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Abstract

This chapter is a case study of how a polytechnic developed a strategic plan
for e-learning. It describes the institution’s rationale for moving more
strongly into e-learning, the processes followed by the institution to
develop a plan and ensure its acceptance through the institutional community,
and the factors that facilitated the process. It indicates that attention to
objectives, core values and principles, and faculty development and
training, are critical for the successful transition from mainly face-to-face
teaching to e-learning. The development of key performance indicators will
allow the success of the plan to be measured in 2010.
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| ntroduction

In many institutions, the introduction of e-learning follows a fairly standard
pattern. Five distinct stages can be observed:

. Stage 1 — “Lone Rangers’ (Bates, 2000): These are the early
adopters. E-learningisintroduced throughtheinitiativeof individual faculty
membersor instructors, often with noimmediate or direct support from the
institution.

. Stage 2 — Encouragement: The activities of the early adopters attract
the attention of senior administrators, who try to support them with small
grants or aslightly reduced teaching load.

. Stage 3— Chaos: After aperiod of time, agrowing number of instructors
embrace e-learning, but the administration starts to get worried about
quality, duplication of effort, lack of technical standards, such asthe need
to support different course devel opment platforms, and aboveall, the costs
of scaling up to large numbers of classes and instructors.

. Stage 4 — Planning: The senior administration realizes that priorities
need to be set, common technical standards established, technical and
design support and training for faculty or instructors devel oped, and cost-
effective ways of developing e-learning established so that budget and
instructor workload can be controlled.

. Stage 5 — Sustainability: Theinstitution has established a stable system
of e-learning that is cost effective and scalable. Few institutions to date
have reached this stage.

This chapter is about the fourth stage, how one institution devel oped a compre-
hensive, formal strategic planfor e-learning. Stockley (2004) notesthat thereare
many examples of how an institution should develop a strategic plan for
integrating educational technology (e.g., Benjamin, Carroll, Jacobi, Krop, &
Shires, 1993; Bruce, 1999; Dill, 1996; Ford, 1996) but few of how astrategic plan
for e-learning has actually been developed and implemented in a particular
institution. This chapter provides acase study of such aprocess. Although each
institutionisunique, thiscaseincorporatesplanning processesand strategiesthat
could be applied to awide variety of postsecondary institutions.
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The Institution and Its Context

The Southern Alberta Institute of Technology (SAIT) Polytechnic is a public
two-year, campus-based postsecondary technical institution focused on busi-
ness, computer technology, health and safety, and tradesand vocational training.
Itislocated in Calgary, Alberta. In 2004, SAIT provided courses and programs
to approximately 66,000l earners, of whichjust fewer than 12,000 werefull-time,
on-campus students. Itstotal annual budget isin the order of C$200 million.

SAIT firstintroduced e-learning in 1997 in theform of laptop programs. L aptop
programs have been running continuously since. Four of the seven academic
departments (Information and Communications Technology, Transportation,
Business and Tourism, and Construction) had laptop programsin 2005, repre-
senting 26% of theinstitution’ sfull-time learners.

However, not all programs in these departments required students to have a
computer. Studentsin most other departmentsat SAIT were not required to use
computersintheir studies. Morerecently, aconsortium of collegeslead by SAIT
and supported by the province of Albertaestablished aprovince-wide portal for
online learning, called eCampus Alberta, through which all existing online
coursesfrom each college could be accessed and taken for credit by any student
registered at another college. However, SAIT’ slaptop programs were not fully
online and could not be moved into eCampus Alberta. Lastly, onewhole degree
program (geographical information systems) was made available fully online.
However, thetotal number of onlinecourseswasrelatively small, at 42, with just
over 1,000 courseenrolments, or lessthan 100 full-time equival ent registrations.

The situation with regard to learning management software was also complex,
with departments and programs using different systems. A committee estab-
lished by the vice president academic recommended that SAIT standardize on
WebCT, and the deans’ council then requested that all program areas develop
at least one fully online course. There was some resistance from instructors to
this request.

SAIT’ sexecutive management committee’ saimisto establish SAIT asCanada’' s
premier polytechnic. They decided that e-learning was one strategy that would
movethemtoward their overall visionfor the Institute. SAIT set up an endowed
chair in e-learning, partly funded by Cisco Systems Inc., and the chair on
appointment was given responsibility for developing a strategic plan for e-
learning.

Lastly, the political and economic situation in the province of Alberta was
somewhat unusual. Albertaisan oil and gas producing province. Theprovincial
government has eliminated all government debt, and in 2005 it had a budget
surplus of almost $7 billion. At the sametime, there were (and are) major skills

Copyright © 2007, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of Idea Group Inc. is prohibited.



50 Bates

shortages in the province, and the government planned to increase access to
advanced education throughout the province by adding another 60,000 seatsin
the postsecondary sector between 2005 and 2010.

The Planning Pr ocess

Detailed work on a strategic plan for e-learning began in September 2004. The
vice president academic set up astrategy development committeefor e-learning
to assist with the planning process. This 10 person committee, chaired by the
chair in e-learning, aimed to represent all the key internal stakeholderslikely to
be affected by e-learning, while keeping the committee to a manageabl e size.
The strategy devel opment committee provided advice and approved the process
and recommendations that were developed for the strategic plan.

Between September 2004 and January 2005, the Cisco chair in e-learning
assessed the current status of SAIT's e-learning development, delivery, and
evaluation strategy. Todothishemetindividually with all deans; observed laptop
classes; held meetings with each academic department involving over 200
instructors; and met with over 60 students, thefaculty association executive, and
directors of support departments such asthe library, | T services, and customer
services. He also reviewed all relevant documentation such astheinstitution’s
academic and strategic plans.

In particular, the chair in e-learning worked with each of the academic
departmentsto help them devel op aconcrete vision of how they would liketo be
teaching in five years time and where e-learning would fit within that vision.
Thesedepartmental meetingswithinstructorswerecrucial for identifyingissues
that needed to be addressed in the plan.

Thefull plan contai ned 82 recommendations, including astrategy for implemen-
tation, under the responsibility of a newly appointed associate vice president,
academic devel opment. Theplanwasapprovedin principle, subject to affordability,
by thedeans’ council and the executive management committee and went to the
board for approval in principlein January 2006.
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Preparatory Stepsin
Developing the Plan

Before the plan was devel oped, five critical steps were taken, all in parallel.

Definition of E—Learning

In 2004, therewere at | east eight different terms being used to describe teaching
with computers at SAIT. Sometimes different terms were used to describe the
same activity in different departments; other times the same term was used to
describe quite different activities.

Thechairin e-learning started with the OECD definitionsof e-learning (OECD,
2005):

. None or trivial online presence.
*  Web supplemented.
*  Web dependent, but without significant reduction in classroom time

. Mixed mode—students’ online activities replace part of face-to-face
teaching/learning, but significant campus attendance remains

. Fully online

Interestingly, the OECD classification did not include laptop programs. To
complicate matters, SAIT’s Centre for Instructional Technology and Devel op-
ment had afive-category taxonomy related to different types of use of WebCT.
These can be summarized as follows:

. WBT1: Static administrative site
. WBT2: Student tests

e WBT3A: Laptop programs and supplementary “static” course resources
and testing

e WBT3B: Essential use of WebCT—course resources and discussion
forums

e WBT3C: Virtual course—all materials online (these would include all
eCampus Alberta courses)
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Figure 1. Revised OECD definition of e-learning

Face-to-face classroom laptop mixed distance
Teaching aids programs mode education
(WBTL/2) (WBT3a) (WBT3b) (WBT3¢)
-4 |
No Fully
e-learning e-learning

Thus the OECD definition was broadened as shown in Figure 1.

Conceptually, then, e-learning was considered as a continuum, reflecting in-
creasedflexibility for learners, fromnoe-learningtofully onlinee-learning. This
led to the following definition of e-learning at SAIT, which was agreed to by
EMC:

all those computer and Internet-based activities that directly or indirectly
support teaching and learning at SAIT, both on campus and at a distance

This broad definition recognizes the dependency of e-learning on other com-
puter-based services, such as information systems, customer services, and the
library.

Situational Analysis

The situational analysis looked at strengths/opportunities and weaknesses/
threats (a modified SWOT analysis) under the following headings: planning,
students, employers, programs, instructors, support services. (Funding is a
heading that could have been added, but it was not seen to be an issue at this
stage, given that there was an expectation that additional resources would be
needed and available.)

The situational analysisidentified that there was strong support for e-learning
from some employers, from most deans and directors, and from many students.
Instructorsweremore cautious. Although few objectedto e-learninginprinciple,
many wanted to be sure that resources and time would be made available to
enablegood quality e-learning to bedevel oped. A minority believedthat for their
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subject area, e-learning had limited potential . Although thelaptop programswere
generally judged to be successful by employers, students, and faculty, laptop
programs required regular class attendance and therefore did not provide the
flexibility of other forms of e-learning. In particular, laptop programs did not
provide the flexible access needed by learners in the workforce. Therefore,
despite the success of the laptop program, good technology infrastructure, and
skilled staff to support e-learning, SAIT was judged to be several years behind
the lead institutions in the polytechnic sector with respect to e-learning.

Rationale for E—Learning

The mandate to develop a plan for e-learning came from the executive
management committee, but noformal rationalefor e-learning had been codified.
A detailed rationale for the use of e-learning was developed by the chair;
discussed, modified, and approved by the strategy devel opment committeefor e-
learning; and signed off by EMC.

Thefollowing reasonsfor moving morestrongly into e-learning wereidentified:

*  To meet the flexible needs of today’s students

e Toincrease access to SAIT’s programming

e To enhance teaching and learning

e To better prepare students for the requirements of business and industry

e Todevelopindependent learning skillsthrough exposureto online program-
ming

*  To better accommodate the differing learning styles of SAIT’s students

The plan was to provide a means by which SAIT could meet increased market
demand, particularly for workplace training, and increase overall student num-
bers, without thefull cost of additional physical facilities. In particular, the plan
should enable SAIT to produce graduates with the vocational and trade skills
needed in an information-based economy.

Core Values and Principles

Discussion with instructors at the academic department meetings indicated the
need for a set of corevaluesand principlesfor the development of e-learning if
any plan was to receive their support. There was understandable concern, for

Copyright © 2007, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of Idea Group Inc. is prohibited.



54 Bates

instance, that e-learning would increaseinstructors’ workloads, that it would be
used to replaceinstructors, or that it would be imposed from the top with aone-
size-fits-all approach.

The following are examples of the 15 core values and principlestaken to EMC
and agreed to:

. E-learning will be used only where there are clearly identified benefits
(educational, financial, strategic positioning, etc.).

. Decisionsabout appropriate use of e-learning isan academic decisionto be
made at departmental level, but based on knowledge and understanding of
the strengths and limitations of e-learning.

. E-learning is not being used to replace instructors but to strengthen their
roleinteaching and learning.

. Increase in workload for instructors and students is to be avoided by
following best practices in e-learning, which includes team work, quality
assurance processes, hew approaches to teaching and learning, organiza-
tional change, and project management.

. Instructorswill have adequate time and resourcesfor training in the use of
e-learning.

. E-learning materials and programs will be developed in a cost-effective
manner, although costswill vary depending on the market and the require-
ments of the subject matter.

The agreement to these core values and principles was a very important part of
the planning process. They enabled points of conflict that had been identified to
be addressed before detailed planning began. They provided a context and
framework to guide decision making and recommendations and a means of
evaluating proposalsintheplan. Moreimportantly, they enabled trust to be built
with all the key stakeholders.

Vision for E—Learning

A vision statement for e-learning was developed after extensive consultation
within the institution and was approved by the EMC.

At the institutional level: SAIT will be an international leader in e-learning
development and delivery in the post-secondary sector, with aspecial emphasis
on the appropriate and cost-effective use of e-learning for the development of
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workforce skillsin a variety of trades and professions; all SAIT students will
graduatewiththeinformationtechnology skillsrequiredintheir areaof specialty.

At the academic department level: Each program in each academic department
will develop, for approval by the Dean and VP Academic, avision for teaching
andlearning, and within thisbroader vision for teaching and learning, avision or
plan for therole of e-learning within each program. Thevision will bereviewed
and amended at |east every three years.

At the administrative level: Studentswill be ableto access all student services
through the Web. All departmental information will be Web-based and acces-
sible to the public, as far as privacy and security allow.

Once these preparatory steps were completed, the development of the plan
became greatly facilitated.

Academic | ssues

The Design of Teaching

E-learning should not be approached as atechnical solution but as alearning/
businesssolution. Itismorelikely to be successfully implementedif itisseen as
part of abroader strategy of institutional renewal and innovation (Bloom, 2004).
Although traditional methods of teaching can be transferred to teaching by
computer (asin laptop programs), and e-learning can supplement regular face-
to-faceteaching, the uniquestrength of e-learningistheflexibility and control it
can provide to learners, built around the ability of instructors and students to
accessthelearning materialsand processes at any timeand any place. However,
for flexiblelearning, designsfor teaching arerequired that are entirely different
fromtheclassroom model. E-learning not only requiresdecisionsabout the place
and time of delivery of programs, but also the type of teaching and |earning that
should be adopted. Instructors above all need to understand fully the different
options available to them and to keep abreast of the changing needs of
employers.

Thus e-learning requires a rethinking of the curriculum and how best it can be
taught. The plan therefore recommended that the move to e-learning should
be combined with the adoption of new methods of teaching and learning
that reflect the needs of a workforce in an information-based society. This
was probably the most important strategic decision that SAIT had to make with
regard to e-learning.
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Planning for E-Learning in Academic Departments

Apart from laptop programs, most departments had no overall plan for e-
learning. E-learning is a tool; therefore, planning for e-learning needs to be
integrated within an academic department’s overall strategy for teaching and
learning. The plan recommended that each department should annually produce
athree-year plan for teaching and learning that specifies not only what courses
and programs it wishes to offer, but how these programs will be taught and the
numbers and types of studentsitistargeting. Thisplanwouldinclude proposals
for e-learning. It would be linked to the budget process and would be the main
factor determining allocation of resources to the department for the next fiscal
year.

The plan set atarget for the development of 450 new courses over fiveyearsin
either amixed-modeor fully onlineformat, or roughly 10-15 new coursesayear
in each department. Laptop programs would continue, but would be modified
over timeto provide moreflexibleaccess. Mixed-maodeor fully online programs
wereto be supported by businessplansthat identified therationalefor e-learning;
the intended market; learning objectives (skills and content); the method of
teaching; the costs of developing, delivering and maintaining the course or
program; and the likely amount and type of revenue to be generated by the
planned course or program. E-learning projects would be devel oped through a
project team involving faculty, instructional designers, Web programmers, and
other appropriate support staff.

Academic departments should have a plan to move students from being
dependent to independent learners through a gradual increase in e-learning and
the deliberate use of teaching strategiesto develop independent learning skills.
The knowledge of how and when to replace hands-on activity with virtual
learning through simulations and other techniques should be seen asacore area
of expertise for SAIT. Corporate Training would have a key role to play in
developing or brokering e-learning for workforce training and therefore should
develop astrategic plan for its activitiesin e-learning.

Thus, academic departments would have a good degree of autonomy within
general directions set by the vice-president academic to determine prioritiesfor
e-learning, and e-learning planning would be embedded within overall academic
planning withintheacademicdivision.

Faculty Development and Other Human Resour ce | ssues

The meetings with academic departments revealed that few of the instructors
were adequately prepared to develop quality e-learning. Most instructors came
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to SAIT with atrades or industry background and, whilethey are generally very
compulter literate, they lacked the understanding of educational theory needed to
fully exploit e-learning.

E-learning requires substantial up-front planning and development of materials
before a course or program is ready for delivery. Extratime would be needed
initially to create a large core of e-learning courses. Ongoing training and
professional development would need to become an essential and regular part of
the work of all instructors. However, instructors at SAIT had a very heavy
classroom teaching load (over 20 hours aweek in front of a class, on average).
Therefore, teaching loads would need to be reduced over several yearsto free
up the necessary time for course development and faculty training. Eventually,
areduction of time spent in class while students are online, a higher proportion
of studentsworkingindependently online, and anincreasein support staff should
free up at least some of the time needed by instructors for the development of
online materials. However, it was recognized that initially e-learning could not
become a major part of SAIT's strategy without increasing the number of
instructors to reduce current teaching loads. Therefore, it was recommended
that atotal of 30 additional full-time instructors be hired initially to kick-start
mixed-mode and fully online e-learning acrosstheinstitution.

Furthermore, most professional development was being done in face-to-face
small group workshops after thetwo regular semesterswere completedin April.
More flexible ways of delivering training and professional development for
faculty needed to beexplored, such asonlinecourseson how to design e-learning
courses and short periods free of teaching during the regular semesters. It was
therefore recommended that the Centre for Instructional Technology and
Development run I nstitute-wideworkshopswheregeneric needsdealing specifi-
cally with the overall design of e-learning could be identified. It was also
recommended that eachinstructor haveatraining planin place by June 30, 2006,
and that asenior instructor within each department be appointed to organi ze the
department’s in-house faculty development program, in collaboration with
CITD. Lastly, SAIT needed to examine and upgrade its current personnel
policies for e-learning support staff to ensure that terms and conditions of
employment were competitive, because SAI T wasfindingitincreasingly difficult
to recruit and retain such specialist staff.

Student Computing Policies

Thevisionstatement required all SAIT studentsto graduatewith theinformation
technology skillsrequiredintheir areaof specialty. Indiscussionwithinstructors
from every department, it was clear that in each program there were topics that
would benefit from knowledge in how to use computers and/or the Internet,
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although the overall importance varied from course to course. Thus, in the near
future every student would need computer access at sometimeintheir program.
However, programs requiring students to use a computer must have clearly
specified added valuein terms of the competencies that studentswould develop
through the use of the computer. Every program, therefore, should have aclear
policy statement about the need for a computer, the benefitsit would provide,
how the computer should be supplied, the minimum technical specifications, and
the computer skills needed by the student on entry to the program.

It wasrecommended that programsrequiring full attendance on campuscontinue
tooperatecurrent laptop policies, where SAIT owned the computersand the cost
was included in the student tuition fee. Students would be expected to provide
their own computersfor fully distance and mixed-mode coursesand for campus-
based courses where the use of a computer was optional. SAIT should provide
a pre-entry course to bring all students up to the minimum computer literacy
standards set by SAIT.

E-L earni ng Support Issues

The Centre for Instructional Technology and
Development (CITD)

To ensure the quality of SAIT’s e-learning, the plan strongly recommended a
team approach to the design and devel opment of e-learning programs, requiring
input not only from subject experts (theinstructors), but also from instructional
designers, Web programmers, and media producers. The Centre for Instruc-
tional Technology and Development (CITD) was expected to provide this
essential support.

However, as in many institutions, there was an ongoing tension between the
academic departments and the central support unit. CITD could not meet all the
demands on its services. It was able to provide service to only 22 out of 80
projects in 2004. Furthermore, although CITD had instructional designers and
faculty development specialists, some were not trained or experienced in e-
learning or project management. Consequently, a number of academic depart-
mentshad been building acottageindustry indistance education and instructional
design based on short-term contracts. However, sinceitisdifficult to find high
quality specialistsin e-learning, it made sense to provide regular employment,
both to recruit good staff and to ensure that experience gained in e-learning
remained within the organi zation. Thusto achieve high standardsin e-learning,
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it wasimportant for e-learning specialiststo befunded and staffed with full-time
positions, withtheability to movethem around the organization asdemand among
different departments fluctuated.

As a result, it was recommended that CITD increase capacity from 4 to 20
instructional designers, from 11 to 20 multimedia developers, and from two to
four faculty development facilitators, over the next fiveyears. At the sametime,
a matrix model of management of CITD resources was recommended. A
committee each year would determine the allocation of CITD resources to
different departments through service agreements, but it was strongly recom-
mended that specialist e-learning support staff continueto befunded through and
responsible to the director of CITD.

Other Support Departments

The plan also discussed the support requirements in the library, information
systems, and customer services. A modest increase in resources was recom-
mended for the Library to strengthen its support for online learners. The IT
infrastructure at SAIT wasin general of ahigh level, but there were some weak
spots. Some teaching areas had wireless access, but many did not. It was
recommended that the whole campus have wirel ess access by September 2006.
An extra technician was needed to provide 24x7 support for WebCT, and
additional servers and data centers were required. The main platform would
continue to be WebCT, and the strategy development committee would be
responsible for recommendations regarding upgrades and developments.

Customer services is a term used at SAIT to cover a range of administrative
servicesto students, including theregistrar’ s office. The more students moveto
e-learning, the more demand therewill be from both instructors and studentsfor
online access to administrative services. SAIT had a made a good start by
building two portals, mySAIT.ca and myFaculty, through which a number of
services could be accessed online. However, new functionality needed to be
added. It was recommended that a mySAIT.ca management committee be
established, chaired by the Registrar, to determine priorities and to identify and
access resources for the up-grading and maintenance of mySAIT.ca. More
importantly, SAIT needed a broader, integrated institutional e-strategy that
would encompassall usesof thenternet, including e-learning, e-commerce, and
e-administration.
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Organizational |ssues

Intellectual Property and Academic Content
Management

E-learning results in the creation of digital content that can be re-used or re-
designed for multipleuses. Digital content thereforehaspotential valuethat goes
beyonditsinitial usein aspecific act of teaching or learning. As Magee (2005)
comments, “the considerable investment in [digital] materials requires an
organizationto receivefair compensation for their useand maintain control over
their usage.” Despite a great deal of research and development into specific
learning objects and standards, little attention has been paid to the issue of the
management of digital content from the strategic perspective of an institution.

Some of the strategic issues in academic digital content management are as
follows:

. How best to create digital content so it can be re-used.

. How to store and make accessible digital content.

*  Who owns the copyright for digital content once created.
e What uses are permitted of that content and who decides.
. Quality control or assurance.

*  The business case for digital content management.

It was recommended that SAIT management make a clear statement about its
financial goalswith respect to there-use of digital learning materialsand online
courses, as there are various positions that could be taken, from a free public
resource through to charging for everything. It was also recommended that a
sub-committee on the management of digital content be established. Itsmandate
would betodevel op aplanfor content management, including recommendations
on policy and procedures. To assist in developing policies for content manage-
ment, the business case for the re-use and sale of learning materials should be
explored by corporatetraining. Inthe meantime, SAIT should establishinitially
alow-cost central registry of all digital e-learning materials that would enable
materialsto be quickly and easily identified for third-party use.

Although many IP issues concerning the creation and use of digital materials
were covered by current I P policy (which specified that all materials created by
employeeshbelongedto SAIT), it wasrecommended that SAIT develop ageneric
wording of contracts with third parties to protect moral rights and the integrity
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of SAIT's digital materials when re-used. Better procedures to ensure both
copyright compliance and easier use of copyright materials were needed.

Financial | ssues

In the long run, the aim of the plan was to develop a system where e-learning
courses and programs could be designed in such a way that there would be no
net increase in work for instructors. However, for e-learning to be cost-
effective, instructors would need to be skilled and experienced in the design of
e-learning and have adequate technical and educational support. Giventhat this
was not the case at the time of the planning, it was recogni zed that over the first
fiveyearsfollowingtheinitial implementation of theplan, substantial investment
would be needed to support the design and devel opment of e-learning programs.
These costs would be largely offset by additional revenues through increased
enrolments of approximately 25%, if the target for new e-learning courses was
met. Brokering of online materialsand servicesand contractswith the corporate
sector would also generate substantial revenues.

After fiveyears, the costs of e-learning would beanintegrated part of theoverall
academic budget. The main risk would be hiring 30 new instructors to help
generate new e-learning programs and to improve the general teaching skills
level. However, this risk was offset by the knowledge that student numbers
would likely increase and government funding was likely to be available to
support such an increase.

| mplementation and Monitoring

The new associate vice president of academic development was given the
mandate to ensure the plan was implemented. The plan also gave considerable
attention to how success in e-learning could be monitored and evaluated. A
careful examination of existing evaluation tools and methodologies at SAIT
indicated that these on their own were insufficient to assess the success or
otherwiseof e-learning. Thusthefollowing specific key performanceindicators
were recommended to monitor and evaluate SAIT’s e-learning strategies and
activities on an annual basis, using 2005 as the base:

1. Target number of courses using each type of e-learning
2. Target five-year budget projections for e-learning
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3. Cost per enrolled student

4. Implementation of quality assurance procedures

5. Student satisfaction

6. Employer satisfaction

7. Analysis of student enrolments by type of student

8. Coursecompletions

9. Changesin learning outcomes/student performance

10. More effective use of facilities

11. Cost per graduate student

12. Increased revenues or savings due to the introduction of e-learning

SAIT should useitsKPIsfor e-learning to benchmark itsprogressagai nst similar
institutions, or institutionswhich SAIT considered to beinternational leadersin
e-learning.

Factors Influencing the Development
and Acceptance of the Plan

Strategic planning isacontinuousnarrative. Although the plan was approved by
the EM C in September 2005, it still had to beimplemented at the time of writing
(December 2005). However, adetailed plan hasbeen approved, and it ispossible
to review the factors that enabled such a plan to be created.

Institutional Leadership

The plan wasdriven primarily by the vice-president, with the full support of the
president and her executive team.

The Cisco Chair in eLearning

Theendowment of achair enabled the VPto hireaspecialist in e-learning under
flexible conditions of employment to take leadership in developing aplanfor e-
learning. The chair spent atotal of 70 working days over aperiod of 12 months
ondeveloping the plan. Therewasan advantagein having someonefrom outside
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the institute with recognized expertise who could take an independent view on
theprocessof planning, but with along enough appointment to providesignificant
input, continuity, and accountability.

I nclusiveness

The process aimed to be asinclusive as possible. Despite limited availability of
instructorsduetotheir heavy teachingload, thechair in e-learning met with over
200instructorsand spent several hoursin each academic department discussing
e-learning, the problems and barriers, and its potential role with instructors and
curriculum coordinators. Thevisioning process, inwhich departmentsdiscussed
the future role of e-learning, was both a failure and a success. It was a failure
inthat few departmentswere able in thetime available to identify innovative or
even appropriate roles for e-learning. Nevertheless, it was a valuable exercise
inthat itindicated thescal e of the problem of faculty readiness, theneed for more
professional development and trai ning in teaching methods, and the difficulties
departmentsfaced in finding timefor instructorsto do anything other than stand
infront of aclassduring thetwo regular teaching semesters. Studentsal so played
an active and important role in the planning process. Students, in fact, were
impressively thoughtful and engaged in the process.

There was one important stakeholder group that was not involved at this stage
and perhaps should have been. SAIT has close links with employers, and there
was a feeling by some instructors and one or two deans that employers or
accrediting agencies such as Transport Canadawould not understand or support
a move to e-learning, especially if it resulted in less time hands-on in skills
training. Employers certainly need to be consulted as individual e-learning
programs are being planned, and employers would be closely consulted at this
stage. However, thecollegemadeadecisioninprincipletoincreaseitse-learning
activities, partly asaresult of input from somekey employersbeforetheplanwas
developed. Nevertheless, the timing in terms of involving employersin discus-
sionson proposed changesto apublic educational institution’ steaching strategy
isanimportant consideration.

Political Context

The senior administration was aware of the government’ s large budget surplus,
their intention to dramatically increase enrolmentsin the post-secondary sector,
and their interest in technology investment to improve performance in the
collegesand universities. SAI T’ ssenior administration therefore saw increased
investment in e-learning asameans by which to meet core government goalsfor
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the postsecondary sector in Alberta. Its plan for e-learning would position the
institutefor theforthcoming government review of postsecondary education, due
in December 2005. Thus, the plan for e-learning was aligned as a core element
of SAIT's overall strategy.

Conclusion

SAIT’ s strategy is not to eliminate face-to-face teaching, nor to use e-learning
merely as a supplement to classroom teaching. There is no single solution for
teaching, and each academic program hasto decide the best mix of face-to-face
and online teaching, depending on the intended target groups, the nature of the
content, and theresources and skillsavailable. At theend of fiveyears, then, the
plan envisagesthat three quarters of all programswould still be largely face-to-
face classes. About 50% of all classes would not require computer access or
would use e-learning as an optional supplement to classroom teaching. Another
25% of all classeswould belaptop programs, requiring regular classattendance.
The main change would be to move approximately 15% of all classes into a
mixed-mode format, accommaodating studentswho require moreflexible access
but who do not want to lose face-to-face contact with instructors and other
students. Theremaining 10% of programswould befully onlineaimed at lifelong
learners. In addition, there would be a separate but important program linked to
corporatetraining, through re-sale or brokering of onlinetraining materials and
contracts for the development and/or delivery of corporate specific e-learning
programs.

However, it would be a mistake to consider this a modest change in teaching
practice. More important than the actual mix of different kinds of e-learning is
the shiftin teaching methodol ogy, away from aninstructor-led classroom model
to one where students work more independently and where instructors create
learning material sand facilitateand managelearning activities, working with an
instructional designer and Web devel oper in ateam. Also, the plan envisages a
significant change in the student population. While the high-school leaver
wanting full-time, campus-based education will still constitute a majority of
students, the plan foresees substantial increases in part-time students and
lifelong learners, and a much stronger corporate training market.

Before the Normandy landings, General Eisenhower said “Planning is every-
thing; the plan is nothing.” In other words, the process of planning is what
providesreadinessandflexibility, evenif planshaveto be changed or abandoned
inthelight of unpredicted events. Althoughtheplan callsfor achangein culture,
it follows well substantiated change management processes from the business
sector, but adapted to the postsecondary sector (see Bates, 2000).
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The real test though still lies in the future. Will the administration be able to
support and implement the processesoutlinedinthe plan? Will thekey stakehol d-
ers—students, instructors, employers—buy into the plan? Will theinstitution be
able to find the financial resources needed to make e-learning a success? And
aboveall, will instructorsbe able and ready to changetheir methods of teaching?
Wewill havetowait until 2010 at the earliest for the answersto these questions.
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