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|NTRODUCT|OE| If we rely on articles, papers and conferences, it seems that e-learning has only emerged in the

last three years. In reality, however, the use of technology to support training — programmed
instruction — goes back several decades.

The 1990s saw increasing use of CBT disks and CD-ROM s to support learning. But it is the
emergence of the Internet that has offered far wider horizons, giving rise to a whole new
series of possibilities from connectivity, that is, the process by which computers are networked
and can share information. If e-learning is defined as 'learning that is delivered, enabled or
mediated by electronic technology’, then its time has come.’

Given e-learning’s recent increase in visibility, and the potential promise for teaching and
learning, it is scarcely surprising that perceptions about its significance differ. Views on its
contribution to the organisation range from enthusiasm through scepticism to hostility. Early
on, we witnessed a series of claims that e-learning was the ultimate panacea, but at the time
of writing (October 2002) many commentators are suggesting that this early optimism was
grossly misplaced. There is now sufficient evidence to show that the growth of e-learning in
corporate organisations has plateaued following a variety of implementation problems.?

It is therefore appropriate to ask what is currently happening. What is taking place in those
organisations that have made a firm commitment to the use of e-learning as part of their
portfolio of training interventions, in particular:

« What is currently on their agenda?

«  What strategies are they employing?

«  What problems have they encountered?

« How are they seeking to overcome them?

«  What advice would they offer others who might be thinking of implementing e-learning?

Our premise is that the future progress of e-learning will be shaped by the activities of
individual professionals within organisations who are determined to find effective solutions.
Their experiences and insights will prove to be far more helpful than any amount of hype
or rhetoric.

The CIPD therefore invited a number of organisations to participate in this short study and
to share with us their experiences and views about what makes for effective e-learning. All
the organisations have given some thought to their approach to e-learning. All have training
managers who had indicated a willingness to contribute to public debate in the interests

of sharing in order to arrive at best practice. We are most grateful to these individuals and
their organisations.?

Our findings represent a snapshot of what is currently happening in a number of progressive
UK organisations. We hope that by producing this report we will assist others in planning their
e-learning strategy. This Change Agenda is not intended to be comprehensive or to reflect the
state of e-learning across the whole of the UK. Nor does it seek to offer a set of policy
recommendations or prescriptions. What has become apparent in talking to the participant
organisations is that ‘one size does not fit all." A strategy and an agenda can only be
constructed within the context of the particular circumstances found in each individual
organisation. However, some problems can be overcome by a better understanding of where
others have found appropriate solutions. This is not a time to reinvent the wheel.
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BACKG ROUN@

WHERE WE ARE TODAE

Eighteen months ago the CIPD regularly received calls from members asking for help: 'l have
been asked to look at how we can save training costs through e-learning. What would you
recommend?' The appropriate answer was not always welcome: 'If you start from that premise
you'll fail." Mercifully such calls have ceased, and the debate has progressed as awareness
about the strengths and weaknesses of e-learning has advanced.

Those early days of e-learning were product-driven and the debate was dominated by vendors.
Competing suppliers offered learning management systems that could offer access to learning
modules, create portals and learning maps for individuals, act as a training database and
course booking system, and produce statistics. Web-based modules (or learning objects) were
deployed on the Internet or on company intranets. Most of these learning objects were similar
to those already available on CD-ROM and covered the following topic areas:

« information technology (IT) for end-users (for example, Microsoft products)
- information technology for IT specialists (for example, HTML or Java script)
« management and interpersonal skills (for example, coaching, leadership, project management).

The limitations of an approach based on generic materials is now apparent. Indeed the strategy
adopted by some of the participant organisations in our study can be seen as a direct response
to the problems they encountered when deploying purchased generic materials.

E-learning has moved beyond web-based modules accessed at the individual’s desk through an
intranet. A useful distinction is made by a leading US commentator, Professor Allison Rossett of
San Diego University. She distinguishes between the 'stuff' and the 'stir' of e-learning. By 'stuff'
she means the reusable web-based learning objects which are deployed on corporate intranets
— an example would be a module which is downloaded by the user in order to learn to use
Microsoft Excel. The 'stir' refers to the collaborative tools of e-learning, such as online
discussions and virtual classrooms.

As we will see below, most of the current focus is on the 'stuff' rather than the 'stir' of e-learning,
but a number of organisations have begun to explore the 'stir' as a vehicle for assisting learning in
their organisations.

The ten organisations that participated in our study are very varied. They include the large
(Defence Management Training has a potential learner base of over 300,000) to the small
(Guidant with just 60 employees in the UK and 1,700 in Europe). They range from
multinational organisations (Interbrew, and Nestlé) to those that focus entirely on local services
(Surrey County Council and Glasgow City Council). Given their differences, it would be
surprising if they were all at the same stage and using similar strategies for e-learning.

Generally, current progress in e-learning in corporate organisations is best described as
tentative and exploratory. However, well-considered initiatives are taking place, and
organisations are asking ‘what works?’ Although it may be unpalatable to those seeking a
quick fix, in order to make e-learning work, every organisation must progress along its own
learning curve. And it may be that pain is inevitable! Reassuringly, though, some organisations
see a clear way forward and are committed to that approach. For all organisations, however,
the introduction of e-learning is a demanding change management process. It requires a
consideration of all the processes that underpin an effective organisational transition.
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However, this doesn't mean that organisations must 'go it alone' and can't learn from others.
The main challenges have now been identified and concern the following questions:

« If we build it, will they come?
« If they come, will they learn?
o If they learn, does it matter?

These questions are interlinked. In the sections that follow in this Change Agenda, we offer
examples of the ways that our respondent organisations have identified and met the
challenges posed by these questions. Their experiences are grouped under the following
headings: strategic intent; introducing the system; blended learning; content; supporting the
learner; and measurement and monitoring.

What has been most encouraging is the commonality of experience and the shared perceptions
about the nature and extent of the challenges.

When embarking on a strategy for e-learning, some organisations are looking for efficiency,
standardisation and cost-benefit effectiveness. They recognise that new technologies offer a
means of transforming their approach to the delivery of training. Other organisations have less
sweeping ambitions and adopt a strategy based around particular organisational issues that
they have identified.

British Airways (BA) has responded to the need to provide training for employees who are
working in a number of locations and a variety of environments. Because of BA's budget
constraints, all non-essential classroom-based training has been put on hold. This offers a good
example of strategic thinking based on externally driven imperatives which has resulted in
major investment in e-learning.

Other organisations have not embraced such a wide-ranging approach but instead have
adopted an iterative development based around initial test projects. Surrey County Council, for
example, embarked on an e-learning pilot with a budget of only £30,000. They started by
creating a learning web page on the County Council intranet, then purchased and evaluated
generic suites of materials (which were not always well received) and went on to write their
own e-learning modules using authoring software.

An important distinction can be made between e-learning as an open offer made to volunteers
— and in some cases their families — and e-learning as something the learner must undertake to
fulfil the demands of the job. The former can be seen as an attempt to advance a learning
culture and a signal that the employer is committed to investing in its workforce. The latter is
generally mandatory and may in some cases be designed to ensure that regulatory
requirements are met.
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Things don't always go smoothly:

"We are not always good at sustaining learning, and there can also be variance around the
business with the quality of training. We are hoping that e-learning will help with both of
these problems.'

LEARNING AND DEVELOPMENT MANAGER - RETAILORG

An e-learning strategy can be critical to the achievement of business objectives. Royal Bank of
Scotland (RBS) used e-learning as a strategic tool during their merger with NatWest. They used
the significant cost savings they had achieved with their e-learning initiatives as part of their
successful merger bid to illustrate how they would achieve cost synergies in the merged company.

RBS introduced e-learning as part of a wider change programme that redesigned a large proportion of jobs so that
computers were brought onto all staff desks within the bank. E-learning was introduced to retrain 26,000 employees in

650 locations.

The initiative was highly successful. The bank found that although e-learning is not quick to develop compared to rolling out
traditional training to huge numbers, it gave speed to market. It also produced a consistent training model across the business
as well as standardised and improved communication.

"It is a fundamental part of the learning and development strategy, which is about putting people at the heart of the business.
The system is designed to support quality learning conversations between line managers and staff.'
SUZY BELL - ROYAL BANK OF SCOTLAND

INTRODUCING THE
SYSTEM

Our study organisations were asked to estimate the percentage of staff that had access to
personal computers at work. Their answers varied from virtually 100 per cent (Guidant) to 50
per cent (Glasgow City Council Housing) and 33 per cent (Surrey County Council). Access to
corporate intranets closely reflected these figures.

The proportion of staff who regularly use a personal computer at work is seen as a critical
consideration in the development of an e-learning training programme. Access issues often
relate to the organisational context. For example, in our research, organisations reported that
call-centre staff, non-office-based local government staff and customer-facing staff generally,
all presented problems in terms of access to e-learning, as the nature of their jobs keeps them
away from a computer during the course of a normal working day. Clearly any strategy to
introduce e-learning must find a way of overcoming these shortfalls.

Even if access to the technology is overcome, staff may not have the experience and expertise
they need.

'‘Because people have a PC at their desk it doesn't mean they know about the intranet and its
e-learning content.’
DAVID GARRICK - SCOTTISH POWER
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Those organisations with significant numbers of staff who do not use computers in the course
of their work face special problems. Both of the local authorities in our study had seen the
promotion of the European Computer Driving Licence (ECDL) as a solution. The ECDL is a
computer skills certification programme which is growing in popularity since it emerged in
Finland in 1994.

Glasgow City Council Housing Services have introduced a special scheme to assist manual staff who look after common
areas and facilities in housing estates, mainly in multi-storey developments. Each site has now been equipped with a
personal computer. Plans are in hand to use the corporate intranet as a source of information for relevant procedures which
will be networked and various communication tools installed. Of the 750 employees in this group over 400 are
participating in the ECDL programme.

For many, this presents a major challenge, as they do not have basic computer skills or awareness. ECDL training was
therefore offered to all. There was a considerable demand. Numbers increased from 200 to 456 during the training
manager’s holiday break. The delivery method is to use a module, produced by specialist IT trainers, consisting of paper-
based material, and supported by CD-ROMs. Most importantly, six temporary IT trainers have been assisting these staff and
encouraging them to engage and continue. Much of this training has taken place in a busy work station area where
members of the public seek assistance and support. While it has been of benefit to have the trainer go to the trainee, there
has been a downside concerning the learners' ability to concentrate and focus on the learning.

'People realised ECDL gave them a ticket to a type of competence.'
GRAEME HAMILTON - GLASGOW CITY COUNCIL

'One of our main challenges is training staff to use PCs.'
LEARNING AND DEVELOPMENT MANAGER - RETAILORG

A high proportion of staff at Retailorg are not computer literate, particularly the older workers.
Before before introducing any mandatory e-learning modules, such as the planned customer
service desk e-training, Retailorg will need to ensure that all staff have some computer literacy.
They have therefore created a bespoke e-learning module to cover basic IT functionality which
has been designed to be non-threatening, fun and very visual, with lots of animation, exercises
and tests.

We found a range of views about the best location for learning. Some of the organisations in
our study decided against providing learning centres.

‘We won't be doing anything different to desktop learning, as our experience of learning
centres is that they are not very well used.'
JOHN NEWELL — INTERBREW

BA has opened a number of learning centres (called QUEST centres) at head offices throughout
the world and at airports for staff in transit. Personal computers can also be found in coffee
rooms, training rooms and alongside other training materials in open learning centres across
BA locations around the world. Learning centres are seen as better environments for people to
learn because the risk of distraction and interruption is reduced.
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Measuring learning has always been difficult, and is rarely done with conviction by training
managers. The emergence of e-learning has thrown the problem into focus as managers
grapple with the questions of effectiveness and bottom-line impact. We asked: "What
proportion of total training time (ie time spent by staff learning) would you say was

provided through e-learning?' Most of our interviewees had problems answering this question
and for those who were able to provide an estimate, figures varied from 15 per cent at BA and
5 per cent at Surrey County Council to RBS where the figure varied across the organisation

(65 per cent, retail business unit; 2 per cent, wealth management business unit). Not
surprisingly, almost all organisations identified IT as the category with the highest proportion of
the total training delivered by e-learning.

The key question in all of this is whether e-learning is actually effective. Are people actually
learning as well online as they might face to face? This was seen as a very difficult question to
answer. Current measurement practice concentrates on usage, and recording and reporting on
time spent online. Several organisations mentioned that many of the generic modules they use
have built-in tracking and recording systems, but when bespoke materials are designed,
measurement and evaluation can be neglected.

'‘Our overall measure for all training is whether a person has been successfully up-skilled to
carry out the job and can apply the skills they have learnt back in the workplace. This will be
the same whether it is e-learning or classroom-based."

LEARNING AND DEVELOPMENT MANAGER - RETAILORG

However, some organisations are trying to address this difficult issue.

‘We measure anything between ten minutes and three hours, and to equate it to equivalent
training days we multiply that figure by three as one hour online is equated to three hours in
the classroom. Then we can calculate associated training costs."'

ELAINE WILSON - BRITISH AIRWAYS

This imaginative approach is the exception, however. More frequently the issue is avoided
because of a lack of resources to track this kind of information. Reasons given varied from a
feeling that the organisation doesn’t want to use measures different to conventional classroom-
based provision, which is seen as counterproductive, to a nervousness that people might feel
they were being observed 'big-brother-like' if monitoring was too obvious.

For RBS, cost benefit was a key driver in the introduction of e-learning and it was considered important that they
could calculate this in order to demonstrate its value to the business. The return on investment (ROI) they report is 7:1.

RBS considers a number of qualitative and quantitative measures for evaluation of their e-learning, but lack of data
is still seen as a problem. For their bespoke e-learning their learning management system provides full tracking

of completion of learning, online assessments and requests for learning materials. Quite a high proportion of their
e-learning follows the 'show me, try it, test me' simulation training methodology and this provides data on
preferences for different approaches to learning as well as the actual test results. Some business units evaluate the
e-learning components of courses after a pilot, using focus groups, but this is done on a project basis and generally
does not continue after the pilot.
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SOME CONCLUSIONS -
PUSHING THE
BOUNDARIES

The main conclusion of our study is positive. All the organisations believe that e-learning has an
important (and in some cases pivotal) role to play in their future business and learning strategies.
No one is seeking to cut back on their commitment to e-learning, still less withdraw. Many can
demonstrate considerable resource savings that have arisen from the introduction of e-learning.

It should be apparent by now that e-learning has much to offer and there is potential for
further progress. Our review has demonstrated examples of creative thinking and radical
innovation among our study group of 11 organisations. The organisations vary tremendously in
their strategy for learning, their pace of change, and their desire to be ahead of the field. Each
has defined an approach based on a vision of where they want to be and how they can utilise
e-learning to help meet their goals. Some want to be radically ahead, while some want to
temper enthusiasm with the benefit of lessons gained from others.

As was emphasised earlier, every organisation must progress along its own learning curve in what
is essentially a change management process. Evidence shows that organisations are not taking a
herd-like approach to the adoption of new technologies. Recognition of the potential is balanced
by reflection on what is needed by the individual organisation, and what can be prioritised and
achieved within the many business constraints that accompany sound business practice.

Process innovation is happening. Variation in delivery methods and creative combining of
alternatives is addressing the problems of wavering commitment, motivation and learning style
on the part of learners. As with most new topics, time spent defining and agreeing terms and
outcomes should ensure a common understanding. At present the term 'blended learning'
means different things to different people but, as examples of good practice become more
widely available, then clarity of purpose will follow.

So what has emerged from our survey in terms of practical guidance to others? Although
generalisation is difficult, a number of propositions that have emerged from the study are set
out in the appendix. Not all organisations would agree with all these propositions, but they
can be regarded as received wisdom at this stage in the development of e-learning.

More generally, respondents see motivation as crucial for effective learning. Support can
enhance this tremendously and again we have examples of good practice. There is a lot of
scope here to develop the workplace as an appropriate and supportive environment for
learning as well as for working. Line managers play a decisive role in fostering learning, and
they in turn deserve support as they undertake a task for which they may get little
acknowledgement. New initiatives and recognition for line managers in supporting learners
might be the next step for many organisations.

While there is no universal blueprint, organisations stand a much better chance of making
e-learning work if they approach the change management process systematically. Hard
guestions must be asked and appropriate steps taken in each of the areas considered in the
main body of this Change Agenda: strategic intent, introducing the system; blended learning,
content, supporting the learner, and measurement and monitoring. It's difficult to see how
anyone could make e-learning a success if any of these critical areas are neglected.

One final conclusion is obvious, yet it seems to have taken an age to penetrate. E-learning is
about learning and not about technology. A recognition of this fact is fundamental to the
success of the e-learning strategies of our participant organisations.
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Appendix — Received wisdom on e-learning

E-learning should be regarded as a change initiative, not as a way of making short-term savings.

E-learning has to be driven by training, not technology. Training experts need to have faith in
their own knowledge.

There is a choice to be made between introducing e-learning as part of a significant shift in
approach to learning and proceeding through a controlled pilot project.

The proportion of staff who regularly use a computer at work is a critical factor to be
considered in the design of any e-learning initiative. The sophistication of these computers
and any restrictions on their use must also be taken into consideration.

Appropriate strategies must be developed for employees who do not have the necessary
skills to use computers, such as promoting the European Computer Driving Licence (ECDL).

There may be merit in making an open facility for staff (and their families) to access
e-learning, but this should be undertaken to demonstrate a commitment to learning rather
than as a way of gaining immediate business benefits.

Blended learning is seen by many as a process in which appropriate e-learning modules are a
precursor to a training session in the classroom.

Generic off-the-shelf material is most useful for IT end-users or in IT specialist applications.

Generic soft-skills material will require careful selection and quality checks to test its
relevance and appropriateness for the organisation. Even then it may be most effective in a
blended solution involving face-to-face training.

There is considerable interest in the generation of bespoke or customised material — either
in-house through the use of an authoring system or by commissioning it from a specialist
software supplier. Ease of updating content and monitoring of usage are critical factors.

Bespoke material is often created to meet essential business needs (compulsory training).
Other popular topics are performance appraisal, standard procedures and induction.

Learners should be given the opportunity to carry out e-learning in chunks of time that suit them.
Some people may like to work in a concentrated manner and complete a whole programme at
one sitting, while others may wish to complete the programme over several sessions.

Online learning is more easily accepted in a culture of trust and empowerment, rather than
in a culture where managers react against the idea of people being allowed to organise their
own time and work schedules.

Smaller organisations should enter into partnership over the running of online learning
programmes so as to achieve maximum economies of scale and other benefits.

Learning resource centres are seen as a useful facility, especially where a significant number
of employees do not regularly use a personal computer at work.

If a learning resource centre is intended to serve a population which includes those who are
not regular users of personal computers, on-site facilitation is essential.
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REFERENCEEI 1 To date no agreed definition of e-learning has emerged. The one cited is that used by the

CIPD in its training surveys. An inclusive definition would include the use of distributed
products which do not require the computer to be networked — mainly CD-ROMs. An
exclusive definition would exclude these products and include only those products delivered
through the Internet or an intranet.

Every year the ASTD (American Society for Training and Development) reports the results of a
survey based on respondents taken from its benchmark forum. The report published in April
2002 showed that there has been little movement in the amount of training delivered through
learning technology (e-learning). It has remained steady at under 10 per cent. In fact the
highest figure of 9.1 per cent was recorded for 1997 (there is an inevitable time-lag in surveys
of this nature). Although the last two ASTD reports are positive on the future of e-learning, the
figures suggest a plateau rather than a growth in e-learning in the corporate sector (Van Buren,
ME, The ASTD 2001 State of the Industry Report, Alexandria VA. ASTD, 2001; Van Buren, ME
& Erskine W, The ASTD 2002 State of the Industry Report, Alexandria VA. ASTD, 2002).

3 The organisations participating were British Airways, Defence Management Training, (part of

the Ministry of Defence), Glasgow City Council, Guidant, Interbrew, Nestlé UK, Royal Bank
of Scotland, Scottish Power, Surrey County Council and one large retailer which has been
identified throughout this report as Retailorg following a request for anonymity.
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