






If you are converting instructor-led training materials, make sure the instructor notes are ready to
work with. Often times, companies decide to convert ILT material, yet the developers find that the
ILT course lacks substance and content because the instructor had delivered that content verbally
during class. Ask the instructors to write or script the information prior to conversion.

—Deborah Thomas, President, SillyMonkey LLC
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When narrating a
course, have the
SME first do a re-
cording in a very
casual way. Have
that recording
transcribed and
edited for brevity
and conciseness.
Then do the final
recording with the
edited script. The
result is a narra-
tion that sounds
natural, not stilt-
ed.

Linnaea Mallette, Training
Coordinator, UCLA Office

of Research Administration



Use your Web conferencing platform to create rapid learning sessions. Most Web conferencing
software allows you to record sessions, edit them, and then convert them to a Flash or Windows
Movie file.When pushed for time, edit the session to leave the good parts in, and post on your
LMS or intranet site if you need repeatable training right away. Then insert snippets of the record-
ed Web conference into your course to give it variety and credibility.

—Phillip Weiss, Principal Training and Development Specialist,
Lawrence Berkeley National Laboratory

Someone with e-Learning development skills can provide more value to an organization than just
training. Our communications team frequently needs our help providing engaging media to sup-
port their messages.We provide short video clips from leadership, commercials for a new service
or product, and logo development for new initiatives. Our ability to create and maintain Web sites
has been used by our Web team for large updates and external training. Our use of SharePoint for
training blogs and wikis has expanded to support many operational changes and team sites. All of
this extra support came at no cost for the organization, and used all the same skills and technolo-
gy that we use for our e-Learning courses. A win-win for all.

—Rory Frey, Consultant Technical Training, Catalyst360°

Get the most from your e-Learning development budget with a reusable learning object (RLO)
strategy, and have a process to share courses, learning objects, etc. among business units.

—Laura Darr, Human Performance Technologist, American Express

Modularize content. Keep it simple. Keep it focused. Maintain core content that is easily cus-
tomized. Use your subject matter experts to draft the fundamental content. Use a tool that is
affordable and easy enough for anyone on staff to use.I have used Ignite 4 (http://www.scateignite.com)
for years and I am continuously impressed at the variety of ways it can be used for capturing and
sharing knowledge by different departments ranging from IT to training to HR.

—M.J. Moncher, Application Process Consultant, Siemens PLM Software

I have been using Ignite (http://www.ignitecast.com), for 3 years and I use it more often than
Powerpoint now. In my work I have to quickly transfer knowledge, and Ignite is my tool of choice.
The Web presentations are quick and easy to put together, and the audio ability is a bonus.

— Gary Jolley, Infrastructure Specialist, EDS (an HP Company)

• Rapid development:This will reduce the overall development life-cycle and the cost.
• Content availability: Prepare the required subject content before getting into the e-Learning 

project. This will help to reduce the delays, discussion time with SMEs.
• Less Customization: Customization eats up most of the budget and development time, so look

at simple courses. Content is power.

—Madhanaraj Kubenderan, Developer, dsigns
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Save development
time by reusing
graphics from prior
courses that relate
to the instruction
and have learning
value. I keep a
library of images
from all the courses
I have created and
they add up. I also
use characters in
my courses, and in-
stead of continually
creating new char-
acters I change a
few features, the
color of their
clothes, and voilà,
a new character.

Jeffery Goldman, e-Learning
Designer, Provident Bank
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Consider how to reuse information. There are often modules or generic information that can be
used from course to course.When creating your course, consider multiple shareable content
objects (SCO) so you can reuse the content easily for future courses. Also take advantage of tem-
plates that contain all the basics to save development time. You will save editing time by creating
and faithfully using a style guide, also a great time saver when working with other vendors.

—Jan Watrous-McCabe, E-Learning Consultant, Allina Hospitals & Clinics

Use affordable high-definition video acquisition to capture outstanding performers demonstrat-
ing tasks. This simultaneously creates a visual record for performance analysis, a video model of
the desired performance, and 29 high-resolution stills per second you can select from to illustrate
step-by-step procedures online or in print. Having so many detailed still images to choose from
makes it easier to be more economical in text descriptions, which reduces translation costs.

—Eric Kammerer, Instructional Design Specialist, Domino's Pizza

Evaluate the process and format all developers use to store files. Is there a consistent file structure
and method to name files? Is every developer using the method? Have developers who are work-
ing on files stored on their hard drive copy them to shared drives each night? Developers can
waste time looking for images and documents if they are not stored away properly. If one devel-
oper needs to work on another developer's files, consistent file structure saves time. If a team
member is suddenly ill or changes jobs, their work will still be accessible to other team members.
Save enough time and your budget will be stretched.

—Sabrina Curry, Instructional Designer,The Nielsen Company

Determine if there are widgets or items of code that would benefit other e-Learning developers.
These can then be packaged and sold. You will not become rich, but you can offset some develop-
ment cost with an incremental revenue stream. These widgets would otherwise have sat in your
code stream collecting dust.

—Jay Krupp, Director, Educational and Custom Services, Newmarket International

Manage review cycles carefully: Schedule them, and ensure reviewers know how to prepare to
make the most of the review. Include all stakeholders. Let visuals and concrete examples help
ensure reviewers understand the suggestions put forward in the design phase. Document the
required changes. If gathered in a meeting, send the list of changes back to stakeholders to check
for misunderstandings. Store the list alongside the related version. Insist upon formal sign-offs
after implementation of the changes 

—Esther Bergman, Consultant, Benchmark Performance Inc.
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Our myUDUTU course
authoring tool is the most
versatile and easy to use
authoring tool available ...
and it’s free!  Using the
myUDUTU tool, our clients
can “get their hands dirty”
while knowing UDUTU is
there to help with course
development, design and
management if needed;
plus graphics, animations,
video, sound recording,
scriptwriting and custom
programming. What you
need is up to you. The deci-
sion is yours and so is the
power, flexibility and value
you get from UDUTU.
UDUTU eliminates the bar-
riers and makes your
elearning vision a reality.
No one makes it easier!

Now Course
Authoring Is
Available to
Anyone: myUDUTU



Shifting Training to Online Learning:
Extending Reach, Improving Productivity, and
Keeping Learners Involved

Many businesses have harnessed the unique capabilities of

web conferencing to move formal and informal training to the

World Wide Web. Web conferencing extends reach, increases

productivity, involves learners and subject matter experts not

otherwise available, and helps an organization package

training in bite size chunks. But do the benefits go deeper?

What are the best approaches to using web conferencing for

training? Are there particular tricks of the trade that can 

be replicated?

To find out exactly how web conferencing can work in

practice for training and other applications, how one best

implements, and what to expect for results, Wainhouse

Research conducted a number of in-depth interviews with

companies that use web conferencing every day. The findings

provide direction to any business seeking to improve its

training activities through best practices.

Application Brief

“Being able to take the talent we have
in select offices and extend it across

country without having to fly across is
a big deal for me and others. I have a

lot of certifications and specializations.
I used to need to travel at a moment's
notice to train customers, which made

it difficult to do other things.”
– Director of Technology Services,

Consulting Firm

“We have a huge training issue for our
software; web conferencing has 

solved that.”
– Software Architect, Financial 

Services Firm 

“Web conferencing reduces not just our
travel costs, but the costs to our

customers for training. “
– VP Technology, Consulting Firm

“Over the course of a day I can be in
four different time zones without jet

lag, it's fantastic.”
– Sr. Business Development Specialist,

Financial Services Firm



Trainers and anyone responsible for knowledge transfer to

internal and external audiences are all too familiar with the

usual methods of delivering training: travel to one or more

locations, ship equipment and/or training materials; hold a

training event; test learners; and, if time permits, conduct

follow-up after the class has ended. Traditional training

frequently requires someone to travel, whether it is customer,

employee, and/or trainer. The traditional approach to training

requires a large investment of time and personnel and is not

very scaleable. Brick-and-mortar events call for physical

space, an extended training team, and significant loss of

productivity based on travel time. Many companies find it a

burden to deliver in terms of expense, and in fact may stint

on training as a result. Ultimately the costs, challenges of

measurement, and ability to get customers and employees up

and running can be severely impacted.

Online training completely changes the mix in terms of

training delivery. Online training takes a different approach by

enabling the multi-tasker extraordinaire. It lets a business be wherever it needs to be. It

allows just-in-time and scheduled delivery — by the subject matter experts who know

best — of whatever a service or product needs to be effectively learned and

understood. Some of the benefits of online training are obvious; the top three are saving

travel costs, the ability to involve those who otherwise could not attend, and increased

productivity through saving time away from the office. Other benefits uncovered in our

interviews are more subtle. Greater sustained interactivity with learners over time, better

service to customers, increased geographic reach are all benefits of using web

conferencing for training. For many the benefits are so profound that the technology

now plays a critical role in their overall workflow, touching not just training but also

sales, marketing, and operations.

In-Person vs. Online Training
Exponential Knowledge Transfer

“Our training and help desk costs would be greater
without web conferencing. For hard-to-use 

applications and complex subjects, we could lose
the entire cost of a year of web conferencing in

terms of our added overhead for training. We 
probably fly people less often now for 

major releases.”
– Software Architect, Financial Services Firm

“We have 70 partners who resell our products.
About 5,000 people use our website, such as

insurance agents who use our products. We have
once-a-month trainings and do webinars with

expert guests every month.”
– President, Financial Services Firm

“We set up customers for sales presentations and training. In

our profession, it's unique. None of my competitors offer that

same hands-on experience that I know of.”

– Sr. Business Development Specialist, Financial Services Firm

“For any consulting engagement that is remote, NY or China,

one of the first things we will do is use GoToMeeting for the

kickoff. Then we schedule training sessions, all using

GoToMeeting. It is the ONLY way we touch the customer. “

– VP of Technology, Consulting Firm

“We conduct internal training; it started with our software

group doing custom in-house training on new releases. We

conduct lots of 1-1 sessions.”

– Software Architect, Financial Services Firm
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Trainers can cover only so much physical territory by
car (red) or by plane (blue) in one day ...

… but one office can cover
the entire country using web conferencing.
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Create Training Materials Create Training Materials
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& Employee Travel

Schedule Online Training Event
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“brick-and-mortar” event

Web Class / Seminar

Demonstrations / Simulations

Workbooks

Demonstrations / Simulations
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Breakout Rooms

Paper or Software Test Online Test

E-mail or
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Material Review /Web Session

Review

Satisfaction Survey Online Sat Survey
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When it comes to making the transition, our interviews

revealed that there are two different strands of behavior

as represented by two types of organizations. One

group, which we call “Planners,” takes pre-determined

steps, both large and small, such as holding

demonstrations and “train-the-trainer” sessions to

ensure success. The other group, the “Divers,”

fearlessly dive in to applying the technology, quickly

integrating it into the workflow by using it aggressively

(and typically needing to get burned once before

understanding the importance of practice). We believe

neither approach is right for all situations, but that

those involved in formal training roles will gravitate

towards the “Planner’ approach, while those who have

informal roles conducting knowledge transfer will

gravitate towards the “Diver” approach.

Most companies start small by obtaining a few licenses

with the goal of gaining an understanding of how web

conferencing will fit into their processes - and whether

being a “Planner” or a “Diver” works for them. Early

success is then built upon. Many users buy sufficient

licenses to accommodate demand; you may need to

purchase each trainer a unique license, if for no other

reason because sessions often will be ad hoc as well

as scheduled. Trainers need to be able to respond ad

hoc to learners in need.

“We were training 1600 users of our software who
are not technically advanced. It was a huge challenge
as we used to go and visit them! We had to hire more
people, travel more. Then we created on online 
university, with monthly topics, plus orientation 
classes for first time users.”
– Director of Business Development, Software
Development Firm

It is important to appreciate that web conferencing is a

different communication medium. Know your audience:

they are busy adult learners who are bringing you into

their offices - thus they are in control. You may face

“competition” from the phone, email, IM messages, and

people dropping in. Thus it is essential to retain their

attention by keeping lessons short, briskly paced,

engaging, and to the point. Paying attention to the

following details will also help: slide design (keep

simple, use graphics instead of text bullets, do not read

the slides – tell the story “behind” them) and use of 

pointing and annotation to emphasize key points.

Ask poll questions and encourage questions via text

chat to engage the audience. Always maintain 

interactivity — the most essential ingredient to working

with remote learners.

“Be aware - know what you want to say and keep it
short (30-45 min max); learn the hints that indicate
when they've become disengaged.”
– VP Operations, Software Development Firm

“I appreciate webinars where there is some sort of
interaction to the keep the audience engaged. We
open up phone lines so people can ask questions.
Normally people (are) in listen-only mode, but we
have had to change to add a panelist number so 
people can speak to us. That's important.”
– Marketing Specialist, Consulting Firm

Mastering the technology is the easy part. Appreciate

that web seminars are “showtime.” Just like a physical

event, practice is critical. Script who will play what role,

run through what they will present, and rehearse any

presenter hand-offs.

“I should have practiced once or twice, but I 
didn't. Fumbling on practice time, not real-time is 
important.”
– President, Consulting Firm

Work with your teams to encourage them to use web
conferencing as a tool, and follow up. Web conferences
are part of a larger interaction process with 
clients — they are a means to an end.

“It’s nice to reach out to a client and help, but I
encourage our team to have a client share the key-
board and mouse, and for us to show clients how to
do steps, and make the client go through the motions
to learn it. Passing control back and forth is impor-
tant to teach clients how to fish on their own.”
– Director of Technology Services, Consulting Firm

“Using web conferencing for training is an art and
there is always room for improvement. Be sure to
close the loop and, in the process, gather feedback.
After every webinar we survey our attendees; we
have them rank it, then ask for comments for
improvement. For those who weren't satisfied, we try
to dig in to see what we could do to improve. We also
make sure it's valuable to our members, we survey
to find out what they want help with.”
– Marketing Specialist, Consulting Firm

Making the Transition
Tips from Those Who Have



About Wainhouse Research
Wainhouse Research, www.wainhouse.com, is an independent market research firm that focuses on critical issues
in rich media communications, videoconferencing, teleconferencing, and streaming media. The company conducts
multi-client and custom research studies, consults with end users on key implementation issues, publishes white
papers and market statistics, and delivers public and private seminars as well as speaker presentations at industry
group meetings. Wainhouse Research publishes a variety of reports that cover the all aspects of rich media 
conferencing, and the free newsletter, The Wainhouse Research Bulletin.

About Citrix Online
Citrix Online, a division of Citrix Systems, Inc., is a leading provider of easy-to-use, on-demand applications for Web
conferencing and collaboration. Its award-winning services include GoToMeeting Corporate, a complete collaboration
solution that satisfies all Web conferencing needs ranging from large Webinars to small online meetings. With
GoToMeeting Corporate, organizations of any size can use GoToWebinar for do-it-yourself Web events and 
GoToMeeting for smaller, more interactive online meetings. GoToMeeting Corporate allows users to easily present,
demonstrate and provide training online to anyone, anywhere in the world. GoToMeeting Corporate can make 
businesses of any size more productive by reducing travel time and costs and enhancing communication, ultimately
leading to faster decision making and more efficient workers. For a free evaluation of GoToMeeting Corporate,
please visit www.gotomeeting.com/s/WReval.
© 2007 Wainhouse Research, LLC
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A Wainhouse Research survey of more than 500 trainers revealed that

the most important web conferencing features are ease of use,

reputation of vendor, and customer support. These findings were

reinforced by our interviews.

“The performance of real-time screen sharing is very important for
online demonstrations.”
– Director of Business Development, Software Development Firm

“Often when customers call us, I right click, and within 2 seconds
we're online. That feature is very nice. No need to log-in on 
a website.”
– VP of Technology, Financial Services Firm 

“Use a simple offering so that the users can train themselves.”
– VP Operations, Software Development Firm

The ability to pass meeting control is important for multipresenter

seminars, while remote control can help with hand-holding customers

through a hands-on demonstration. In addition to the listed features,

“all-you-can-eat” pricing that is charged on a per seat basis gives your

trainers the ability to use web conferencing at any time without

worrying about any additional cost penalty.

Web conferencing is not about simply “replacing” in-person training. It

is a different tool — a supplementary tool — with its own set of unique

advantages. Implemented correctly, it can supplement or replace traditional 

training — especially in the area of timeliness. This can result is increased customer

satisfaction, more satisfied learners, and a competitive advantage.

“More important: We give better service to our customers – which 
gets the word around the industry. Satisfied customers get us more business.”
– Director of Business Development, Software Development Firm

Ease of use

What to Look For
The Features That Make a Difference

It’s Not Just about Replacement

Reputation

Customer support

Transparent installation

Audio & web

Security

Flat pricing

Lowest priced

Web-based acct mgmt

Cross-platform

Deployment options

LMS integration

Scalable

2.35

2.34

2.34

2.29

2.06

2.02

2.01

1.94

1.87

1.84

1.66

1.50

1.44

WR survey of over 500 trainers, December 2006



Training departments are rarely well funded. It is the nature of
being viewed as an expense against the bottom line. Contrary
to analysis showing learning to be one of the few truly com-

petitive weapons organizations can control, education almost always
gets the short straw. During slow times in the economy, many organ-
izations scrutinize training expenditures even more than usual.
Thankfully there are many ways to help people learn without copi-
ous capital.

Here are some tips that haven't been addressed thoroughly else-
where.

Augment what you create with courses already available.
There are millions of educational modules available to you and your organization free of

charge, only requiring the legwork to find them and the time spent sifting through an Internet-
size course catalog. The Open Courseware Consortium (http://www.ocwconsortium.org) offers
free college-level programs from the likes of MIT, Carnegie Mellon, and UC Irvine based on an evi-
dence-based design (there are more than 100 business courses available). The Open University
(http://www.open.ac.uk/about/) in the UK has been presenting free courses since the 1960s and
provides mashup tools (http://labspace.open.ac.uk).The Dummies people launched Dummies.com
(http://www.dummies.com) with how-to information across a broad range of themes. There are
dozens of learning object repositories (http://edutechwiki.unige.ch/en/Learning_objects_repositories)
across the globe. And you've heard of Wikipedia ... did you know there is also a Wikiversity (http:
//en.wikiversity.org)? On a lighter note, Instructables (http://www.instructables.com) has won-
derful and fun tutorials on opportune topics. Howtoons (http://www.howtoons.com/toons/)
offers cartoons showing kids-at-heart how to build things.

You may not find a course on one of these sites for your sales team to introduce customers to
your newest product, but then again you might. Ask your business partners what they have in
development, and devote your meager resources to creating what is absolutely unlike anything
out there today.

Incorporate timely details from research organizations.
Webinars and Podcasts are widely available through organizations including Gartner (http:

//www.gartner.com), strategy+business (http://www.strategy-business.com/webinars), and
Harvard Business School (http://hbr.harvardbusiness.org). Sites like WebEx (http://www.webex.com)
and WiZiQ (http://www.wiziq.com) make it easy for people to attend public sessions on various
topics from academics to anything under the sun. In the spirit on OpenCourseware, UC Berkeley
(http://webcast.berkeley.edu) Webcasts select courses and campus events for on-demand viewing.
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Does your company
make something
that an education
supplier might be
interested in receiv-
ing? One software
company I work
with barters their
productivity soft-
ware for e-Learn-
ing modules from 
a professional serv-
ices provider. An
automotive com-
ponents supplier
trades parts for the
use of classroom
space and manage-
ment training by a
local trade school
that has a shop
class needing hard-
to-find machinery.

Do More With Less
by Marcia L. Conner
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Widen your net to include subject matter experts on all topics.
Thinking this is all too 20th Century, though? Consider adding a supercool bottom-up, grass-

roots component to your education efforts. Supercool School (http://www.supercoolschool.com)
allows participants to initiate and join in on learning programs for topics they want to learn
about ... you can do the same within your enterprise. When enough people have joined together
with a request, open a teaching position and anyone willing and able to teach may. This says to
people in your larger ecosystem, "Here are programs where your expertise is requested now.
Who is interested?" 

It is no shame for an education department to focus most of their resources on classes for 
the masses. The money you have should make the largest possible impact. That also may mean
there is no way to take advantage of the long tail. For example, if a small group of people are
interested in learning how Twitter can be used on the job, but there is not a strategic need or
numbers to justify a course, most training departments would not step up. If the group has an
easy way to find an instructor, though, why stop them? This self-organizing model offers a vehi-
cle for people to enroll in and teach classes on topics interesting to only a few people, and it gets
more instructors, not fewer, excited about teaching what they know.

Extend your budget by looking at what you have.
Does your company make something that an education supplier might be interested in receiv-

ing? One software company I work with barters their productivity software for e-Learning mod-
ules from a professional services provider. An automotive components supplier trades parts for
the use of classroom space and management training by a local trade school that has a shop
class needing hard-to-find machinery. There are IRS guidelines for bartering you should become
familiar with if you go this route, and you should talk with your finance department before mak-
ing a big swap, but it is a worthwhile path to pursue. There are also Web sites that specialize in
bartering, where what you have to offer is worth a number of points you can use to get some-
thing else.

Most education groups I know have intellectual assets people would want to buy, although
people in the group itself may have never considered selling. From packaged workshops and 
e-Learning programs to templates and cheat-sheets, and maybe even t-shirts and squeeze trin-
ket ... look around. While I do not advocate a fire-sale (after all, the purpose here is not to rid
yourself of intellectual property) consider talking with your CFO about selling education-related
goods in the company store, on your Web site, or through a newsletter or company catalog to
make back some of the money your organization has seen cut. You might be surprised that other
businesses in similar fields, and even the local community college, are looking for new and differ-
ent programs.

Consider the learning happening through informal ad hoc means.
Twitter, a public microsharing network used by many early adopters, has become an integral

part of my own professional practice and personal brain-building (see for yourself at http: //
twitter.com/marciamarcia). I use it to connect, share, and discover information far beyond any
other network. I have grown to realize the field might better be thought of as micro-learning,
where the conduit is tiny and the lesson spread is vast. Across an enterprise – be it around the
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globe or down the hall – the learning potential is endless, while the opportunities to connect to
knowledge are exploding in number and variety.

I use it in a way similar to how I touch base with my friends and family, briefly and frequently,
and I now extend that level of care to involve my coworkers and business partners. I can find
someone to review an article as effortlessly as I can offer personal experience to a colleague on
how to select a Webinar platform or which organizations have successfully launched their own
brand Wikipedia. This is all akin to the magic of open-source software, created through public
grassroots collaboration. Whether I am working remotely or onsite, I find microsharing mediates
a conversation where what we are learning is not merely exchanged. Knowledge is extended,
transformed, reshaped, and built on as we actually create new trains of thought.

I could go on, but instead I point you to a series of articles I write for Fast Company on this
same theme (http://www.fastcompany.com/blog/marcia-conner/learn-all-levels/). I look for-
ward to learning more with you there, or in most any social network, where people are going to
seek more.
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In fact, the main growth area for e-Learning over
the next decade or so is likely to be in the domain of
small companies and non-profit organizations. Typi-
cally in these settings, a single person is responsible
for all e-Learning activities — an e-Learning depart-
ment of one. In this article, I focus on e-Learning prob-
lems and strategies in this context (see Table 1 on
next page).

Budget
What are the main issues faced by the e-Learning

department of one? Without a doubt, limited or no
budget for e-Learning activities is the most common
and most serious challenge. Many training managers
receive the go-ahead for e-Learning but without addi-
tional financial or other resources. This presents the
immediate problem of how to offer e-Learning cours-
es without the funds to buy courses or a learning
management system to track their use. 

There are a number of potential strategies to deal
with the paucity of resources. The first one is to make
use of the trial version of courses and tools. Most 
e-Learning and software vendors will make their prod-
ucts available on a trial basis for at least 30 days (see
Resources section at the end of this article for some
suggestions). That means you can offer a course or

use an authoring tool at no cost to create e-Learning,
provided you can get the training accomplished quick-
ly. And there is no harm trying out different courses or
tools from different vendors while collecting feedback
from your employees on which ones they like most.
Such evaluations can stretch over an extended time
period, as much as six months to a year, during which
time you could get a good amount of training accom-
plished.

Case study: Buying off-the-shelf 
The American Diabetes Association is the nation’s

leading non-profit organization supporting diabetes
information, advocacy, and research. The ADA has
been using e-Learning for 6 years to provide training
to their staff of 900, according to Leigh Robinson,
Director, Training & Development. The decision to try
e-Learning was brought about by an organizational
consolidation, and the need to provide training to staff
in every state.

ADA began by purchasing off-the-shelf courses for
their e-Learning efforts. They currently offer 75 differ-
ent classes with over 3000 course registrations in a
year. Recently, instructional designers in the organiza-
tion have started to create their own courses. This will
reduce costs since ADA does not have to pay for the

Many e-Learning pro-
fessionals find them-
selves working single-
handed. Though the
challenges to being a
Department of One can
be daunting, there are
solutions that many
solo practitioners use
successfully. Whether
your issue is budget,
lack of help or co-oper-
ation, not enough time,
or just nobody to talk
to, this week’s article is
full of ideas you can
use right away!

The e-Learning Department of One

Most guidelines for e-Learning planning and implementation address the

needs of larger organizations and assume a certain level of staffing, IT

support, and budget. And historically, only large corporations had sufficient re-

sources to do e-Learning. But more small- and medium-size companies are get-

ting involved with e-Learning without the availability of such resources.  

A publication of

April 16, 2007

The eLearning Guild’s

Practical Applications of Technology for Learning

This article is a reprint from ...

By Greg Kearsley
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in-house developed courses. On the other hand,
course development is time consuming, requiring
eight hours of development for every hour of instruc-
tion. Originally, the most time consuming aspect of 
e-Learning was managing the courses; now course
development issues have become the most time con-
suming. 

Advice for the e-Learning department of one?
Choose a courseware vendor that offers good variety
in their course offerings and an authoring tool so you
can develop your own courses if that makes sense.
Also look for a pricing scheme that lets you buy a
block of courses or course time, and leaves you free
to pick how many and what courses you want to offer.

Resources needed
A second strategy for dealing with limited resour-

ces is to make use of existing resources. For example,
many organizations use Microsoft PowerPoint (or Open-
Office Impress) to create e-Learning course materials,
especially if those materials are for use in the context
of a Web conference (synchronous meeting). There
are also Learning Content Management Systems avail-
able that will let you build an asynchronous (self-
paced) course out of PowerPoint slideshows, adding
quizzes or interactive learning activities. PowerPoint is
available on most office computers these days and is
easy to use. The other tools mentioned (e.g., a Web
conferencing system or an LCMS) are examples of
products for which you should have no trouble get-
ting trial versions. The eLearning Guild provides free 
e-books on LMS/LCMS systems and synchronous 
e-Learning; these are useful resources.

Indeed, e-Learning doesn’t have to take the form of
courses at all. A great deal of online learning takes place
informally via search engines, e-mail, blogs, and newslet-
ters. You can harness these resources for training activi-
ties. For example, you could produce a series of e-mail
newsletters that discuss specific training issues. You
could also create a blog or a discussion forum with vol-
unteer experts who will field questions on certain topics
and nurture participation. In fact, asking people to con-
tribute to a blog or moderate a discussion forum is a
good way to get them involved and interested in e-Learn-
ing. Another option is to make use of a test creation pro-
gram (again, either free or on a trial basis) to create tests
for existing classroom seminars or training materials —
and to add some outcome measurements and account-
ability to your training program.

Management support
Another typical problem for the e-Learning depart-

ment of one is lack of support from senior manage-
ment or line managers. When e-Learning is not a
major organizational initiative, managers (who usually
focus on operational issues) tend to ignore it. The key
to enlisting management support (at any level) for 
e-Learning is to make sure that it addresses a high

priority operational issue, such as turnover, customer
satisfaction, sales performance, or cost reduction. The
latter issue is a good one for e-Learning since it typi-
cally lowers the costs of delivering training by reduc-
ing travel expenditures. In fact, cost savings can be
significant, in the order of 40-60%. For example, con-
sider a training seminar on applicant interviewing in-
tended for 100 managers in an organization that has
10 offices spread out over the U.S. To send a trainer
to each of the offices is going to cost at least $1,000
per trip for a total of $10,000. But an e-Learning course
on this topic, purchased for $50 per person or $5,000,
yields a potential savings of 50%.

Senior management needs to see a business case
for e-Learning. This means that you must identify the
specific operational issues that a proposed e-Learning
program will address, the cost savings or revenue in-
crease expected, and the Return on Investment (ROI)
for the resources required. If you are following the
suggestions outlined in this article, the resources
needed for e-Learning are going to be minimal, and
so your ROI should look good.

ROI example: Customer service 
training 

Companies continually lose existing customers to
competitors at account renewal times because of
poor customer service. In this example, a survey re-
veals that approximately 1,000 customers per year
don’t renew due to customer service issues. The
company decides to try an e-Learning solution, asking
their 100 customer service representatives to take
three online courses to improve their customer rela-
tions skills. The company expects that, as result of this
training, there will be a 20% reduction in customer
losses (i.e., 200 customers). The average value of

Most e-Learning and
software vendors will
make their products
available on a trial
basis for at least 30
days ... . That means
you can offer a course
or use an authoring
tool at no cost to cre-
ate e-Learning, provid-
ed you can get the
training accomplished
quickly. And there is no
harm trying out differ-
ent courses or tools
from different vendors
while collecting feed-
back from your em-
ployees on which ones
they like most.

Limited budget and resources

Lack of support from management

Getting employees to participate

Getting assistance from IT department

Time needed to implement and evaluate

Nobody to consult with

• Utilize free trials, tools, and courses
• Rely on vendors for demos and assistance
• Make use of existing software

• Focus on high priority training opportunities
• Emphasize ROI
• Make presentations

• Create an advisory committee
• Ask for volunteers
• Create dependencies and deadlines

• Rely on externally-hosted courses or tools
• Avoid enterprise solutions

• Delegate or share tasks
• Keep it small
• Replicate what others have done

• Participate in blogs and forums
• Attend conferences

Problem or issue Strategy

Table 1: Problems and strategies for the e-Learning department of one
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each customer’s account is $150 per year or a total
worth of $30,000. The cost of the courses is $150
per employee.

The ROI calculation is the estimated value of the
training divided by the cost of the training: 

Estimated value of increased customer renewals
for one year = $30,000

Cost of customer service training for 100 employ-
ers = $15,000

ROI = 30,000/15,000 = 2
Note: A ROI value greater than 1 is a viable invest-

ment; the higher the number, the better the return.
This brings up another aspect of selling e-Learning

— you will likely need to make lots of presentations to
managers and employees.

Selling and sustaining e-Learning
Because e-Learning is not something with which

most people in smaller organizations have much expe-
rience, a lot of educating is required. Managers are
going to be interested in hearing about how it has
worked at other organizations. There are plenty of
useful materials available from The eLearning Guild
and other e-Learning sources (e.g., http://www.learn-
ingcircuits.org/case_studies). Employees are going to
want to know why this is a better alternative to the
forms of training that they are familiar with. Conven-
ience is usually the big selling feature with employees,
because they can take the training when and where
they want without having to travel.

The selling process for e-Learning needs an on-
going effort. Even after successful implementation,
there will be new employees and new managers who
need to be educated. You should plan on making reg-
ular presentations, updating everyone on results and
new developments. Such presentations should review
the nature of the e-Learning you plan to provide
(showing a course sample is good), the business
case and expected outcomes, the actual results, and
the next steps.

One good strategy both for selling and for sustain-
ing e-Learning within your organization is to create a
steering or advisory committee composed of a cross-
section of managers and employees who are likely to
use online courses. An ideal size for this committee is
six to eight members. It should involve individuals who
are enthusiastic about (or at least interested in) e-Learn-
ing. This committee can review courses and tools,
plan implementation, and collect feedback. Such com-
mittees are a good way to establish an organization
structure for e-Learning, even though none exists for-
mally. And committee membership can rotate among
departments on a yearly basis to bring in fresh ideas
and allow representation from different facets of the
organization.

Employee participation
Another major problem that e-Learning projects

often encounter is getting employees to participate
fully. To the extent that the e-Learning is of the self-
paced, asynchronous variety, employees must take
the initiative to start and complete the training. This is
the flip side of the convenience factor — you can do 
e-Learning any time and any place, or no time and 
no place. Address this potential problem by having
employees commit to a training schedule that indi-
cates when they will complete all or a portion of the 
e-Learning activities. Using a Learning Management
System, it is easy for a manager to check on the
progress of an employee against such a schedule.

Another strategy for increasing employee participa-
tion is to enlist volunteers to take the courses, per-
haps as reviewers and evaluators. This strategy is par-
ticularly effective if the volunteers are supervisors or
senior employees who command some respect among
their staff. Knowing that others have taken the cours-
es tends to create peer pressure for everyone else to
take them.

Finally, tie completion of e-Learning courses to par-
ticipation in other training activities (the blended mo-
del), to provide additional motivation. This works well
when e-Learning courses offer basic information for
use in face-to-face or hands-on sessions. Alternatively,
you can use e-Learning for advanced instruction tai-
lored to the needs of each employee following a train-
ing session common to all.

Case study: Course completion issues
LTP Management Group operates a number of

restaurants in Southern Florida. They use e-Learning
to train approximately 150 managers in a number of
HR compliance areas including sexual harassment,
hiring, discipline and termination, wage regulations
(FLSA), and workplace injury. According to Lisa
Burgs, HR Manager, they use e-Learning to reinforce
company policy and training in these areas. They have
been using e-Learning since 2002 with good results.

LTP selected e-Learning because of the conven-
ience it provides to managers to take the training on
their own schedule. However, this is a two-edged
sword. Lisa Burgs reports that the most time-consum-
ing aspect of e-Learning is the follow-up it takes to
ensure that managers complete the training in a timely
manner. 

This is one of the reasons many organizations opt
for real-time e-Learning using Web conferencing tools
and scheduled sessions. The fact that the training has
a specified time (and that the organization requires
participation) increases the probability that learners
will complete it. On the other hand, this eliminates
one of the major advantages of e-Learning, namely
the convenience for the employee of not being tied to
a training schedule. However, it still provides the free-
dom to take the training from any location (including
home or hotel), and eliminates the travel costs and
time away from work associated with attending train-

Enterprise solutions
usually refer to e-Learn-
ing systems that inte-
grate many different
functions in one sys-
tem (e.g., applicant
screening, training
management, per-
formance appraisal,
employee records,
etc.). While such sys-
tems make a lot of
business sense, they
require extensive in-
volvement by the IT
department. Instead,
you want tools that a
single person (most
likely you) can easily
learn and use without
any IT assistance.
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ing events. Since a reduction in travel costs is often
one of the major justifications for e-Learning, this ben-
efit alone may be sufficient for some organizations.

IT assistance
One important consideration for implementing 

e-Learning is the potential involvement of your organi-
zation’s Information Technology (IT) department. While
you want the support and assistance of your IT depart-
ment for e-Learning, you don’t want to require any
more of their involvement than necessary since this
normally means internal budget requests. The best
way to minimize their involvement is to look for exter-
nally-hosted, Web-based courses and tools. In fact,
most course and LMS vendors offer this option. This
means that you do not need the IT department to
obtain, install, or maintain any software. To the extent
that things are Web-based, they should be available
via any machine that has Internet access and a brow-
ser — which is almost any computer these days.

You should also avoid so-called “enterprise” solu-
tions. Enterprise solutions usually refer to e-Learning
systems that integrate many different functions in one
system (e.g., applicant screening, training manage-
ment, performance appraisal, employee records, etc.).
While such systems make a lot of business sense,
they require extensive involvement by the IT depart-
ment. Instead, you want tools that a single person
(most likely you) can easily learn and use without any
IT assistance.

On the other hand, it is unlikely that you will be able
to conduct e-Learning activities without some help
and cooperation from your IT department (or the IT
person in a small organization). Even courses or tools
from an external host will probably run afoul of plug-
ins that someone will have to install, or firewall issues.
So cultivate good relationships with your IT staff, even
as you try to find e-Learning solutions that minimize
the need for their help.

Case study: Plant environments 
Armen Arisian is the HR manager at NYTEF, a plas-

tics manufacturing company with approximately 200
employees located in five states. He is responsible for
providing a broad range of training ranging from sexu-
al harassment and diversity awareness for managers,
to safety training for plant workers. He is using off-the-
shelf e-Learning courses as a way of meeting diverse
training needs with limited staff and budget.

One of the problems with e-Learning implementa-
tion in a plant environment is that most employees
don’t have their own workstations. This is also true of
many other work settings such as hospitals, retail bus-
inesses, restaurants, etc. The usual solution to this
dilemma is to provide a training room equipped with
one or more computers set up for e-Learning (i.e.,
Internet connection, all necessary software, and plug-

ins loaded). Another potential solution is to provide
laptops with wireless connections throughout the
facility. In this case, NYTEF created a training work-
station at each location with their IT group responsi-
ble for ensuring the proper functioning of the computer.

The biggest obstacle for e-Learning at NYTEF is
finding the time to implement it. Even with off-the-shelf
courseware and an easy to use LMS, it still takes time
to organize and manage the training ... although sub-
stantially less than with classroom delivery. Armen Ari-
sian suggests three strategies for ensuring that e-Learn-
ing succeeds: (1) make sure that the training offered
addresses the priorities of top and line management, (2)
get line managers and supervisors to identify what train-
ing is needed by which individuals, and (3) be sure to
communicate clearly with employees about the details
of the training. In other words, when doing e-Learning
with limited resources, you need to be on target!

Time needed
One of the biggest problems for the e-Learning

department of one is finding the time needed to plan,
implement, and evaluate e-Learning solutions. Most of
the strategy ideas I’ve discussed above don’t require
resources, but they do require a significant time invest-
ment. For example, the evaluation of a potential course
or tool, or running an advisory committee can be very
time-consuming. 

Some general advice to minimize time requirements
is to keep your e-Learning projects as small as possi-
ble. The amount of time required to implement an 
e-Learning effort tends to be in proportion to the num-
ber of participants. So rather than offer training to all
1000 employees, pick a small sample of perhaps 50
for an initial pilot test. Not only does this reduce the
level of effort, but it may also allow you to pick a sub-
set of participants who are more likely to complete
the training, and therefore provide a better basis for
subsequent training. Of course, you will eventually
need to offer the training to all 1000 employees, but if
the initial pilot goes well, you should have the ration-
ale to ask for the additional resources you need to
complete the full training program.

Another strategy to minimizing the time required for
e-Learning initiatives is to distribute or delegate the
responsibilities as much as possible. This goes hand-
in-hand with the earlier suggestion to create an advi-
sory committee, since members can be asked to carry
out some of the tasks related to e-Learning. Some line
managers and supervisors may also be interested
enough in training, or e-Learning specifically, that they
are willing to play a major role in e-Learning projects.
Of course the key to this kind of shared workload is
to ensure that it appeals to the self-interests of the
parties involved.

Some general advice
to minimize time re-
quirements is to keep
your e-Learning proj-
ects as small as possi-
ble. The amount of
time required to imple-
ment an e-Learning
effort tends to be in
proportion to the num-
ber of participants. So
rather than offer train-
ing to all 1000 employ-
ees, pick a small sam-
ple of perhaps 50 for
an initial pilot test. Not
only does this reduce
the level of effort, but it
may also allow you to
pick a subset of partic-
ipants who are more
likely to complete the
training, and therefore
provide a better basis
for subsequent train-
ing.
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Off-the-shelf versus do-it-yourself
An issue closely related to the previous topic of time

needed is the extent to which you go with off-the-shelf
courses or try to create your online training materials.
Locating and evaluating off-the-shelf courses is very
time-consuming, and it’s tempting to give up early and
decide to develop your own courses. For an e-Learning
department of one, this can be a serious mistake. Even
with a good authoring tool, the amount of time required
to learn how to use it, as well as to learn the ancillary
software such as a graphics, photo, or video editor, can
be significant (i.e., many late nights). Likewise, learning
how to use an LMS or LCMS, a blog, a discussion sys-
tem, or a test creation program can require extensive
time investments. And keep in mind that once you have
created online learning materials, you have to maintain
them. Every time there is a major change to the content
of a course, the materials require revision. A popular rule
of thumb is that you must update 20 percent of the con-
tent of a training course annually. In a course with 100
screens or topics, you’ll need to change that 20 percent
every year.

The more you can go with off-the-shelf solutions,
the less time you need to spend learning course
development and delivery tools or doing course main-
tenance. Most e-Learning vendors offer turn-key solu-
tions that include some degree of customization to
your training setting for relatively little extra cost. Keep
in mind what I said earlier about vendors offering trial
versions of the courses and systems so you can try
them out before making any financial commitment.

If you must develop your own courses or e-Learn-
ing applications, try to use tools that require minimal
skills and time investments. I’ve already mentioned
that a slideshow program (such as Microsoft Power-

Point) is a versatile tool that you can use to create
materials for Web conferences or self-paced courses.
Similarly, screen recording software, such as Tech-
Smith Camtasia or Adobe Captivate, will allow you to
produce training materials quickly and easily for any
software application. Flash is probably the most wide-
ly used tool for courseware development today and is
not difficult to learn to use. Knowing how to use tools
such as these provides a lot of flexibility to develop
online training materials without a lengthy and expen-
sive development process. But it should still not be
your first choice.

Who to talk to?
One person e-Learning departments can be lonely

places. Many e-Learning managers report that they
have no one they can talk to for advice or just to toss
ideas around. Clearly this is one of the functions of
the e-Learning advisory committee. For interaction
outside of your organization, you can turn to discus-
sion forums and blogs (e.g., the Info Exchange in The
eLearning Guild’s Community Connection). And of
course, attending any e-Learning conference will give
you many like-minded souls to commiserate with, as
well as a start to establishing your own personal sup-
port network. The e-Learning world is big, so don’t be
afraid to reach out to it.

About the Author
Greg Kearsley, Ph.D., has been involv-
ed in the design, development, and
evaluation of online learning for over 
25 years. He is currently an e-Learning
consultant for The Human Equation

(www.thehumanequation.com) Contact Greg by e-mail
to gkearsley@sprynet.com.  

Resources
Note: All of the software listed is either free, or

offers a free trial version.
1. OpenOffice, a free alternative to Microsoft

Office: http://www.openoffice.org.
2. For free or inexpensive courses, see: 

http://www.learnthat.com
http://www.acrosspublishing.com
http://www.eridlc.com
http://ocw.mit.edu/OcwWeb/Sloan-School-of-
Management/index.htm 

3. Learning Management Systems: 
http://www.moodle.org
http://www.eleapsoftware.com
http://www.mindflash.com  

4. Test creation programs: 
http://www.centronsoftware.com/tcpage.html
http://www.testmaker.com 

5. Blog software: 
http://www.blogger.com
http://www.livejournal.com

6. Discussion tools: 
http://www.quicktopic.com
http://www.eblah.com
http://www.Webboard.com  

7. Web conferencing programs: 
http://www.gotoWebinar.com
http://www.Webex.com 

8. Screen recording programs: 
http://www.camtasia.com
http://www.adobe.com/products/captivate 

9. Web-based course development tools: 
http://www.readygo.com
http://www.adobe.com/products/presenter

Additional information on the top-
ics covered in these articles is also
listed in the Guild Resource Dir-
ectory.

65 Tips for Getting the Most out of Your e-Learning Budget |  36

http://www.thehumanequation.com
mailto:gkearsley@sprynet.com
http://www.openoffice.org
http://www.learnthat.com
http://www.acrosspublishing.com
http://www.eridlc.com
http://ocw.mit.edu/OcwWeb/Sloan-School-of-Management/index.htm
http://ocw.mit.edu/OcwWeb/Sloan-School-of-Management/index.htm
http://www.moodle.org
http://www.eleapsoftware.com
http://www.mindflash.com
http://www.centronsoftware.com/tcpage.html
http://www.testmaker.com
http://www.blogger.com
http://www.livejournal.com
http://www.quicktopic.com
http://www.eblah.com
http://www.Webboard.com
http://www.gotoWebinar.com
http://www.Webex.com
http://www.camtasia.com
http://www.adobe.com/products/captivate
http://www.readygo.com
http://www.adobe.com/products/presenter


Check it Out! Visit www.eLearningGuild.com or call 707.566.8990

Associate Member Member Plus Premium Member

How YOU Can Make a Difference...

The eLearning Guild is a global membership organization like no other...

A singular focus on the art, science, techno-

logy, and business of e-Learning — and the

collective knowledge of more than 33,750

members worldwide — are what sets The

eLearning Guild apart...

“Attending The eLearning Guild’s Annual 

Gathering helped me realize the Guild’s honesty 

and commitment to what e-Learning is all about — 

improving performance. Great conference, but 

even more — great Community of Practice!”

DAVID BRAUN, TRAINING & PERFORMANCE SUPPORT SUPERVISOR, SASKPOWER

The eLearning Guild is dedicated to meeting the needs of
anyone involved in the management, design, and develop-
ment of e-Learning. It’s a member-driven Community of
Practice and online information center that will equip you 
with everything you need to ensure that your organization’s 
e-Learning efforts are successful.

The Guild offers four levels of individual and group member-
ship. Starting at the FREE Associate level, the benefits you
can gain from membership will enhance your professional
experience. At the higher levels, you’ll discover the Guild can
be the core of your entire professional development program. 

Join Today!

n Every Issue of Learning
Solutions e-Magazine

n Annual Salary &
Compensation Report

n Social Networking Services
n The Guild Job Board
n Resource Directory
n Discount Programs
n Online Buyers Guide, 

e-Books, and Case Studies

Everything Associates
receive, and...

n Guild Research Reports
n 20% Event Discounts
n Enhanced Job Board

Access
n Enhanced Discount

Programs

Everything Members 
receive, and...

n Online Forum Participation 
(more than 120 live sessions
in 2009)

n Online Events Archive 
(more than 480 session
recordings in all)

Everything Members Plus
receive, and...

n One Full Conference
Registration (The
eLearning Guild Annual
Gathering or DevLearn
Conference & Expo)

n One Pre-conference
Workshop

http://www.eLearningGuild.com



