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Disclaimer

ICS Learning Group makes no representations or warranties with respect to the contents or
use of this document, and specifically disclaims any express or implied warranties of
merchantability or fitness for any particular purpose. ICS Learning Group reserves the right to
revise this publication and to make changes to its content at any time, without obligation to
notify any person or entity of such revisions or changes.

Further, ICS Learning Group makes no representations or warranties with respect to any ICS
Learning Group product, and specifically disclaims any express or implied warranties of
merchantability or fitness for any particular purpose. ICS Learning Group reserves the right to
make changes to any and all parts of ICS Learning Group products at any time, without
obligation to notify any person or entity of such changes.

Trademarks

Inquisiq, Inquisiq EX, Inquisiq R3, and ICS Learning Group are registered trademarks of
Interactive Communications Solutions Group, Inc.

Other brands and their products are trademarks or registered trademarks of their respective
holders.
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Introduction

The design, creation and implementation of corporate training solutions, especially ones that
are highly reliant on technology, are very complex projects with many aspects to consider.
The objective of this white paper is to provide guidance related to the planning of e-learning
solutions as well as to present a survey of the many instructional and technological building
blocks that should be considered as part of your solution. Skillfully blending these elements
together will ultimately give you the most effective training and the best results for your
company.

Successful corporate training solutions can vary greatly from each other; however, they all
have some common elements that make them successful. The most important components
of success are:

1 Asound plan with a well defined mission and objectives.
1 Appropriate technological infrastructure and implementation strategy.
' Good course design that contains well-written and engaging content.

A good plan is the starting point. Like any corporate initiative, the training program should
have a stated mission and a set of business objectives that are well defined. The plan will also
need to include a business analysis that identifies the costs and benefits of the training
program. This will help bring the project into focus and provide solid grounding on which
your many decisions will be based.

Once the big picture is in focus, it is time to create the implementation strategy and plan. This
will start with a thorough assessment of many aspects including such considerations as
specific training needs, current and planned technology, corporate culture and trainee
demographics. Your complete implementation plan will include a proposed curriculum and a
description of training methods along with a delivery infrastructure.

Ultimately, a good plan and implementation strategy is meaningless if the courses and

training content are not properly designed or are ineffective. A sound design process begins
with a thorough analysis of the training needs and a determination of the learning objectives.
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The next step is to design the instruction necessary to accomplish the teaching objectives and
create an assessment structure to assure that the objectives have been met. It is also
important to realize that despite a thorough analysis and well-formulated learning objectives,
the quality of the instructional content is still critical. The instructional content must be
relevant to the student and presented in a way that is engaging and memorable. The use of
interactive multimedia, if well done, can make the instruction much more interesting and
effective.

The Plan

Training solutions can range from being focused on a specific problem to being very broad,
touching many aspects of a company’s operation. Regardless, before you design and
implement your training solution, you need to do some planning.

The initial plan will include a basic top down analysis that identifies the key elements of a
sound and successful training program. It is critically important to understand that your
training solution is ultimately a solution to help achieve business goals. For example, your
ultimate goal is to increase sales, raise the level of customer service, reduce manufacturing
costs due to human error or increase employee moral and their overall wellbeing. Therefore,
to ensure your training solution is successful, you must define it and plan for it much like any
other business project. Finally, the training solution must be economically viable and the
desired outcome clearly defined so that the benefits can be continuously evaluated. Your
initial plan should include the following:

1. Identify and define the business goals. The fundamental business goal(s) must be
clearly identified. This is a basic step but critically important because it is the driving
force behind the training. All training will ultimately map back to achieving specific
business goals and solving business problems. It is a very good idea to document
these objectives in the form of a mission statement that can be reviewed and
approved by the project stakeholders.

2. Develop a solution to the problem. Presumably, on analysis of the business goal or

problem, it has been determined that at least part of the solution involves a change in
human behavior or performance. Developing a training solution to address these
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issues will require specifying the details of the training needed to bring about the
desired changes.

The training should be defined in terms of its desired outcome, specific objectives,
amount or scope and necessary content. Also, remember that training, regardless of
how well it is designed, is not effective unless the employees are properly motivated
to take it. Part of the solution should therefore include the proper communications to
motivate and engage the trainees. Motivation is also a key element that should be
considered in the design of the instructional content.

3. Develop a strategy for implementing the solution. Given the general scope and
objectives of the training, an implementation strategy will need to be developed. The
implementation strategy will include two fundamental components. First, it will
include a curriculum based on the identified training needs. Secondly, you will need
an infrastructure and delivery plan. The infrastructure plan includes identifying all
training and information delivery methods and technology. The implementation
strategy will likely be a phased plan requiring evaluation and refinement. Additionally,
the plan should identify the implementation team and their responsibilities. Good
strategies strive for early measurable success, are flexible and scalable and take into
consideration the corporate culture and politics of the situation.

4. Prepare a business case for the training program. Given that a training solution to a
business goal has been identified and an implementation strategy developed, you
must now analyze its economic viability. This translates to quantifying the costs and
the benefits of the training. This analysis, both initial and ongoing, will be the fuel that
drives the training initiative forward.

With a well-defined implementation strategy, the investment or expense side of the
equation is usually pretty straightforward. The problem is that, initially, the scope and
many of the details of the implementation strategy will not be defined precisely
enough to give you an accurate development cost. This may warrant an investment in
the preparation of a detailed implementation plan. This process is equivalent to hiring
an architect to design the house and develop a detailed set of blueprints. Once you
have this detailed implementation plan, you should be in a position to accurately
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estimate the development cost and project schedules. It is also important to estimate
ongoing costs for new courses, maintenance, updates and new technology.

The other side of the equation is quantifying the benefits. This process is more
complex and should include both the direct and indirect benefits of the training
program. Sometimes, the benefit is a clear cost savings or gained efficiency. Other
times, it is a matter of projecting benefits based on new capabilities. The indirect
benefits are much harder to quantify and may include such things as improved
employee morale and wellbeing.

For a more detailed treatment on this topic, please also see the ICS Learning Group’s
white paper titled “Is e-Learning Worth It.”

5. Develop a set of metrics. Metrics are measurable performance parameters that can
be used as feedback to evaluate the training results, to help refine the implementation
strategy and to keep the training initiatives on track. Training solutions need to be
constantly evaluated and refined. Make sure that the metrics are closely correlated to
the fundamental business goals that are being addressed.

Keeping your training solution in this framework will allow you to keep the big picture in
mind and will help you keep the project on track. If the analysis is performed carefully and
honestly, it will result in a logical plan that advances the mission of the company in a cost-
effective manner. It will also be an essential element in engaging the support of all
stakeholders including senior management, the development team and participating
employees.
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Project Management - The above plan is a starting point that ensures that the business
objectives have been properly stated, a solution has been identified and a business case for
that solution has been presented and approved. The next step will be to create a detailed
project plan for the design and implementation of the solution.

You have many important decisions that need to be made ranging from issues related to the
use of technology to required facilities to instructional design to software development and
media production. For this reason, training projects and specifically e-learning projects are
inherently complex and require the integration and coordination of many different
disciplines. It is important that the project manager be aware of the many facets to these
projects and understands the interrelationships of all of the required tasks. A typical e-
Learning project team will include the following types of professionals who must all work
together for the common goal:

1 Project managers

1 Instructional designers and t|| || | GGG
1

T
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