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Starwood Through a deployment of e-Learning, Starwood reports reduced training times for new

Hotels call services from 43 min. to 7 minutes, course failure rate of less than 1%, and a quicker
center deployment of training. Additionally, Starwood reports reduced supervisory time for call
operators center operators.

(Source: Click2Learn).

Best Practices within the Federal Government for Measuring e-Training Return on Value
(ROV)

The Department of Transportation’s Virtual University program has collected several years worth
of data for many government organizations quantifying the correlation between overall employee
satisfaction and satisfaction with employee training and development opportunity. Additionally,
DOT data indicates very strong correlations between employee satisfaction and positive perception
of the leadership of their organizations. This correlation is intuitive, but quantifying this correlation
provides the basis for unique insight into the real value of a robust e-Training programs. The
following Federal Transit Administration case

FTA LEIResults: All Supervisor's Overall study is an excellent example illustrating these
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Notably, FTA employees demonstrated a high desire for learning opportunities, which FTA
management capitalized upon to drive employee satisfaction even higher by launching the e-
learning program as a key strategy. As a result, employee satisfaction with training and
development opportunity climbed from 74% to 79%, while dissatisfaction with training
opportunity dropped from 16% to 12%. The impact of this on the bottom line of an organization
cannot be overstated, as illustrated below.
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Overall Satisfaction

Employee Satisfaction Vs Learning Opportunity

FTA employee satisfaction was determined using the TVU climate assessment tool. When
satisfaction with training opportunity is regressed on overall employee satisfaction, it reveals a
correlation factor of 0.40. This means that about 40% of the variance in employee satisfaction is
due directly to the variance employee's satisfaction with their learning and development
opportunity; see the graph below.
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Challenge 5: What are the key components and considerations in developing short- and
long-term education and, marketing strategies (plans)? How do we best keep the
communication flowing (back and forth) and reach out to a variety of groups such as
stakeholders, key decision makers, potential learners, executives, etc.?

Gaining support at the executive level and throughout the organization requires short- and long-
term education and marketing strategies. As previously discussed, executive sponsorship is key,
and the business case for learning is a critical tool, as are the learning council, targeted
communication strategies for the senior leadership, and regular reports.

Marketing strategies for the entire organization require similar commitment, but differing tactics.
An ASTD/Masie Center study found that marketing and promotional efforts associated with e-
Learning courses in the study were influential in attracting learners to the courses. Analysis of the
data collected revealed that training functions must engage in at least four out of five of the
promotional activities below before the start rate significantly increases:

e Use formal means of communication

e Use testimonials

e Have an internal champion

e Purposefully use managers/supervisors to promote the course
¢ Inform people about training more than once

Likewise, learners who were given ample notice were well informed, and who received extensive
promotional information exhibited a greater willingness to begin the courses they were offered.'
Importantly, the study found that memos, e-mail, and other electronic communication such as
intranet advertisements were not effective vehicles on their own, although they could be
components of more comprehensive promotional strategy.

Unfamiliarity with e-Learning can be an obstacle. Dell Computers offers a unique approach to
addressing this issue. Dell develops “e-magnets,” high-demand content that is only made available
online. One of their first and most popular online courses, the “Dell Business Model,” was
authored and approved by CEO Michael Dell. That course helped create user acceptance of e-
Learning at Dell."’

Resistance from line managers and supervisors poses potentially the biggest hurdle to a successful
e-Learning implementation. How does an organization overcome such internal obstacles? In
American General’s case, resistance was countered through face-to-face meetings with managers
to hear their issues and explain how e-Learning works. To accommodate managers’ concerns,
American General’s customer service representatives were scheduled for e-Learning sessions
during non-peak work hours.'®

To increase learning acceptance, the ASTD/Masie study formulated a number of recommendations
based on the analysis of the data collected, including:

12 ASTD and the Masie Center, “E-Learning: ‘If We Build It, Will They Come?’” 2001, p. 17-19.
17 Brandon-Hall.com, “Building the Case for e-Learning,” 2001, p. 58.
12 Brandon-Hall.com, “Building the Case for e-Learning,” 2001, p. 58.
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e “Use intentional, dynamic, and continuous marketing activities, as well as traditional
marketing methods, such as face-to-face discussions and print advertising. The companies
surveyed report that they are currently doing these activities; however, there is a disconnect
between what their training functions think they are doing and what their learners perceive.
Since their perceptions are reality to the learners, companies need to be more aggressive and
target their efforts at those learners who will most benefit from the courses being offered.
Follow-up is especially important at the point of course registration (reminders and pre-
Learning).

e Create a learning culture: encourage and show appreciation for e-Learning. Successful e-
Learning requires a top-down and bottom-up approach. Upper management needs to
create the expectation that employees are always learning and reward those that do so. This
creates the motivation and need for individuals to learn and therefore be recognized.

e Develop an environment in which peer support is endemic. Peer support seems at first to be
a too subtle means for motivating e-learners. However, peers can play a key role in motivating
employees to take advantage of e-Learning opportunities. Peers can assist by taking on extra
work while the learner participates in e-Learning courses. Co-workers can participate in
mentoring programs blended with e-Learning that bear fruit in greater acceptance of e-
Learning. Management’s role is to not just reward the learner, but to also reward those who
support the learner.

e Develop incentive programs beyond candy bars and meaningless certificates, like job
ladders and peer recognition. Organization can give away candy and ice cream bars if
employees seem to like them, but should not rely on incentives to get learners enrolled in
courses. Rather, organizations must show that the culture as a whole will reward their e-
Learning efforts, and that the acquisition of new skills and knowledge can lead to more
exciting and rewarding careers. Personal development plans are a useful tool to this end.

¢ Blend e-Learning with other complementary forms of instruction. Blended learning
enables companies to attract employees who might be put off by technology. By offering e-
Learning modules in conjunction with other types of training, the benefits are twofold. Those
uncomfortable with e-Learning are eased into the experience, and those who know the
technology are given an additional opportunity to show peer support—as mentors on e-
Learning tools.”"”

1 ASTD and the Masie Center, “E-Learning: ‘If We Build It, Will They Come?’” 2001, p. 29.
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Challenge 7: How can we best approach developing a support framework (skill and/or
performance identifiers) by which a search engine and/or learning management system can
be organized, respond to inquiries about a course and/or a developmental need? What are
the most common and/or best ways in which to organize-competencies, KSAs (knowledge,
skills, and abilities), etc?

Prescriptive and adaptive learning technologies that will greatly enhance the ability to target
content to a specific need are becoming available. Search technology is also readily available
within mainstream LMS/LCMS products that enable searches across catalogues as well as to the
lowest level supported by the content structure and composition. Meta-tagging is critical to the
search capability and the tagging strategy should be clearly articulated for all new content design.
For COTS content, users are typically restricted to searching within the vendor’s meta-tagging
scheme, although additional tagging can be added to description fields and course/content catalogs.

What are the most common and/or best ways in which to organize-competencies, KSAs
(knowledge, skills, and abilities), etc?

There is no single best answer to this question as there are many views on the subject and many
valid models, each with its own supporters and detractors. Rather than attempt to put forth specific
recommendations that would likely be open to debate, the team chose to address general
recommendations:

e Choose Technology that Fits Your Need: When implementing skill and competency
management technology of any kind, it is critical to ensure that the technology can support the
chosen taxonomy. Organizations should not have to change models to fit the technology.

e OPM and the Federal Classification System Cannot Be Ignored: Organization-specific
skill and competency models should be aligned for the OPM managed models for Federal
occupations. Typically, the OPM competency models provide a useful starting point for
development of tailored models that reflect the specific jobs and role in an organization.
Available validated industry standard competency models are also available and can be used as
the foundation of more tailored models.

¢ Organizational Commitment to Move to a Competency-Based System Is Critical: To be
effective at any scale, skill and competency management must be part of an integrated
approach to human capital development and linked measurably to job performance and
organizational performance. As with most facets of e-Learning, technology is rarely the issue
or the impediment; rather the challenge is the implementation and integration of the technology
within the organization. Organizational skill and competency data is no exception. There are a
wide range of products on the market and in development that provide an excellent foundation
for developing and managing an enterprise-wide skill/competency management program. The
challenge for most organizations is developing the conceptual framework and acquiring the
actual skill and competency data for managing human performance prior to buying and
implementing the technology.

Organizational commitment and executive sponsorship are critical. Performing tasks like valid task
and skill analyses and building occupational competency models can be very time consuming and
expensive. As with any program, it is important to implement at a level where success is assured.
Rather than attempt to implement competency management enterprise-wide, it is highly
recommended that organizations start with small, well-defined occupational families. Once the
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methodology and processes are validated, the approach can be applied across a wider base. It is
also beneficial to target occupations with large employee populations or jobs that are deemed most
critical to the organization.

Measuring performance accurately demands clearly defined metrics and measures of success.
Assessments are critical features of human performance systems and though they are difficult to
implement in the federal environment for a number of reasons, they should not be overlooked.
There are successful federal implementations of effective assessments, especially where tied to
specific job performance.

The following graphic offers a notional depiction of a federally-focused competency-based system.
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Challenge 8: How do we best develop the standards for the course/content development,
submission, functionality, and interoperability? What existing standards need to be
considered (e.g., AICC, SCORM) and what are the key generic components that need to be
taken into account?

Prior to addressing the “how” for standards, it is important to define the term “standards” first and
then understand “why” standards are important.

Applicable standards can be categorized as follows:

e E-Learning content standards: Many of the prominent standards in the e-Learning market
today include SCORM (Shareable Courseware Object Reference Model), IEEE (Institute of
Electrical and Electronics Engineering Learning Technology Standards Committee), AICC
(Aviation Industry CBT Committee), and IMS (Instructional Management System Global
Learning Consortium). All of these standards refer broadly to interoperability of learning
systems and online content.

¢ Internal hardware or network standards: E-Learning is but one use for the significant
investment that organizations make in technology. Given that technology investments serve
other purposes, it stands to reason that other standards or guidelines for systems and content
have been established and must be followed. For example, the US Navy has established IT-21
standards for all hardware, as well as specific software standards, for the Navy Marine Corps
Intranet (NCMI).

e Regulatory standards: Certain regulations have become, or will become, standards in the
Federal Government and elsewhere. For example, section 508 requires that disabled employees
have equal access to electronic and information technology.

e Security standards: Security standards for online systems continue to emerge. For example,
the US Navy has begun to require adherence to DITSCAP standards, a series of security-
related requirements for online content. Similarly, but more prominently, the Department of
Defense (DoD) has established mobile code guidelines. To protect DoD systems from the
threat of malicious or improper use of mobile code, we must assess and control the risks
imposed by the technology. The guidance in the development and promulgation of policy is the
first step in an iterative process to reduce such risks to DoD information systems. Existing
policies categorize mobile code technologies and restrict their application within DoD based on
their potential to cause damage if used maliciously. It is applicable to all DoD information
systems used to process, transmit, store, or display DoD information, including commercial
off-the-shelf (COTS) products and electronic commerce applications used but not owned by
the government.

In discussing why and how to develop and imbed these standards within e-Learning initiatives, we
will focus on prominent e-Learning content standards such as SCORM, AICC, and IEEE.

First, the why. It is indeed important to develop and adhere to a common set of standards for an e-
Learning initiative. “This convergence of technologies is very important for the consumers of these
technologies because products that adhere to standards will provide consumers with wider product
choices and a better chance that the products in which they invest will avoid quick obsolescence.
Likewise, common standards for things such as content meta-data, content packaging, content
sequencing, quest and test inoperability, learner profiles, and run-time interaction are requisite for
the success of the knowledge economy and for the future of learning. Why should an organization
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care about the emergence and convergence of learning standards? The answer boils down to the
organization protecting and increasing the return on its investment in the learning technologies it
purchases and in the learning content and services it develops. Thousands, if not millions, of
dollars will be spent on these technologies, content, and services to improve knowledge and skills.
If the systems cannot grow, be sustained, maintained, and delivered to the learners, the investment
will be wasted or seriously diminished in its ability to return effective results.

Standards help to ensure the five “abilities” mentioned below, and to protect and even nurture e-
Learning investments:

1. Interoperability — can the system work with any other system?
2. Reusability — can courseware (learning objects, or “chunks”) be re-used?

3. Manageability — can a system track the inappropriate information about the learner and the
content?

4. Accessibility — can a learner access the appropriate content at the appropriate time?

5. Durability — will the technology evolve with the standards to avoid obsolescence?”*’

Now, the how. To accomplish this requires a commitment to e-Learning standards, including the
following activities:

1. Formally, include compliance/conformance with industry standards into technical
requirements that will guide all system selection (e.g., LMS, content authoring tools).
However, objectively determine the relevance of standards such as SCORM, AICC, IMS,
LRN, and IEEE to your specific requirements: Standards have had a positive impact on the
e-Learning community over the past few years, but it is important that their relevance to
designing solutions that meet organizational business needs not be disproportionately
represented. For example, in and of itself, SCORM compliance is not a valid measure of
instructional design quality, accuracy, usability, or relevance to a particular learning need.

SCORM enhances interoperability across platforms but it is still not a complete answer as there

are minor differences in interpretations among vendors. Additionally, vendors often choose to
extend AICC/SCORM functionality to optimize performance in a specific environment. It is
critical that standards compliance be treated as an evaluation factor, not an absolute selection
criteria.

2. Implement a Learning Content Management System (LCMS) stand-alone system or
module, to serve as the repository for learning objects: LCMS’s can manage content
versions and allows for the most updated version of the learning content to be launched from
anywhere, optimizing the reusability of content. This functionality will quickly grow in
importance. While 39% of training professionals have not heard of LCMS’s,>' by 2005 40
percent of enterprise will use learning content management systems to customize content
delivery to students.”

20 The Masie Center e-Learning Consortium, “Making Sense of Learning Specifications & Standards: A Decision
Maker’s Guide to their Adoption,” March 6, 2002, p. 8
2t Brandon Hall, “E-Learning for the Enterprise: Why Learning Content Management Matters Most”, presentation at

Online Learning 2001, Bryan Chapman, October 2001, p. 4.
22 Giga, “IT Trends 2002: E-Learning,” November 12, 2001.
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3. Develop an internal content develop process that leverages the use of learning objects for
training and other initiatives: The use of learning objects is a way of storing and managing
investment in learning content, thereby allowing greater flexibility for creating just-in time and
customized learning for employees, enabling re-usability of content, enhancing consistency of
material, and reducing cost. In addition to online training, learning objects can be integrated
within knowledge management systems, and Electronic Performance Support Systems (EPSS).

4. Build consensus on the implication of standards compliance/conformance for systems and
purchased off-the-shelf content: One of the challenges that was widely agreed upon among
the team was that different agencies are taking very different approaches to security, privacy,
and 508 interpretation. These varied approaches, which are occurring even within agencies,
often hinder the organization’s ability to implement an e-Learning solution.

5. In evaluating Section 508 compliance, consider the total system and not just the piece
parts: Conformant content playing through a non-conformant platform is NOT conformant,
and vice versa. In system planning, organizations should take advantage of “equivalent
facilitation” and “functional equivalence” provisions in the rules, not to circumvent the law,
but rather to design accessible solutions that truly work for each individual user. Just as with
standards, a bad system can be an accessible system.

Challenge 9: What are the "lessons learned" in the development of large e-Training systems
that can help us to be successful and anticipate and overcome inevitable barriers?

The lessons learned can be categorized into three main categories:

e Enterprise Wide Strategy
e Learning Support Services
e Technology Infrastructure

Lessons Learned — Enterprise Wide Strategy

It is important to define a strategy that incorporates overall agency training and education
objectives into the e-Training initiative. Large e-Training initiatives consist of a wide-array of
strategic and tactical activities that an organization must undertake. To guide and prioritize e-
Training activities, an enterprise-wide strategy must be developed and continuously updated. This
strategy should consist of overall e-Training objectives, individual agency objectives, a situation
analysis, the recommended approach, an implementation plan, and a business case.

In formulating an e-Training strategy, the following activities are best practices:

¢ Identify business drivers: an effective e-Training strategy must be linked to overall
organizational objectives.

e Develop performance measures and targets: based on these business drivers, develop
measures and goals for e-Training. These could include specific cost savings, learning
outcomes, productivity enhancements/operational efficiency, recruitment/retention goals,
compliance, innovation, and/or employee satisfaction.

e Assess current situation: conduct a detailed assessment of strengths and weaknesses of
current learning programs, technical infrastructure and facilities, and factors that might
influence an implementation timetable (e.g., other process improvement initiative, system
implementations).
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e Formulate/refine the e-Training strategy: based on targets and the current situation, identify
e-Training alternatives, and select the preferred approach based on criteria built upon business
drivers.

e Prepare the e-Training blueprint: An implementation plan for this strategy should be
developed, including a compelling business case, implementation timetable, key tasks, and
required resources.

Lessons Learned — Learning Support Services

Learning support services are an integral part of the learning experience and critical to learner
success. Scalable support systems such as administrative services, marketing support, mentoring
services, online libraries, or call center and help desk support give the learner the support he or she
needs to be successful. Whether registering for courses, researching materials for an exam,
receiving technical support, or assessing skills, the learner knows assistance and support are
available. Many of these services can be provided online, enabling ease of access and self-service
options.

In providing learning services support the following outcomes are viewed as best practices:

e Online catalog of learning options

e In-person and online registration capabilities

e Forecasting capabilities of demand and supply

¢ In-person and online mentoring services

e Outreach and marketing capabilities

e Learning history reports

e Competency management

e Individual development plans

e Online library and learning community capabilities
e (all center and help desk services, potentially 24 x 7

Lessons Learned — Technology Infrastructure

An e-Training development technology infrastructure should enable personalization of learning
and services, increase access, reduce delivery costs, streamline administration, and provide robust
reporting capabilities.

The technology infrastructure should enable an organization to:

e Develop, promulgate, and enforce technology standards for internally developed and externally
sourced content

e Provide content storage capabilities for electronic content such as learning objects
e Provide content authoring capabilities

e Provide administrative capabilities such as scheduling, registration, competency management,
monitoring of progress, and identification of skill gaps

e Provide easy, always-available, and self-service access to content and services
e Provide appropriate security of content and personnel information
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An effective technical infrastructure supporting e-Training must be integrated with current and
planned enterprise systems. At a minimum, the systems supporting the enterprise learning solution
must integrate with systems such as:

e Human Resource Management System (HRMS)

e (Customer Relationship Management (CRM) system
e Supply Chain Management (SCM) system

e Websites and supporting systems

e Data warehouse systems

e Existing systems supporting training and education
e Knowledge management systems

e Electronic performance support systems

e Existing authoring tools and systems

Lessons Learned — Key Points

e C(learly understand your organization’s objectives and needs before launching an e-Training
program

e Do your homework about vendors and clearly understand their capability — do not focus only
on the “hype du jour”

e Consider solutions that have already been created to scale to your requirements; leverage what
is feasible and thoughtfully tailor the solution to your own organization’s needs

e Do not simply focus on on-the-job skill-based training — upgrading your workforce
performance may require the implementation of a comprehensive learning curriculum which
may include educational programs

e Do not only focus on the technology — new processes may need to be developed along with
change incentive systems and an aggressive marketing and communication campaign.
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APPENDIX
Team Members and Methodology

Methodology and Approach

A key customer of this compilation of best practices is the e-Gov, e-Training initiative,
with OPM serving as the managing partner. Therefore, the initial focus of the effort was on
collecting best practices for the “burning platform” issues OPM is currently facing in
establishing the e-Training initiative. Personnel involved in the development of this paper
are as follows:

Project Manager for the e-Training Initiative: Mike Fitzgerald (OPM)
Key Participants: Barbara Swanson (OPM), Joseph Kennedy (OPM)
Gov’t Leads: Larry Mercier (DOT), Sally Good-Burton (HUD), James Reeves (Treasury)

Industry Lead: Bruce Klein (H-P)
Best Practices Committee Co-Chairs: Sue Rachlin (DOI) and John Marshall (USAID)

Committee Members:

Patricia Marks Hewlett Packard
Mike Simon PWC Consulting
Michael Sousa PWC Consulting
Jason Rigoli KEI Pearson
Kevin Duffner SmartForce

Jeff Rhoda IBM

Brandon Hall Brandon Hall
Dennis Stone Thomson NETg
Don Cole Knowledge Pool
Vince Penkala Skillsoft
Approach Outline:

e HP facilitated and organized several face-to-face meetings, conference calls, collected
input, and materials from each of the contributing committee members.

e Prior to meeting with the Government team, this group met several times to share ideas
and discuss e-Training best practices.

e The team met with OPM’s Barbara Swanson and Joseph Kennedy to review key
challenges and to agree on areas of focus.

e The challenges discussed in this document are the issues that the government team
asked the committee to address.

e The team met a number of times to brainstorm ideas and divide out the research and
writing.

e Once the document was created, the PWC team edited the content and compiled
additional information that added significant value to the final document.
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