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Presentation Outline

¢ Making E-Learning Relevant in a Balanced
Scorecard Approach

» E-Learning E-Survey Results
» E-Learning Barriers
« E-Learning Best Practices

* A Balanced Scorecard Model
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Underlying Problems

» E-Learning efforts are not addressing fundamental
business objectives

* E-Learning efforts are not being rigorously
evaluated

« E-Learning is being approached as a technical
solution as opposed to a learning/business solution
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Balanced Scorecard Approach

» Aligns human resource mmvestments and
performance metrics to organizational strategy.

* A strategy for making e-learning more relevant to
the organization, and for measuring its effectiveness.

* The Conference Board E-Survey indicates that e-
learning efforts are not usually aligned to key
organizational objectives and are poorly evaluated.

 This limits effectiveness and uptake.
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. E-Survey Results
» 570 responses—Conference Board customers

* 77% currently using e-learning
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Perceived Barriers/Challenges to
Implementation of E-Learning
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Percerved Benefits of E-Learning
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Focus of E-Learning Efforts
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Who 18 Being Traimned via E-learning?
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Share of Overall Training Effort
Delivered via E-Learning

None 1to 5% 6to 15% 16 to 25% 26 to 35% 36 to 50% Over 50%

The Conference Board of Canada

www.conferenceboard.ca Il Veu Gan Coan 0n




Forces That Will Determine Future Use of
E-Learning Within Next Two Years
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Highest Level of Evaluation of E-Learning
(Kirkpatrick’s Model)
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What is Done with Evaluation
Information?

Connect|it to organizational

business|unit perfg

25 50 75 100 125 150
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Level of Evaluation of E-Learning Efforts
vsrivers of Future Use of E-Learning
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~ E-Learning Barriers—
What the Literature Says

 Poor 1nstructional design

» Poor or unfocused objectives—not properly tied to
organizational goals

« Poor evaluation procedures—not measuring
effectiveness or return on investment

» Lack of needed internal skills within organization
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~ E-Learning Barriers—
What the Literature Says

* Lack of time, not enough time provided to
employees for e-learning.

* Lack of management commitment and support

Poor technical infrastructure and support
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Big Picture—What’s Happening?

Four Phases

» Phase 1: Discovery (1990s)

E-Learning 1s an exciting panacea! It will lead to
‘free, perfect and instant® learning for our
organization! Let’s go for it!

* Phase 2: Confusion (c. 1997-2001)

So how do we actually use 1t? Where, when? Who
can apply the quality and dependable service we
need? What’s the best choice? Help!
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Big Picture—What’s Happening?

Four Phases

» Phase 3: Rejection (¢. 2000-2003)

It doesn’t work like we were promised. It’s too
expensive. What happened to that vendor we bought
our system from? Let’s get out and cut our losses!

* Phase 4: Renewal (¢. 2003-Future)

Ok, 1t’s not a panacea. Let’s use it where it really
suits our organization. With the right strategy and
metrics we can get outstanding results!
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Best Practices in E-Learning—
The Best Literature

Marc J. Rosenberg (2001)

E-Learning: Strategies for Delivering Knowledge in the
Digital Age

The 4 C’s

 Culture

* Champions

» Communication

* Change
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Best Practices in E-Learning—
The Best Literature

Roger C. Schank (2002)
Designing World-Class E-Learning

* Learning by doing
 Make 1t real—utilize real-world context
» Use cases and simulations
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Best Practices in E-Learning—
The Best Literature

Jay Cross and Lance Dublin (2002)

Implementing E-Learning

 Planning and leadership
* Manager change
 Provide incentives
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Best Practices in E-Learning—
The Best Literature

Brandon Hall and Jacques LeCavalier (2001)

E-Learning Across the Enterprise: The Benchmarking of
Best Practices

* Make the business case
 Invest time 1n planning and strategizing
* Get executive commitment

 Integrate with knowledge management and
performance support

 Communicate with stakeholders
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How can you align your e-learning efforts
more closely to your organization’s

goals, and measure effectiveness?
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Balanced Scorecard Approach

Developed by Kaplan and Norton

* Measure organizational performance in four key
areas:

» Financial
 Customer
* Internal Business Processes

* Learning and Innovation
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Balanced Scorecard Approach

By aligning e-learning efforts to the things that get
measured 1n these four key areas, you can make e-
learning central to your organization’s efforts to

achieve its objectives.
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Balanced Scorecard Approach
Planning Framework

Balanced
Scorecard
Category

Main Key

Objective(s)| Measure(s) Vet | AL,

Financial

Customer

Internal
Business
Process

Learning
and
Innovation
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Balanced Scorecard Approach
Planning Framework

Balanced
Scorecard
Category

Main Key

Objective(s)| Measure(s) Targets [Initiative(s)

Financial

Customer

Internal
Business
Process

Learning
and
Innovation
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Balanced Scorecard Approach
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Balanced Scorecard Approach

Main Objective(s)
What do you wish to accomplish in each Balanced
Scorecard category? (This can be defined fairly

broadly)

Key Measure(s)

How will you define and measure your objectives for
each Balanced Scorecard category? What metrics will
you use?
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Balanced Scorecard Approach

Targets

After you have defined your organization’s objectives
and determined the metrics to be used in each Balanced
Scorecard category, you must also set definite
measurable goals or targets in each area.
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Balanced Scorecard Approach

Initiative(s)

What specific steps will be taken to realize your
organization’s Balanced Scorecard targets in each
category?

What new programs, processes, initiatives, technologies,
policies, systems, educational programs, etc. will be
implemented to help ensure that targets are realized?

E-Learning could be one of the key initiatives to help the
organization reach its targets.

This approach also forces you to evaluate your e-learning
efforts at a higher level.
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Balanced Scorecard Approach

Gcorecard for Skills.com

Measuring the effectiveness of workplace education programs

The Conference Board of Canada has developed a resource
site for the U.S. Department of Education that helps
organizations tie their workplace education efforts to

organizational objectives in a Balanced Scorecard framework.
This site will ‘go live’ 1n the very near future.

http://www.ScorecardforSkills.com
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Balanced Scorecard Approach

) Scorecard for Skills.com - Microsoft Internet Explorer

Fle  Edit

Stage 1 - Improving Workplace Education Evaluation

5tage 2 - Understanding the Balanced Scorecard

Stage 3 - Creating Your Own Balanced Scorecard

By navigating this =i wvou will gain kne
workplace education effectiveness :
balanced scorecard approach.




Balanced Scorecard Approach

£} scorecard for Skills.com - Microsoft Internet Explorer

Home | Orientation | Resources | Checklist & Journal | Survey | Tools | Help | Feedback

[l:] Stage 1 - Improving Waorkplace Education Evaluation

Dhjectives
Background

Case Study

Application -
My Balanced
Scorecard

Summary

STAGE 3 - Creating Your Own Balanced Scorecard

APPLICATION - My Balanced Scorecard

H .

{Click here c

or

Target(s)
{(From Your
Balanced
Scorecard

Worksheet
Ahaoat

Scorecard
Category

Workplace
Education
Initiative(s)
to Help

Achieve
Tavaakfcl

Type({s) and
Level(s) of
Evaluation of
Workplace

Education
FHr oo




E-Learning Benchmarking Service

New Conference Board ‘for-fee’ research service

» Launch September 2003

« Delivery to funding members four times annually

* Discount 1f your organization participates

» Reports and analysis based on quarterly National E-
Survey of E-Learning Practices and Trends
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E-Learning Benchmarking Service

* Funders receive analysis of top-line findings 3 days
after survey ‘closes’

» Detailed analysis follows within 10 days
» Focus on a special topic/issue every quarter
* Supports organizational decision-making:
— Uncovers what e-learning leaders are doing

— Generates longitudinal data for trends analysis

— Provides structure and basis to benchmark your
organization’s performance
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Conclusion

» E-Learning 1s not a panacea—but it can be hugely
beneficial to your organization

» Think of e-learning as a tool to achieve corporate
performance targets and to build human capacity for
utilization—not an end 1n itself

« Key strategies for success:

— Learn from leaders—avoid mistakes and profit
from successful experiences

— Benchmark yourself for reality check

— Use e-learning only where it suits your needs—
and where it 1s more effective than other methods
in supporting performance
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