the

COMPULEr @S AWaY 10 1AM ... D
Some employees miss the social contacts from classroom courses |:|
Some employees fear that the time to learn is taking avay own time........... []
Fear for Big Brother, possibility to track everything and be evaluated ...... |:|
No possibility to meet differences in learning styles of learnersin a |:|

pedagogical and flexible Way ..........ccccoveiiieii e
RESISLANCE Of [BAIMIENS ... []

Few possibilities to give immediate feedback, compared to classroom

LUE= 1011070 FOPRO OOV []
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5.4. What is your goal?

Define your Is your motivation to start with e-learning positive or negative?

goal The following table alows you to define your target in a positive way.
Determine what is valid for you and to which degree.:
(1= not at all, 2= not redlly, 3 = damost, 4= | agree totaly)
Use the result to convince other people in your organization.

Negative way of saying it Positive way of saying it Applicable?
The budget for training should decrease | Training should be organized in a more cost- 1 213 4

effective way. The use of e-learning as method
isaway to do this

Training consumes to much time. E- L earning programs should be more adapted to 1 213 |4
|earning should decrease the time the needs of the learners. Thiswill savetime. &
learning allows to do this.

Often people come back from classroom | Training programs should be moreeffective. In | 1 213 |4
courses without positive result. E- some cases e-learning can be used for this.
learning-is by definition more effective

The planned courses do not always offer | The flexibility of e-learning should allow youto | 1 213 4
great flexibility. Thereisrarely agood | train also the employees who have aloaded

moment to miss someone for 2 or 3 agenda (anytime, anywhere).
days. Hence some people never goto a
course.
Sending employeesto a course doesnot | E-learning should introduce another learning 1 213 |4
seem productive. They do not take culturein the organization (by making
much initiative to look up information information and knowledge available)
and acquire knowledge by themselves
People are bored by theoretical Through e-learning you have the possibility to 1 213 |4
approachesin classroom training. They | provide more variety inthetraining program
want more variation when learning. (‘blended’). It is possible to give a better
answer to different learning styles
For acentrally organized course our Through e-learning it is possible to providethe | 1 213 |4
employees must do alot of distances information without need for transport.
At regular times alarge group of A good e-learning product allows to 1 213 |4
employees must be trained in a brief communicate the same message * all-over-the-
period about e.g. new products, world’

services, procedures, etc... Thisis
difficult to organize.
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5.5. Define your strategy

Purpose Y ou have defined your main objectives and possible e-learning project.
Before you can define the critical success factors for your organization, it is
necessary to make sure that the objectives are related to an overall strategy.
Use the result of this analysis to determine if your project is feasible.

Question Applicable?"

Is your organization strongly dependant of the know-how of the 1 2 3 4
‘human factor’? Is the mission related with the personnel being up-to-

date?

Does e-learning fit in the culture of the organization? 1 2 3 4

Check this by means of the following questions : isICT an evidence
within the organization? Is there enough investment in an effective ICT-
infrastructure? Or isthe organization rather inflexible regarding
processes and structures?

Is there a certain degree of training culture? 1 2 3 4
e.g.. are people familiar with an annual training plan. Are the
employees ready to |ook up information themselves? Does the
organization support employees, doesit try to keep them?...

Has there been a communication about the introduction of e-learningon | 1 2 3 4
management level?

....and if yes, was there a positive attitude? 1 2 3 4
Do you have a possibility for experimentation...can you start with a 1 2 3 4
pilot project or do you have to succeed for 100%7?

Is the target group lar ge enough 1 2 3 4
(quantitative — are there enough people for product x - , and qualitative

— are these people interested in e-learning ?

Will the results of the training be surveyed? 1 2 3 4

The more the scores go towards 3 and 4, the grater your chances for success!

! Code 1 = little. Code 4 very applicable.
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5.6. Find support, give information & convince

Who has The training plan is the starting point to launch the project. In order to gain
something to support and to convince the non-believers, it is necessary to know in detail the
say? objectives, the strategy and the benefits. Use Swot-analysis (p. 22) to inform

and get informed.
The next table shows whom to inform, whom to convince and which
arguments should be used. Communication is the key for your approach.

Step Define key players
1 Determine who in your organization should be involved to set up
an e-learning project ?
O management / direction
O human resource manager
O training manager
O ICT- manager/hel pdesk
O potential users
O line management
[0 union representative
O ...
2 Approach each key player. His’her idea about e-learning? What
are the main issues? What idea does he/she have about content,
target group, method, coaching, software, hardware, internet,
control, evaluation, ...? Whereisthe resistance? What is the idea
about:
- the content
- the target group (experience, familiarity with the medium and
foreknowledge)
- the degree of difficulty for the target group
- the user-friendliness of the software
- the goals to meet
- evaluation and control
- necessary hardware
- internet connection and | CT-protection

3 |dentify:
- decision makers and opinion makers/ influent people
- partisans and non-believers

See next page
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5.6. Find support, give information & convince, Continued

Who has something to say? (continued)

Step

Define key players

4 Fill in the following scheme:

Overview of the points of view
(schemel)

Arguments of these
partisans

arguments of
adversaries

Decision makers:

See next page

E-learning, getting started (v. 1.0) ? -27-

© BE-ODL - 30/08/2004



5.6. Find support, give information & convince, Continued

Step

Per sonalized infor mation and argumentation

5.a

Take aclose look at the idea partisans and adversaries have about
e-learning. Compare with your own action plan. Does it
withstand the expected deceptions, thoughts, remarks and critics?
Do the key-players of e-learning have a correct image of what you
will offer them? What are the differences and where does it
match?

When it matches you should

When it diverges you should

Give information:

Give information

Strengthen by repetition.

Correct the image

5b

Take a close look at the arguments and critics. Are they justified?

Justified critics Unjustified critics

Correct the training program Counter arguments

Recognize arguments

Develop a communication plan in which all key players get a
reaction on their arguments. Every person should get a correct idea
of your action plan for e-learning. Hence give objective and fair
information on every topic.

Plan meetings, write messages, organize demos, use testimonies of
people who apply the method already. Try to get formal and
informal approval.
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Schema 2: communication | Topicsto

plan strengthen Topicsto correct Counterarguments | Approach Timing

Decision makers:
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6. How to set up a project

6.1. Is the project still feasible?

Seps The feasibility of an e-learning project depends on some important parameters. A
budget and the support of your organization are essential.
At his point check once again the list and define in which degree your
organization is ready for e-learning.

Do the learners have the appropriate profil€?...............ccooiiic |:|
Isyour project part of aglobal training project?.......ccccoovecciieeeee e, |:|
Can you get the appropriate Cour SeS (CONLENE)? .......eveeeiveieeeiiiieeeeeeie e e e sieeee e |:|
Can you get the appropriate hardware? ...........ccoccueeeeeiiiee e |:|
Do you have the |0gistics NEEEA? ...........c.ceveeeeeeeeeeeee et |:|
Can you offer good coaching? (SEe @ SO P. 34) ..covveeeiieeiiiee et |:|
13RI (=N o TU Lo [o 1= 2T |:|
Do you have the support of your organization?.............eeeeceeeeeeriieeeesnieeee s |:|
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6.2. Critical success factors

Recomment Thisisalist of recommendations for your e-learning project:

dations The more items you can check, the higher the chances for success.

Recommen- | have the support of the MaNagEMENT.............ccceeeveeeeeeeeeee e, D
dations

regardingthe  Thelearnersinformed in due time about benefits and disadvantages of e-learning |:|
preparation

The learners know what is expected from them regarding e-learning. ................... D
E-learning is added to an existing training (does not replace)............ccovvveeveenee.. D
| start with @ SMall PHOL PrOJECL. .......cveevieeeeeeeeeeeceee et |:|
I choose quality CoUrses and COACNES. ...........cccveveeereeerereeeteeeere e, D
| choOSE QOO | T-INfIASIIUCIUI .. ..... vttt D
Thereis atraiNiNg NEEH .........cccvcvevieieeeeeeeceee e [ ]
Thereis asuitable |€arning ENVIFONMEN. .............ccceeevevieeeeeereeeeeeeeeeseeseeeeenens D
| integrate e-learning in the training PrOJECL. ...........cvcveeeeeeeeeeereeceeee e [ ]
| ask fOr SPECiAliZE BOVICE..........ceveeeeieeeeceeeeeee e D

Recommernt The learner can contact someone for questions related to the content and knows

dations how long it takes before getting an anSWEr . ........ccecocveeiiiee i D

regarding the

preparation The learner can contact someone in case of technical problems. ..........c.cccccveeuee. [ ]
The learner is motivated and guided By SOMEONE. ..........ccoveveeeieeeeeeeeesee e D

Recommen- The learner can learn in aquiet ENVIFONMENL. ...........cccoeveveeeeeeeeere et D

dations o

regardingthe ~ TNETANING IS PIAMNEL ...oooooiiiiiiiiiiiiiiiiiis []

environment

Recommen The learner can build his own 1€ariNG traCk ...........coveeveveeeeeeeeeeeeeee e D

dations _— :

regardingthe  Thecourseis still available afterWarts. ..., []

cour se _ . . .
The e-learning course can be combined with other training methods.................... |:|
Non-functional COUrseS are OffEred. ...........ccveviveeeeeee e D

E-learning, getting started (v. 1.0) ? -31- © BE-ODL - 30/08/2004



6.3. Do not overlook the limiting conditions

Importance When learners are enrolled in atraditional course, we assume that they need
time to do so, that the course must be planned and that they need an
appropriate learning environment. Thisis equally true for e-learning. Check
whether these conditions are fulfilled®.

Optimal

stuation... The e-learning course is planned (in acalendar) .............ccovevenen, 1 2 3 4
The learner has enough time to go through the e-learning course.... 1 2 3 4
The learner knows what (s)he can expect (contents, method...) ....... 1 2 3 4
The learner knows why e-learning has been chosen and knows 1 2 3 4
the altErNALIVES. .....ooo e
Thelearner canlearn inaquiet SPOL........ccoovvcivivieeeeee e, 1 2 3 4
The learner is not disturbed while learning. ........cccccoeeeviiiiiienennnn. 1 2 3 4
The learner has contact with acoach.........cccceeeevviiiiiiiieiiniiceeeeee, 1 2 3 4
The learner has contact with other learners...........coevveeeeeiiveeievennnee. 1 2 3 4
The learner has the support of his SUperior. ...........ccccceveeecieeeeenee, 1 2 3 4
Learning is evaluated positively in the organization (possibly 1 2 3 4
(ST 0 o ) 1P ESRRR

After the training the learner has time to apply the knowledge. ....... 1 2 3 4

1 From 1 (little) to 4 (to alarge extend)
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6.4. Make a plan of actions

Who doeswhat ~ Start with a small pilot project. Build a clear table where you list who should
when do what at what time.
The following table is an example.
Date Task Who | Status

D-day —3mths | Information to all actors IAN OK

D-day — 2 mths | Inscriptions RITA

D-day —2 mths | Planning RITA

D-day — 1 mths | Training PC-skills for target group PETER

D-day —2wks | Training internet-initiation PETER

D-day —2wks | Infrastructureis ready STR

D-day —2wks | Training for coach PETER

D-day —7days | Global briefing of what is expected from whom IAN

D-day —3days | Guideline to participants about how it works PETER

D-day First e-learning courses start PETER

D-day + 2wks | Reports + feedback from coach PETER

D-day + 2wks | Workshop for participants of e-learning course PETER
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6.5. Provide coaching for the learners

Recommen- Coaching is an important supporting task during the learning process. This support

dations can be done by someone of your organization or externaly.
The following checklist allows you to check if a potential coach of your own has the
necessary skills.

Thecoach can... answers questions related to the CONtENt.............cooveveeiiiiiee s D
solve technical problems or point out where a solution can befound ................... D
support the learner during the learning process (Motivation) ...........cccvevevvcveeennnns D
cope With different 16aring SYIES. ............cueeeeeeieeeieeeeeece e D
offer different 1€arniNg SIrALEGIES..........c.veveueeeeeeeeeee et D
define the course track regarding objectives and learning style of the learner........ D

The coach communicate the coursetrack if asked for ..........ccccoviiiiiiiiiiiiie e, |:|

needs to.. communicate the estimated course duration if asked for...............cccveeeeveveenene. D
prepare the appropriate learning tools or offer others.........ccocceviiecieen s D
give support regarding content if NEEOEd . ............cceeevevevereieeeeeeceee e D
GIVE LECNNICAl SUPPOM. ...ttt ettt se st st e st nseanas D
follow up the learners, the results and progresses (re-active and pro-active).......... |:|
MOtVALE the IEAMENS.........cvcvcvcveicieieicte ettt [ ]
evaluate the learners (satisfaction, results)..........coccveeeeiiciiee e D
report POSSIDIE PIODIEMS. ........ovieiiecee ettt D
Use the results in a deontological way (to be agreed on)...........ccccveveveveeceevevennee. D

® The coach should try to increase the independency of the learners . Instead
of giving an answer it is more appropriate to point out where the answer

can be found.
Specifice-coach  Give synchronic and asynchronic feedack ................c..cverreecressroesiennenns []
tasks
SEAE ATOTUML ..ttt ettt ettt e et e e e e s e sae e aee s D
MOOEIEEE ATOMUM.....cuvevverereeeeeeieteteeeee sttt ete et be e es st s ese s s st ebean s seseesesnaeas D
Evaluate |€arning OJECES. ........ccvoveveveueeeeeeietceceeee et D
Offer additional 1EAMING OBJECES.....v.v.veeereeeeeeseesseseeeesseeseeseseesessessseseeeeenenees []
Learning objects related to the tasks, the specific situation and the quality
SEBNOAITS. ...ttt ee e e e e et e e ee s ee s e e e ee et eneeaens []
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6.6. Start and evaluate a pilot project

Why Starting with a small pilot project has the advantage that you reduce the risks.
Evauate carefully all components (content, hardware, software...) and
guestion the actors involved (learners, I T-responsible, coach...)
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