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1.
Background and Project introduction
In support of the Department for Education and Skills (DfES) e-Strategy, the Learning and Skills Council (LSC) funded the four year (2003-7) e-Shift programme of activities aimed at promoting the use of a variety of technologies in teaching and learning within Adult and Community Learning (ACL).  A key theme of the e-Shift programme focused on the need to drive organisational e-maturity, defined as the transitional stages an organization moves between from having “localized, uncoordinated e-learning initiatives led by innovative enthusiasts to having e-learning fully integrated into all aspects of culture and operations”
.

During 2006/7, the NIACE-funded E-Maturity Transformation Project (a component of the overall e-Shift programme) funded a number of small-scale interventions designed to accelerate change in the ACL sector towards e-maturity. The degree of change has been measured by use of the e-learning Positioning Statement, or eLPS tool, to benchmark and support organizations self-review e-learning progress. In order to maximise the learning from the E-Maturity Transformation Projects, NIACE commissioned a small scale study to aid understanding of the factors influencing organisational progress (both positively and negatively) towards E-Maturity, draw out transferable good practice and develop case studies to help illustrate the eLPS tool transition stages.    
Rationale

Benchmark or standards-based approaches to improving practice (such as the eLPs tool) usually involve a grouping together of descriptor statements into levels, or stages, which reflect progress towards a quality standard or personal development goal. These benchmarks and/or standards are usually developed as national frameworks, which are then critiqued and strengthened over time by feedback from teachers, tutors and trainers working with the standards across a range of learning environments.

A key part of this process is the need to develop illustrative examples (‘pen portraits’) of what each descriptor statement, or ‘family’ of statements, actually looks like in practice and how it might differ depending on the delivery context, in order to enable staff to feel confident that their practice (or their organisation’s practice) has developed to the point where they can identify improvement, recognise that their practice has developed sufficiently to warrant movement between stages, and understand what type of evidence can help demonstrate progress within the standards or benchmarks.

E-Maturity Transformation ‘Pen Portrait’ Case Studies and Summative Report
In order to identify the ‘distance travelled’ by organisations and support the sharing of good practice within the ACL sector, 10 case studies have been developed profiling the experiences and successes of a sample of E-Maturity Transformation projects. Each case study describes interventions, actions and outcomes arising from the projects, helps to characterise the wider context, key enablers and key barriers encountered by organisations during their transition towards an e-mature state. In addition, a summative report has been produced, in order to better understand the common factors affecting e-maturity interventions and identify potential areas of transferability across educational organisations and sectors.

For presentational purposes, the case studies and summative report have been combined into a single document. 

2.
Methodology, Outputs and Sample
The NIACE study employed the following methodology:

a.
Sample selection and ‘License to operate’
A first-stage sample frame was developed to (i) identify those E-Shift projects most closely aligned with the ACL e-Learning Positioning Statement (eLPs) stage categories (E.g. Vision and Strategic Planning, Teaching and Learning). (ii)  Following the first-stage sampling, a purposive sample was identified in order to capture a range of different organisational starting points and situations, including urban/rural settings, organisational size/incomes/student numbers, ALI assessments and existing levels of e-maturity. Having identified an appropriate sample (see Table 1.1), the project co-ordinators were contacted and their agreement to participate in the research was requested, alongside a short description of the project aims and anticipated outcomes (see Annex 1.) This ‘license to operate’ process included checking data sharing agreements and was considered vital given the existing time demands and organisational pressures faced by E-Shift project co-ordinators.

b.
Desk review and 1:1 interviews
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Having established a viable sample and agreed the necessary access permissions, a short desk review of the E-Maturity Transformation Project Plans was undertaken, both to develop familiarity with the project objectives and devise a case study template (see Annex ). In addition, the desk review also informed the development of an interview schedule, designed to help draw out some of the factors enabling and/or inhibiting organisational change towards e-maturity (see Annex ), represented below in Figure 1.1.
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Carried out between January – March 2007, 10 1:1 telephone interviews were conducted, with two organisations providing examples and evidence for each of the 5 eLPs Framework categories (E.g. Vision and Strategic Planning, Teaching and Learning, Staff Development etc)

The case study template was designed to be multi-layered, combining evidence from the E-Shift original project plan templates, staff attitude surveys and final project reports with the following 1:1 interview components:
a) Project Background; including stated rationale, aims & objectives 

b) Implementation; Description of key stages of the projects’ development/implementation processes (either on the basis of key performance indicators or chronology, or other measures to be devised/agreed e.g. cultural changes)

c) Evidence of broader organisational movement; what observable organisational changes have occurred that can be associated with the implementation of the E-Shift projects? What change has the project influenced in terms of organisational development? Based upon the eLPs tool, what are the indicators of this change? How might this be evidenced?
d) Staff Development (attitudinal); How can observed changes in staff attitudes be attributed to the implementation of the eLPs tool? (based upon data collected by projects through pre & post Staff Attitude Survey).

e) Teaching & Learning; what effect (improvement or otherwise) has the implementation of the eLPs tool had on teaching and learning processes? Can any evidence of benefits to learners be discerned?

f) Future Plans; Summary of projects’ future plans on the basis of project interventions to date

c.
Summative report

In addition to the 10 multi-layered case studies, NIACE also commissioned a final report, drawing together examples and evidence of organisational movement towards an E-Mature state, cross-referenced against similar frameworks to the eLPS tool (E.g. Becta Self-Review Framework, LLUK ICT Standards) in order to better understand the common factors affecting e-maturity interventions and identify potential areas of transferability across educational organisations and sectors.

d.
‘Plausible association’ - Isolating the benefits of the E-Shift interventions
“Assessing impact is a complicated process, especially when measuring the impact of intrinsically complex, intangible and often ill-defined processes such as organisational capacity building”. Hailey, James & Rigby (2005)
  - 

Whilst the NIACE E-Shift and Learning Platform programme aims to contribute towards the e-maturity of participating organsations, it was recognised from the outset that, set against the wide range of external, political, funding and workforce factors present in most educational organisations, it would be extremely difficult to directly attribute changes in e-maturity solely to the E-Shift project intervention. 

As an alternative, the concept of ‘plausible association’ was employed, whereby the evidence sources of organisational ‘shift’ – the Initial E-Shift Project Plan, Staff Attitude Survey results, the Final Project Report and the eLPs self-assessment – were triangulated and validated through the 1:1 interviews with project coordinators in order to establish a plausible association between the E-Shift project intervention and the degree of organisational ‘shift’ towards e-maturity.
	ACL eLPs  Themes
	
	ACL eLPs  Elements
	
	Case Studies

	
	
	
	
	

	1. Vision and strategic planning


	1. 
	2. a. Clarity of vision for development of e-learning within the organisation. 

3. b. Communicating the vision across the organisation. 

4. c. ILT/e-learning strategy. 

5. d. Relationship of ILT/e-learning strategy to other strategic plans. 

6. e. Strategic management of ILT/e-learning. 

7. f. Coherence with local, regional and national strategic frameworks.
	
	Bromley Adult Education College

	
	
	
	
	Warwickshire County Council

ACL Service

	
	
	
	
	

	2. Teaching and learning


	
	a. Electronic availability of learning resources.

b. Using the Internet for teaching and learning. 

c. Electronic communication. 

d. Additional support for learners. 

e. Outreach and inclusion. 

f. Learning and teaching styles. 

g. Development of learners' ILT skills.  

h. Developing and broadening the curriculum. 

i. Using electronic means for recording progress and achievement.

j. Re-engineering teaching and learning.
	
	Adult and Community Learning, Blackpool Council

	
	
	
	
	Devon Adult & Community Learning

	
	
	
	
	

	3. Staff development


	
	a. Analysis and understanding of staff development needs. 

b. Staff development programme and delivery. 

c. Making the best use of enthusiasts. 

d. Competence and confidence of teaching staff. 

e. Competence and confidence of support staff.  

f. Impact of staff development on the organisation.
	
	Cheshire County Council Lifelong Learning

	
	
	
	
	Workers’ Educational Association, West Midlands Region

	
	
	
	
	

	4. Infrastructure and equipment


	
	a. Access to computers and other IT/ICT equipment 

b. Internet connectivity 

c. Learning platform development 

d. Technical support for staff and learners
	
	Kent Adult Education Service

	
	
	
	
	York Adult & Community Learning Service

	
	
	
	
	

	5. Managing and implementing ILT
and e-learning


	
	a. Implementing the ILT/e-learning strategy and action plan 

b. Monitoring and reviewing implementation 

c.Commitment throughout the organisation to the development of ILT/e-learning 
d. Partnerships 

e. Funding and sustainability
	
	Cambridgeshire County Council

	
	
	
	
	Essex Adult Community Learning
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	Project title and ‘pen portrait’
	Bromley Adult Education College (BAEC)

	Project context - Bromley Adult Education College (BAEC) has delegated authority for the delivery of adult & community learning in the London Borough of Bromley (south-west London). BAEC offers approximately 2,000 courses per year across a wide range of curriculum areas. Working through 3 main delivery sites (Widmore (Bromley), Kentwood (Penge) and Poverest (Orpington)) and nearly 100 outreach centres, the College serves the needs of approximately 12,000 learners a year. Funded by the LSC, BAEC provision has been assessed as Grade 2 by the ALI.

BAEC has an intranet for staff and students (http://intranet.baec.ac.uk) and a website www.bromleyadulteducation.ac.uk offering contact and learner information, and the opportunity to ‘web enrol’.

Partner organisations – No partner organisations were involved with the BAEC E-Shift project.

eLPs assessment and project rationale – Following an initial eLPs baseline review (July 2006), BAEC identified that, across the various eLPs themes, the College was broadly at the ‘Developing’ stage of e-maturity, and recognised the potential of the NIACE E-Shift intervention as means of ‘kick-starting’ the mainstreaming of e-learning towards the ‘Established’ and ‘Embedded’ eLPs stages. With guidance from the ILT Development Manager, the BAEC Senior Management Team (SMT) took the view that, in order to successfully mainstream e-learning across the organisation, active SMT leadership was required in the three areas of (i) raising staff/student awareness of e-learning, (ii) establishing the Intranet as a key tool and (iii) embedding e-learning within and across other College policies.
Project aims, objectives and outputs
The primary project aim involved the development of a 3 year organisational vision for e-learning, linked to the delivery vehicle of a revised e-learning strategy and corresponding action plan. A key factor in the design of the project involved negotiation with the SMT to allow existing College policies, procedures, funding streams and staff development approaches to be amended to better reflect and incorporate e-learning.

To take forward the strategy and action plan, a series of E-Shift project objectives were also developed around the three areas listed above, including development and implementation of a staff development programme (raising awareness of e-learning) and achieving an increase in levels of Intranet usage amongst staff and students (establishing the Intranet as a key tool). 
As the BAEC ILT Development Manager had already participated in the E-quip facilitator training, it was felt that the E-Shift project did not introduce activity but rather helped to accelerate organisational embedding.

Target audience: Consistent with the project’s whole-College approach, all staff and all students were considered to be 
the target audience, although managers were targeted initially to support the ‘cascade’ of knowledge and skills amongst 
the wider workforce.
Sustainability: By aiming to embed e-learning within existing College policies and processes, the BAEC project was 
inherently sustainable, especially given the incorporation of e-learning as part of the BAEC’s ongoing staff development
 programme.

Limitations and disbenefits: Funding restrictions/reductions were identified as the key issues threatening forward momentum and continued progress of the project.
Reporting: In order to monitor progress and make recommendations, an internal Steering Group was established 
with membership from SMT, tutors, support staff and learners.

External support: The project received external support from the NIACE e-consultant assigned to the project (Hilary 
Dorling) and the regional JISC RSC, Simon Crowe.
Communication

In terms of communication, the vision (once agreed by SMT) was disseminated to all members of staff via the College newsletter and through the development of a dedicated ILT/e-learning newsletter - TechnoTalk – see image above - which is published twice termly and distributed to all 500 staff twice a term.
Key achievements - 

Whole College approach

During the implementation of the project, all staff were invited to participate in the staff attitude survey, training events/courses and follow up meetings and 80 staff (from a total workforce of 500) attended at least one of the e-learning sessions, including 14 middle managers and senior administrators. The E-Shift intervention allowed financial incentives to be offered to staff, and this approach attracted a greater number of staff to training than previous CPD events,  and helped to accelerate the embedding ILT/e-learning process.
Anecdotal evidence of ‘E-shift’

Broadly, the project coordinator feels that the College has moved from the developing to the established stage of ther ELPS framework as owbership of the ILT/E-learning strategy used to be her responsibility, and it is now fully owned and understood by the wider College management team.

Mobilising Senior management support
The BAEC senior management team were consistently involved in the project, and, with support from the ILT Development Manager, were ultimately  responsible for completion of the eLPs tool, the 3 year BAEC e-learning vision statement and the partial revisions to other College policies. Interestingly, it would seem that that there is now more of a “.. definite sense that senior management have more fully engaged with embedding ICT…” within BAEC. During the last 5 years, there has been senior management support for e-learning but it remained passive support – Following the E-Shift intervention, the support from senior management team members developed from passive into far more active support, and there is now a “… clear sense from the top that this agenda needs to be driven…” 

Shifting staff perceptions

 Although 18% of BAEC staff (91 out of 500, of which 67 were tutors) completed the initial Staff Attitude Survey, responses to the post-intervention survey were extremely low (34 respondents) preventing the use of the survey as evidence of organisational ‘shift’. However, of the 34 post-intervention respondents, 84% felt that e-learning had some importance for the organisation and two out of three respondents saw e-learning as having some relevance to their job. In terms of increased staff usage of technology, a key aspect of the BAEC E-Shift project involved driving up staff and student useage of ICT. During the project period, a 45% increase in the numbers of staff accessing their course pages and a 77% increase in the numbers of learners accessing their home pages was recorded. In order to build on this achievement, an on-line user survey is planned for the Summer period to help inform 2007/8 activity.
Key challenges

It was felt that, in order to properly look for and identify evidence of organisational shift, the overall E-Shift project timescales were too short.

Areas of transferability A key benefit and area of transferable practice emerging from the BAEC E-Shift project was the development of organisational benchmarking. The process of considering which benchmarks were realistic, robust and repeatable , and then implementing the systems required to generate evidence (although it was acknowledged that these systems included a mix of quantitative and qualitative approaches) was felt to be of genuine value and would not have happened without the E-Shift intervention. BAEC now have a series of organisational benchmarks to inform progress year on year. Examples of benchmarks included staff use of e-learning in and out of the classroom and levels of access to ICT/ILT equipment. Interestingly, ‘softer’ indicators of organisational ‘shift’ have been indentified, including the emergence of ILT/e-learning related activities without leadership from traditional champions – a strong indicator of genuine organisational mainstreaming having occurred.

	Associated disbenefits/costs

The costs of planning and implementing the project were: Total: £24,800 (£10k E-Shift contribution, £14.8k BAEC match)

The principal threat to embedding and operationalising e-learning across the college was considered to be the reduction in infrastructure and staffing budgets. By embedding e-learning into a wide range of corporate documents, the burden of implementation is shared across budget areas and staff responsibilities, minimizing the threat of funding reductions. 



	Institution contact details
	Sarah Sweetman – Bromley Adult Education College - Widmore Centre, Nightingale Lane, Bromley BR1 2SQ
sarah@bromleyadulteducation.ac.uk 


	Bromley Adult Education College (BAEC), London
	Baseline eLPs position (July 2006)
	E-Shift intervention  (March 2007)
	12 month eLPs position            (July 2007)

	

	1. Vision and Strategic Planning

	8. a. Clarity of vision for development of e-learning within the organisation. 
	Developing - There is awareness amongst senior managers of the direction in which the organisation will go to develop e-learning but the vision lacks detail.
	Established

The E-Shift intervention helped move SMT support from passive to active engagement, and this is now reflected in a clear sense of ownership amongst the BAEC senior managers. A key part of this process was the degree to which SMT were involved in the process of reviewing and endorsing the BAEC high level ‘Vision for e-learning’, resulting in senior staff now ‘sharing a clear and detailed vision for how e-learning will develop in the next few years’
	TBC

	9. b. Communicating the vision across the organisation. 
	Developing - Communicating the vision to staff and learners has started, but as yet awareness of the vision is limited to a minority of staff.
	Developing ( Established
The BAEC ‘Vision for e-learning’ has been communicated actively through the development and dissemination of ‘TechnoTalk, which goes to all staff twice a term. The BAEC e-learning vision was profiled in the December 2006 edition. More passive communication of the vision has been achieved through the development of the revised e-strategy and integration of e-learning aims within wider College documents, which will ultimately affect all staff. 
	TBC

	c. ILT/e-learning strategy. 
	Developing - An ILT/e-learning strategy has been published but it is not yet a key driver of organisational change.
	Whilst BAEC have revised and refreshed their e-learning strategy and established a widely available staff development programme, it is difficult to establish whether staff from across the organisation (as opposed to ICT/ILT staff) actively contribute to the process of ‘implementing, updating and developing the ILT/e-learning strategy’. However, during the e-Shift project, BAEC did effect changes to recruitment policies to ensure the College’s ICT/e-learning needs were reflected in the tutor recruitment process. There are also plans to extend this to administrative and support assistant positions, a step which will increase the future likelihood of all staff actively contributing to the ILT /e-learning strategy.
	TBC

	d. Relationship of ILT/e-learning strategy to other strategic plans. 
	Developing - There is some cross-referencing between the ILT/e-learning strategy and the organisation's other strategic plans.
	Developing ( Established
Prior to the E-Shift intervention, there were some references to ILT in BAEC’s Medium Term Strategic Plan (FE) and Adult Learning Development Plan. During the E-Shift project, amendments were made to the tutor recruitment policies but rapid progress was impeded due to wider factors (E.g. SMT distracted by external funding cuts). However, the E-shift project has helped secure SMT commitment to continue the process of embedding and cross-referencing ILT/E-learning across college policies, albeit over a more gradual timescale.
	TBC

	e. Strategic management of ILT/e-learning. 
	Developing - There are some links between different departments, teams and curriculum areas in terms of the management of ILT/e-learning.
	Whilst within BAEC there is a “definite sense that senior management have more fully engaged with embedding ICT”, the establishment of the ‘Vision for e-learning’ , changes to tutor recruitment processes and associated activity is still too recent to provide evidence of a ‘strategic approach to the management of ILT/e-learning across the whole organisation’ (Established stage). 
	TBC

	f. Coherence with local, regional and national strategic frameworks.
	Early Stages - Local, regional and national strategic frameworks are referred to in the ILT/e-learning strategy but in practice these priorities have only a limited impact on the planning and delivery of e-learning.
	Whilst there is a very strong understanding of national and regional strategic frameworks reflected in BAEC documentation and strategies, there is a lack of external support and clarity to assist with the translation of national/regional strategic priorities into local delivery actions, preventing the organisation shifting from ‘Early Stages’ through to ‘Developed’.
	TBC




	Project title and pen portrait
	Warwickshire Adult and Community Learning (ACL) Service

	Project context
The Warwickshire ACL project aims to deliver service-wide e-learning enhancements. However, ACL provision in Warwickshire is physically located across 5 delivery areas:  North Warwickshire, Nuneaton and Bedworth, Rugby, South Warwickshire and Warwick. The Warwickshire ACL service offers a wide range of provision, including Outreach community development work, direct delivery of Essential Skills, Family Learning, Literacy and Numeracy and Information and Computer Technology (including both first rung activity and some accredited programmes). The learner profile of the service comprises: 30% male, 70% female, 15% from minority ethnic groups, with 30% of learners having a physical, sensory or learning disability. The service focuses the majority of its provision on geographical areas of social and economic disadvantage, and seeks to target learners with previously low levels of academic achievement.  The proportion of learners over the age of 50 is significantly above that of the general population.
External support - No external partners were involved with the Warwickshire ACL project.
eLPs assessment and project rationale – Following an initial eLPs baseline review (July 2006), Warwickshire ACL identified relatively low levels of e-maturity across the Service (Predominantly Early Stages to Developing) and the E-Shift project was used in order to strengthen the strategic planning of e-learning within the Service (via revising and refreshing the existing E-Learning Strategy, surveying staff development needs and translating the findings into an evidence-based staff development programme) and initiating steps towards the development of a Virtual learning Environment (by creating a Service-wide content repository)

Project aims, objectives and outputs

Set within the overarching aims of increasing availability and use (of e-learning materials) in order to develop a pan-Service appreciation of the value of e-learning, the Warwickshire ACL project objectives comprised:

· Production of a revised e-learning strategy that meets the needs and priorities of the ACL service; 

· Completion of a comprehensive audit of staff confidence, competence and current practice in relation to e-learning, including managers and administrative staff

· Planning and delivering a comprehensive programme of staff development based on the needs identified above; and 

· Developing an online content repository, accessible to both staff and learners.

Whilst the Service had planned to re-write the E-Learning Strategy, the E-Shift project intervention allowed this process to be accelerated, bringing the Strategy up to date, involve the wider Service, encourage senior management ownership and increase the uptake and usage of the Strategy amongst Service staff.

Target audience: The principal target audience/direct beneficiaries will be Warwickshire ACL Service staff (F/T & P/T, 80/20 female-to-male ratio). Learners will benefit indirectly from the e-learning materials/content repository, and from the heightened awareness of ILT amongst staff.

Sustainability: The initial Staff Development training has now been integrated into the 3-year e-learning strategy, which in turn will be incorporated into the Warwickshire ACL training plan. Ongoing costs of supporting the content repository were planned to have been met from existing Service budgets/and or County Council but a recent ‘windfall’ development has led to an opportunity for the Service to share nearby schools VLE, saving on resource costs. 

Limitations and disbenefits: During implementation, the content repository project was delayed due to activity being dependent on a separate, Local Authority web development team.
Reporting: In order to engage the wider Service, the E-Shift project was identified as a occasional item on the agenda of the Service Management Team, with regular reports provided by the Service ICT Curriculum Coordinator. 

Communication: The Warwickshire E-Shift project emphasised communication at all levels of the project, including circulating a summary report of the staff survey to all staff (see Chart insert), utilising whole Service meetings to inform staff of revisions to the E-learning strategy and the development of publicity materials around the content repository. 

Anecdotal evidence of ‘E-shift’

Hitherto, Warwickshire ACL hadn’t adopted a coherent process in the design and delivery of e-learning training (mostly ad hoc). Although still relatively early in the project activity, it was felt that the E-Shift project has contributed to changing this approach with the development of more evidence-based, prioritised training mechanism

Key achievements - 

Revised E-Learning Strategy - Without the additional resources/support afforded by the E-Shift project, the Warwickshire ACL E-Learning Strategy has been rewritten/refreshed and been used to successfully engage management with E-learning forward planning issues.

Successful CPD delivery - The training day (designed to overcome issues of a distributed workforce and management being removed from delivery staff)  has  delivered CPD to50% of teaching staff, and the initial signs have been that the training and the impact of the intervention have been very effective – supporting staff in translating theory into practice. The Staff survey was particularly useful at this stage, as it enabled the  Service ICT coordinator to connect with T&L practitioners and identify future ICT/E-Learning ‘champions’ amongst the Service workforce.

‘Rebalancing the three-legged stool - In supporting the development of staff development  and content, the Warwickshire project coordinator felt that a unique contribution of the E-Shift project had been in ‘rebalancing the three legged stool’, a reference to the widely accepted view (Dononvan, K 2006) that an e-mature organisation should reflect “a logical and quantified balance in e learning between infrastructure (network, computers etc), staff development (awareness, ICT skills, e-learning pedagogy), and content (software applications and learning materials for use by staff and students). 

Key challenges

Factors identified by the project coordinator as having impede the E-Shift project include a range of ‘background noise’ restrictions, such as financial pressures, organisational restructuring following the introduction of the Children’s Act, and significant (10%) budget cuts. Importantly, whilst these factors impeded the project, without the E-Shift intervention few if any of the activities could have occurred, with the project funding allowing space and time for adequate planning and communicating plans/activities to staff.

Areas of transferability.
‘Finding the enthusiasts’ - A key recommendation emerging from the Warwickshire project was the notion of ‘Finding the enthusiasts’, and working initially with receptive and willing staff to develop a ‘core’ of activity, enthusiasm and momentum which then gradually affects and engages wider staff. This is distinct from the more conventional ‘blanket’ approach whereby project activity is offered to all staff and (often) met with low levels of attendance and engagement.

Acknowledging the time involved in capacity building – Whilst the Warwickshire 1 day staff training sessions were extremely successful, there was clear acknowledgement amongst the organisers of the time involved in properly building staff capacity, confidence and competence, and the need for ongoing support, and these factors are often incompatible with discrete, time limited project funding.

Stimulating the ‘internal market’ – A useful feature of the Warwickshire E-Shift Staff Development training was the inclusion of a reflective practice/action planning component at the end of the day’s training.  In this way, staff were encouraged to identify their ongoing CPD needs and channel training requests to senior staff in the context of the E-Learning Strategy (demonstrating demand)

Next steps - to further develop the formal mechanism for identifying and bring forward staff development training programmes and to further develop the content repository into a fully fledged VLE.

	Institution contact details
	Richard Heath - Warwickshire County Council Adult and Community Learning Service -  richardjamesheath@warwickshire.gov.uk 


	Warwickshire County Council ACL
	Baseline eLPs position (July 2006)
	E-Shift intervention  (March 2007)
	12 month eLPs position            (July 2007)

	

	1. Vision and Strategic Planning

	a. Clarity of vision for development of e-learning within the organisation. 
	Early Stages - Senior staff have discussed the development of e-learning within the organisation but as yet have not reached a clear view as to the direction that this will take
	Early Stages( Developing*
The involvement of senior management in the revision/refresh of the Warwickshire E-Learning Strategy will have inevitably raised awareness amongst SMT of the future direction of the organisation.
	TBC

	b. Communicating the vision across the organisation. 
	Early Stages - Staff and learners are still largely unaware of any organisational vision for the development of e-learning.
	Early Stages( Developing*
The emphasis placed on communication, and the dissemination of 
summary reports to staff, utilising whole Service meetings to inform staff of revisions to the E-learning strategy and the development of publicity materials around the content repository is clear evidence of having started to communicate e-learning to staff.
	TBC

	c. ILT/e-learning strategy. 
	Developing - An ILT/e-learning strategy has been published but it is not yet a key driver of organisational change.
	Developing – At this stage in the project implementation, there was little evidence of staff across the organisation actively contributing to the updating of the ILT/e-learning strategy, hence no discernable ‘shift’ in this area. 
	TBC

	d. Relationship of ILT/e-learning strategy to other strategic plans. 
	Early Stages - There are a few mentions of ILT/e-learning in the organisation's other strategic plans.
	Early Stages – The incorporation of the ILT/E-learning strategy into the Service training plan may be an indication of ‘cross-referencing to the organisations other strategic plans (Developing stage) 
	TBC

	e. Strategic management of ILT/e-learning. 
	Early stages - Management of ILT/e-learning takes place only at a localised, team or departmental level.
	Early Stages – At this stage in the project implementation, there is no discernable evidence of cross-departmental ILT/e-learning activity, although the School/ACL Service VLE partnership may be an indicator of ‘E-shift’ in this area.
	TBC

	f. Coherence with local, regional and national strategic frameworks.
	Developing - There is an understanding of local, national and regional frameworks in relation to e-learning and these are having some impact within the organisation
	Developing – Although there is evidence of a good understanding of how national/regional strategic frameworks translate into local priorities, it is difficult to identify within the available project information evidence of a marked improvement in SMT consideration and application of e-learning within these contexts.
	TBC


Note: *The Warwickshire ACL E-Shift project was granted an extension until summer 2007, preventing a retrospective assessment of potential ‘shift’ towards E-Maturity. The suggested ‘shift’ above is based on a review of project documentation and interview discussions, and will need to be validated by the project coordinator in June/July 2007. 


	Project title and ‘pen portrait’.
	Blackpool Council Adult and Community Learning Division

	Project context - 
The Adult & Community Learning Division is a part of the Leisure, Culture and Community Learning Department of Blackpool Council.  The ACL provision is delivered directly by the council and two principal sub-contractors across 30 venues, and primarily consists of IT courses (from ‘how to switch on’-type courses to Internet, Email and Digital Photography) although the provision has recently been expanded to include family learning and family literacy and numeracy.
Partner organisations – The Blackpool ACL E-Shift project involved three partner organisations (the e-Community Partnership, Blackpool and the Fylde College and Montgomery High School). All three partner organisations supported the project, with the E-Community Partnership providing the VLE and training/support, and Blackpool and the Fylde College and Montgomery High School (as sub-contractors) providing the e-champions. 
eLPs assessment and project rationale – Although Blackpool ACL have completed the eLPs tool on two occasions , during this research the baseline assessment was unavailable.  Anecdotal evidence suggests that a shift in e-maturity occurred in 50% of the elements (see eLPs assessment at the end of the case study), with no discernable movement in the remaining 50%.  In terms of the project rationale, an ALI inspection in January 2006 highlighted the need for closer collaboration over curriculum development between the Council as a direct delivery body and the two sub-contracting organisations (Montgomery High School and Blackpool & the Fylde College). The E-Shift initiative was identified as a vehicle for taking forward the e-Learning Strategy for Blackpool across the authority and its sub-contracted ACL providers. 

Project aims, objectives and outputs

The aim of the project was to develop innovative means of recording progress and achievement (RARPA) in the areas of First Steps, Family Language, Literacy and Numeracy and Learners with Learning Disabilities through the use of new technologies (VLE content development). A secondary aim was to train and mentor tutors in the development and use of technology, with an emphasis on possible RARPA application, and to undertake collaborative work and the sharing of good practice in e-learning across the main direct and sub-contracted providers. Within the wider project aims, delivery objectives included: Training 11 staff in e-learning content development and creation of content for 3 curriculum areas; to create and pilot a minimum of three different types of formative and summative assessment; and to mentor 10 staff in developing best practice with learners in using a VLE.

Secondary objectives included dissemination of the project/outputs and devising a set of quality standards for material development.

The Blackpool4Me (a Council community website) was identified as the VLE for use by tutors and (ultimately) learners. 10 members of teaching staff (wide variance in ICT skills, aged mid 30’s-mid 60’s and predominantly female)  were invited or applied to be curriculum e-Champions, drawn from the curriculum areas of Arts, Family Learning, LLDD, History (local and family) financial literacy, yoga and holistic therapies. The project was taken forward through an e-champion training session followed by 1:1 mentoring to develop e-learning content relevant to specific subjects (E.g. creating a Reiki demonstration DVD)

Target audience: The principal target audience for the Blackpool E-Shift project were LDD, Family Learning and First Steps learners, and those Service staff teaching in non-ICT provision (but with a degree of p[personal ICT confidence and competence) that can be trained to develop e-learning materials.

Sustainability: Following the E-Shift intervention, there are now plans to work within the wider Council ICT service to maintain and expand the content/availability of the learning platform and to continue to disseminate e-learning activity via 1:1 support, events, the e-champions and the e-learning Coordinator.
Limitations and disbenefits – Whilst midway through the E-Shift project, the shortcomings of the selected VLE became apparent, and it was extremely useful for the project to be able to draw upon consultancy support to advise on the options and to have access to independent professional support in the process of moving to a more appropriate solution.
Reporting: Meeting twice a term, a project steering group was established, comprising of the Head of ACL, ICT Coordinator and  e-Community Manager. The Steering Group was tasked with monitoring progress, advising and supporting the development of the learning platform within the wider context of Learning Blackpool (Learning Blackpool is a partnership to promote and develop ACL across Blackpool) and shaping activity around the Blackpool4Me VLE. 

External support: The Blackpool E-Shift project received support from the JISC RSC (John Dalziel) and a NIACE e-consultant (Bob Powell)

Communication: Effective project dissemination was achieved via the project steering group and by dissemination of good practice by the e-champions to all tutors via training and mentoring activity.
Evidence of E-Shift - Third party perceptions: The collaboration between 3 partners has been improved and they are each  now more aware of e-learning and its implications, opportunities and challenges. E-learning was previously not a priority for those organisations and a change has been evident in the attitudes of the participating tutors/e-champions.

Key achievements – 

Increased tutor awareness - Following the E-Shift project, the project coordinator described a situation where “even those tutors who are not champions are talking about it”. During previous training interventions, staff would only ever attend from direct provision (rather than from the three partner organisations). In addition, because the identification of ‘e-champions’ focused on those staff not considered to be “techie”, the rest of the teaching staff now perceive that e-learning may be something of interest and feel able to engage (“They’re just like me..”)
Developing ‘e-learning Champions’ – has worked well within Blackpool ACL, with cross-mentoring and sharing of best practice occurring regularly. For example, an Art tutor is using Apple Macs to demonstrate e-RARPA techniques with another tutor (working in a drug rehabilitation programme) to record learner voices. Due to the problems with the VLE it was decided to delay the actual VLE training and focus on content creation using programs such as eXe and Hot Potatoes. By creating content in free standing packages the e-champions could focus on the process. The tutors have been shown how to access the VLE site for RARPA and course documents and access forums. An e-Champion forum has been created for their use. The e-Champions have (to date) received training on eXe, general content creation, general e-Learning, e-Learning tools such as PDAs, Blogs and Webcasts and using Webquests, as well as ongoing support. 

Further development of the VLE – The E-Shift project allowed the existing VLE to be tested and, where shortcomings were revealed, provided expert consultancy advice and support to identify a preferred solution. This approach ensured that improvements were made to the infrastructure and communications between direct and sub-contracted provision.

Key challenges

Choosing the ‘right’ learning platform (prior to participant involvement) – The project experienced trouble with their learning platform (Blackpool4Me) and are currently reviewing options (principally Moodle) – this situation was particularly challenging as a decision had to be taken whether or not to continue using an unsatisfactory system in order to train tutors and initiate the E-Shift project processes, and the issues that will be raised further into the project when the tutors may need retraining on a different platform.

Areas of transferability 

The development of non-techie e-champions – Using “non-techie” people as e-champions was critical to the project success as tutors couldn’t then assume  that it is ‘not for them’ because they are ‘not like that’ and therefore assume no responsibility. Those tutors that were originally most resistant also began to see more parity between themselves and the ‘e-champions’.

 (Based on the above)  Taking things one step at a time rather than rushing in and adopting technologies unthinkingly.  

	Institution contact details
	Wendy Stevenson - Adult and Community Learning, Blackpool Council – wendy.stevenson@blackpool.gov.uk 

Adult and Community Learning, Leisure, Culture and Community Learning, Progress House, Clifton Rd, Blackpool. FY4 4U


	Adult & Community Learning, Blackpool
	Baseline eLPs position (July 2006)
	E-Shift intervention  (March 2007)
	12 month eLPs position            (July 2007)

	

	2. Teaching and learning

	2.a Electronic availability of learning resources
	Unknown/unavailable
	Developing – The E-Shift project has enabled the co-development of electronic resources (Reiki DVD) alongside the training of sessional tutors, connecting supply and demand factors together.
	TBC

	2b Using the Internet for teaching and learning
	Unknown/unavailable
	Developing – Blackpool ACL have encountered difficulties with tutors’ reluctance to embrace e-learning, a barrier addressed though the E-Shift project.
	TBC

	2c Electronic communication
	Unknown/unavailable
	Developing - Some IT tutors have each other’s email addresses and communicate with each other as necessary. All development workers converse with their tutors by email regularly. Tutors now actively get involved in forums on the present VLE. Some IT tutors have use of an ACL email address that they can access and use with learners or they can use their own, some IT course tutors encourage learners at the appropriate stage to contact them by email. This is not embedded at present on non-IT based subjects.
	TBC

	2d Additional support for learners
	Unknown/unavailable
	Developing - The organisation is building up a bank of specialist hardware and software to support those learners that need it. ACL have a wide range of assistive technology that can be used for IT and non-IT based subjects across the curriculum but this is not yet used as widely as it could be. Resources are not at present shared between and among sub-contracted providers, this will be addressed in future activity
	TBC

	2e Outreach and inclusion
	Unknown/unavailable
	Early Stages - ACL is held back largely by a lack of Internet connection in outreach areas. The Service does have a bank of general e-learning tools but these are limited to certain centres.
	TBC

	2f Learning and teaching styles
	Unknown/unavailable
	Developing - The e-shift funding projects have enabled ACL to pilot e-learning in teaching of First Steps, LLDD and Family Learning in a variety of subjects and with a variety of learners. Content will be created for these areas, applied in the classroom and incorporated into the VLE when it becomes established.
	TBC

	2g Development of learners ICT skills
	Unknown/unavailable
	Early stages - Many non-IT based courses are now beginning to include e-learning such as Genealogy and with such courses they have been encouraged by some tutors to access the information on the VLE. This has only happened when tutors have felt fully comfortable with the existing VLE. This has not happened across the board due to lack of internet connection in some areas and problems with the existing VLE. Learners are encouraged to access IT training to assist them to gain added value. Course information sheets state what a course requires but there is no consistent approach to indicating the IT skills needed in a course.
	TBC

	2h Developing and broadening the curriculum
	Not yet started
	Early stages – 
E-learning is being used to put on additional courses that were not previously offered. As a result of the E-Shift/learning platforms activity, tutors are now beginning to become aware of e-learning.

	TBC

	2i Using electronic means for recording progress and achievement
	Unknown/unavailable
	Developing

RARPA documents can now be found in the tutor portal of the VLE. All tutors from direct provision and some from sub-contracted areas are using the existing VLE to obtain these documents. E-learning training with e-champions and dissemination from this point is taking place to encourage tutors to incorporate e-learning into RARPA. Tutors from subjects such as yoga, arts, family learning and holistic therapies are beginning to embrace this method.
	TBC

	2j Re-engineering teaching and learning
	Unknown/unavailable
	Developing – 
Delivery is still largely traditionally class based. However, largely through the resources from the funding bids, tutors have started to use blended learning in some areas
	TBC


Please note: Blackpool ACL have completed the eLPs tool on two occasions but during this research the baseline assessment was unavailable.  Anecdotal evidence suggests that a shift in e-maturity occurred in 50% of the elements, with no discernable movement in the remaining 50%. Although the on-line version of the eLPS tool was felt to be limited (text entry areas needed to be expandable/larger, and sessions often timed out without saving amendments) the process of completing the tool was felt to be valuable as it helped provide useful feedback to staff.


	Project title and ‘pen portrait’
	The ‘Moles’ (Move On - Learning Electronically, Supporters) project 

	Project context – 

Devon Adult and Community Learning (ACL) Service is a direct provider of non-accredited personal and community development learning (PCDL) and accredited provision to adults residing in villages and market towns. There is a deliberate emphasis on rural outreach activities in order to address issues of rural exclusion, attract adults from under-represented groups and deliver ‘first rung’ qualifications (Level 1 and 2) in order to increase progression opportunities.
Partner organisations – 

Pre and during project delivery

The ‘Moles’ project did not involve any formal delivery partners.

Post project delivery

Although the ‘Moles’ project did not involve formal delivery partners, the increased level of awareness and e-learning activity within the Service (catalyzed by the ‘Moles’ project E-Shift intervention) and the specialist consultancy support offered by both JISC RSC advisors and NIACE E-Shift funded consultants has helped to advance plans for an Authority-wide VLE by involving other sections of Devon County Council (E.g. Learning and Development, Curriculum Services and Early Years business units) in constructive dialogue
eLPs assessment and project rationale: 

Devon ACL has carried out a number of small scale e-learning pilots between 2004-7, which have highlighted the potential advantages/limitations of delivering e-learning across a wide range of provision within a predominantly rural area. Building on these earlier pilots and recognising the negative impact of short-term, ‘stop-start’ project initiatives on the organisational adoption of e-learning, the ‘Moles’ project aimed to develop sustainable systems and procedures for the ongoing development of e-learning within four specific subject areas: Family Learning, Modern Foreign Languages, ESOL (English for Speakers of other Languages) and ILLS (Independent Living & Leisure Skills). 
Project aims, objectives and outputs 
The principal mechanism for this comprised the identification, training and development of E-Learning ‘champions’ or mentors, referred to as ‘Moles’ (Move On Learning Electronically, Supporters). 

Beyond the identification and development of the ‘Moles’, the original project aims remained flexible to the exact nature of the systems and procedures to be developed, recognising that the different subject areas would need different levels and types of intervention (ranging from formal systems and procedures through to resource development and the creation of staff/learner guidance material).

An important secondary aim of the project sought to raise e-learning awareness, build the e-learning knowledge base and supply models of best practice approaches for other tutors to adopt within the Service. This activity involved supporting tutors to undertaking self-assessments of their skills and knowledge (in relation to e-learning), and an action-research strand of activity which involved the ‘Moles’ identifying and drawing together e-learning best practice from internal/external sources, trialling new e-learning approaches and disseminating the results of the trials.

Project outputs

- Four tutors (from the Family Learning, Modern Foreign Languages, ESOL (English for Speakers of other Languages) and ILLS (Independent Living & Leisure Skills subject areas)) enrolled on and successfully completing a recognised e-mentoring course (To be undertaken between Jan-April 07);

- Approximately 120 tutors from the Devon ACL Service (including, but not limited to the four subject areas listed above) having undergone an e-learning readiness assessment exercise, with a summary record of the results available to inform future workforce development activity;

This activity was originally planned to combine paper-based surveys (including the NIACE Staff Attitude Survey) with an online survey (using the Survey Monkey software). However, both surveys were delayed due to staff capacity issues - at the time of writing, the survey tool was enabled but still being used: www.surveymonkey.com/s.aup?u=995643261604    

- Four best practice research projects undertaken, relevant to each of the subject areas listed above, each identifying a new e-learning approach to be piloted.

- A total of 16 mini-pilots, taking forward the e-learning approaches identified in the research projects for each of the subject areas listed above.

- Dissemination materials (capturing and communicating the activities listed above) in the form of tutor newsletters, events programme and teaching and learning resources
Target audience: The principal target audience/direct beneficiaries comprised the 4 ‘Moles’, 13 Devon ACL tutors involved with the mini-pilots, with an additional 3 tutors prepared for mini-pilots and a further 7-10 tutors interested in following the project but not actually participating. 

Indirect beneficiaries comprised the Service E-Learning Coordinator (seconded to ICT Manager during the project), the Service Quality Manager and 4 Team Leaders.

Learner beneficiaries included 30 Family Learning students (Mostly parents, aged between early 20’s and 30’s), 25 Modern Foreign Languages students (mainly consisting of older learners), approximately 20 ESOL learners (predominantly migrant workers from the accession EU states) and 35 ILLS learners (mostly Pre-Entry Level learners accessing a ‘Life Choices’ programme).

Sustainability: 

By embedding the ‘Moles’ project dissemination events within the annual staff development programme, a resource-intensive component of the project has been successfully mainstreamed into core operating costs (E.g. planning and organising, venue, attendance payments for sessional staff).

Existing DACL intranet resources (tutors’ website) were used as a minimum-cost method of disseminating findings, suggestions and advice from project activity, and have been framed as a ‘starting point’ for future e-learning initiatives across the Service.

Much of the emphasis of the ‘Moles’ project has focussed on low-cost ICT applications (E.g. blogs, digital cameras)  that can be easily used with little technical competence - and importantly ‘worked around’ should things go wrong or technology fail. The ‘Moles’ approach of developing low-cost, high impact e-learning approaches that can be repeated widely and relatively easily is inherently sustainable.

Reporting and monitoring

The ‘Moles’ project reported to the Devon ACL Curriculum Skills Managers Group, which monitored progress and offered support to the project co-ordinator in resolving any issues arising. In addition, the group has responsibility for planning the annual DACL staff development programme and the ‘Moles’ project dissemination will be a feature of the 2006/7 programme.

Key achievements – 

Evidence of organisational ‘shift’ attributable to project intervention - The project has identified that the future introduction and use of a VLE within Devon County Council is now much more likely following the E-Shift intervention and associated support from JISC RSC and NIACE consultancy support.

Interestingly, the necessity for flexibility and non-prescribed outcomes led to a far more creative response than originally expected and that would have been achieved via more ’top-down’ prescribed activities.

Indirect outcomes

The need to run convenient training sessions for staff that were geographically highly dispersed, helped to indirectly demonstrate the business case for an electronic means of conducting mentoring, training and staff communications.

Staff and learner engagement -  Moles enthused by, and knowledgeable about e-learning within their subject areas; 13-16 tutors (to date) engaged with an e-learning ‘mini-pilot’ and all having accessed some form of training and development activity; 4 DACL Team Leaders made aware of the positive benefits of e-learning.

Approximately 110 learners engaged with e-learning activities. For the ILLS and ESOL learners, this manifested as learners working towards a clear ‘end product’, whilst the technology enhanced the learning experience for Family Learning and MFL learners.

Key challenges

The best staff are often the most busy - Often, the best qualified and/or those staff demonstrating the correct aptitude to become ‘MOLES’ were also under the most pressure of time from their existing roles o in many cases, the staff identified as suitable were often juggling more than one job, and in many cases, combining paid employment with active child-care.

Demands on co-ordination time/capacity - Whilst ‘MOLES’ were successfully identified and appointed, the creative/flexible approach to the project (resulting in intensive co-ordination and communication) required far greater time allocations from the Project coordinator than anticipated.

Service restructuring and staff secondments – The re-structuring of the Service caused considerable set-backs to the original project plan, a situation further compounded by the secondment of the project coordinator for a short period.

Areas of transferability 

Constructive alignment – One of the MOLES project requirements (to disseminate good practice) was aligned with the function of an existing group (part of the DACL Curriculum Skills Managers Group is to plan the annual staff development programme) – thereby helping to ensure sustainability and wider Service support.

Project ‘back-up’ - The Service re-structuring caused considerable set-backs to the original project plan, and, given the absolute centrality and importance of a project coordinator, a useful area of transferability identified was to always have a fall back project coordinator to be available to take over management in times of staff movement.

	Institution contact details
	Ralph Cullimore - Devon Adult & Community Learning - Ralph.cullimore@devon.gov.uk, Buckland House, Park Five, Sowton, Exeter EX2 7ND. 




	Adult & Community Learning, Devon
	Baseline eLPs position (July 2006)
	E-Shift intervention  (March 2007)
	12 month eLPs position            (July 2007)

	

	2. Teaching and learning

	2.a Electronic availability of learning resources
	Early Stages - The availability of electronic learning resources is very limited, with many learners having no access to electronic resources to support their learning
	Early Stages( Developing
There is evidence of learners on DACL courses accessing ‘digital blue’ video cameras, digital cameras, printers, MP3 players and website-supported resources.
	TBC

	2b Using the Internet for teaching and learning
	Developing - Some courses and/or curriculum areas make significant use of the Internet in teaching and learning, but this is not yet widespread.
	Developing – the E-Shift MOLEs project has enabled ILT/e-learning activities to increase in the areas of Family Learning, ESOL, ILLs and Modern Foreign Languages, but (at this point in time) there is no evidence of ILT/e-learning being “accepted practice across the Service and used wherever appropriate” (eLPs Established stage) 
	TBC

	2c Electronic communication
	Early Stages - E-mail is used on an ad hoc basis by a few tutors to communicate with each other or with learners.
	Early Stages( Developing

Whilst DACL is unable to provide all teaching staff with e-mail addresses and/or personal access to hardware to access e-mail, the MOLEs pilots have increased the possibility of a Service-wide VLE and associated investment in ILT infrastructure.
	TBC

	2d Additional support for learners
	Early Stages - There is limited awareness of issues concerning technology inclusion and disability and of the legislation in this area; provision of appropriate technology for disabled learners and those with additional learning needs is on an ad hoc basis.
	Early Stages – 

Despite a dedicated MOLEs min-pilot in the ILLS curriculum area, with 5 tutors engaged in using a shared weblog in different ways (focus for trips out, travel, images, newsletter etc allowing different groups of learners to interact), there does not appear to be evidence of DACL developing banks of specialised hardware and accessibility software to meet the needs of learners.



	TBC

	2e Outreach and inclusion
	Developing - The use of e-learning is being piloted in one or more outreach centres/projects.
	Developing ( Established
Although DACL is not yet at the full eLPs “Established’ stage, it is increasingly the case that (where possible) community venues which offer access to ILT are chosen and many village halls in the County do offer a limited access to the internet or to Pcs.  
	TBC

	2f Learning and teaching styles
	Early Stages - Where e-learning is taking place it is used in an ad hoc way that takes little account of its potential for catering for a variety of learning and teaching styles.
	Early Stages( Developing
Several of the MOLEs mini-pilots are trialling blended learning approaches, innovative use of technology and similar means of using e-learning to support a variety of learning and teaching styles.
	TBC

	2g Development of learners ICT skills
	Early Stages - Development of learners ICT skills takes place on an ad hoc basis and is not an intrinsic part of their programme of learning.
	Early Stages??
Whilst it is likely that the MOLEs project and the associated wider e-learning developments within DACL will lead to more integration of ICT within mainstream provision, there is no evidence at this stage of the project.
	TBC

	2h Developing and broadening the curriculum
	Not yet started - E-learning is having very little or no significant effect on broadening the curricular offer to learners.
	Not yet started( Early Stages
The MOLEs pilots are clear evidence of e-learning courses being provided that were not previously available, albeit limited to certain subject areas.
	TBC

	2i Using electronic means for recording progress and achievement
	Developing - Electronic means of recording progress and achievement are spreading across the organisation.
	Developing – Several of the MOLES projects are addressing RARPA but it would appear from interviews/documentation that electronic means of recording achievement is still in the minority when compared to paper-based approaches
	TBC

	2j Re-engineering teaching and learning
	Early Stages - A few courses include some e-learning but this has not led to a significant change in how the organisation offers and delivers programmes of learning.
	Early stages (Developing

A substantial number of DACL courses have an ILT element in some form and there is increased emphasis on web-based communication between tutors and learners in certain subject areas.  Although not influenced by the E-Shift project, DACL also offers a full distance e-learning programme for the ECDL qualification.
	TBC




	Project title and ‘pen portrait’
	Cheshire County Council Lifelong Learning Service (CLLS)

	Project context – 

Set against a socio-economic background of rural deprivation, decline in traditional industries and a shrinking working age population, Cheshire County Council Lifelong Learning Service contracts with a range of ACL providers to ensure access and delivery to a wide range of learning opportunities for adults (post 19) and families for personal, social, community and economic reasons, with a particular focus on underrepresented groups.

Cheshire Lifelong Learning Service (CLSS) comprises two delivery arms (Adult Learning Cheshire and Cheshire Family Learning and Parenting) and a central support function, working across 300 venues to deliver 5,000 programmes to over 33,000 learners (2005/6).

Partner organisations - The CLSS project has been undertaken in close cooperation with Warrington Borough Council Lifelong Learning Section (WBCLSS), as the two authorities have a long history of collaboration and joint working. The E-Shift project outcomes (Transformation and Learning Platform projects) will contribute to and support efforts to move towards an e-mature state within both CLSS and WBCLSS, utilising the LSN e-CPD Framework as the principal staff development vehicle.

eLPs assessment and project rationale: The initial eLPs baseline assessment conducted by CLSS identified good r-learning systems and strategies, but weaknesses in implementation of ILT/E-learning practice. This weakness was traced back to a funding/contractual situation – essentially, CLSS is LSC funded and contracts with providers to deliver provision – because of this contractual limitation, it is often difficult to offer sessional staff access to and support with CPD. Given the limited time available for staff development activities within sessional contracts, a previous programme of ILT staff development training (2005-6) had attempted to generate interest/attendance but the lack of funding and additional sessional hours proved to be a key barrier. Consequently, a consultation exercise was undertaken with staff and the need to build relationships with sessional tutors and fund their attendance at training events was identified, and the E-Shift project was seen as vehicle in meeting this need.

Project aims, objectives and outputs – project due for completion in March/April 2007
The Cheshire County Council Lifelong Learning Service (CLLS) project focused on addressing the internal barriers (a failing staff development programme) to the implementation of the CLSS ILT strategy. The CLLS E-Shift solution focussed on tutor training, development of an internal steering group and a targeted, hard hitting marketing campaign to generate an internal market for training.

Set within the overall aims of creating a sustainable management and delivery structure for ILT with Cheshire and communicating the benefits of ILT in reaching and engaging with ‘hard to reach’ learners, the CLSS project objectives comprised: Training 100 CLSS sessional tutors in the LSN e-CPD framework (Units 1, 2 and 5) to raise awareness of ILT, and provide input on diagnostic and types of e-learning materials/resources; tracking, monitoring and analyzing subsequent levels of ILT use, impact (on learners) and sustainability (financial embedding); ensuring senior management involvement in ongoing ILT planning discussions and creating an aggressive marketing campaign/materials to promote ILT to the sessional tutor pool.

Target audience: 

The primary target audiences for the CLLS project are the pool of part-time sessional tutors. Target learner audiences included those physically distanced from learning opportunities (E.g. rural communities). Both the tutor and learner target audiences reflect a varying profile of ethnicity, age, gender and levels of ICT confidence/competence

Sustainability: 

The E-Shift/Learning Platform project has injected a purpose and momentum into Cheshire Lifelong Learning Service achieving its ILT vision, a momentum which will be continued via further development of the ILT strategy 3-year objectives and connecting learner satisfaction/retention with increased staff awareness of ILT/E-learning approaches.

Reporting and monitoring

The CLSS ILT Strategic Steering Group comprised membership from the ILT officer, MIS manager, FE college ILT officers, government agencies, Lifelong Learning managers, tutors, learners and business representatives, and an E-Shift/Learning platform sub-group advised the Service senior management of the development, sustainability, impact and future of the E-Shift project within the Service. A particular feature of the CLSS E-shift project reporting was the dedicated marketing and communications campaign (see below)

External support: 

Part of the E-Shift project was to engage senior management representation from a wide range of organisations, and the CLSS E-Shift project received external support from organisations represented on the ILT Strategic Steering Group, including the JIOSC RSC (John Dalziel)


Key achievements – 

Design/implementation of a successful internal marketing campaign

The design and implementation of the CLSS ILT marketing campaign was extremely successful, involving the use of a poster campaign in provider and delivery venues, user friendly ILT strategy summaries produced and distributed to all tutors with a corresponding competition to encourage consumption, a(planned) ILT newsletter and an awards for success programme designed to celebrate achievement.

Clear evidence of E-Shift amongst staff (see insert)
Following the E-shift training interventions, there was clear evidence of a discernable shift in levels of understanding, confidence and (perceived) competence. 

Key challenges

Technical (hardware, software and connectivity) – The venue chosen to run the CLSS awareness training was located in the middle of the county, preventing the use of existing infrastructure. Although a temporary hardwired network was established, several tutors found shared laptops etc to be a difficult situation.

Funding –Due to the CLSS commissioning model, there were problems in understanding how to actually pay sessional staff, an issue further compounded by limited administrative support (Interestingly, the CLSS provided this as an in-kind benefit to the E-Shift project, without with the funding would have had to have been considerably increased.)

Areas of transferability 

Treating sessional staff as professionals - A key benefit of the programme was identified as the opportunity to treat sessional staff as professional s and to invest in their CPD needs, helping to build and maintain staff morale at the same time as imparting professional skills.

	Institution contact details
	Paul Kelly – Cheshire County Council, Lifelong Learning, 1st Floor Goldsmith House, Hamilton Place, Chester. CH11SE - paul.kelly@cheshire.gov.uk 


	Lifelong Learning, Cheshire C/C
	Baseline eLPs position (July 2006)
	E-Shift intervention  (March 2007)
	12 month eLPs position            (July 2007)

	

	3. Staff Development

	a. Analysis and understanding of staff development needs. 
	Established - A training needs analysis has been undertaken that has led to increased understanding of staff development needs in relation to ILT/e-learning.
	Established(Embedded

Previous surveys of ILT awareness and usage had been undertaken and whilst they revealed training needs, there remained contractual barriers to supporting staff CPD. The E-Shift intervention helped move this activity from Established towards Embedded by allowing sessional staff to be paid for attending CPD and supporting their individual training/awareness needs.
	TBC

	b. Staff development programme and delivery. 
	Developing – 

A number of courses and other interventions are available both in IT/ICT generally and e-learning in particular  and e-learning is being used in the delivery of some staff development (e.g. use of online resources as part of staff induction; improved use of PowerPoint in training sessions).
	Developing( Established

The close relationship between the E-shift supported activity (surveys, staff training, profile raising campaigns) and the wider CLSS E-Learning Strategy is suggestive of shift from loosely associated to fully integrated training interventions. Whilst there is not yet evidence of a ‘comprehensive and ongoing programme of ILT/e-learning staff development’, the E-Shift activity has laid clear foundations for future activity in this area.
	TBC

	c. Making the best use of enthusiasts. 
	Early Stages - Enthusiasts/E-Guides/Champions are working in a limited way with other staff  but their activities are not co-ordinated and do not form part of the organisations staff development strategy
	Early Stages(Developing
Although too early to identify definite shift, the CLSS E-Shift activity has ensured that a minimum of 100 tutors will have been trained to actively raise, sustain and monitor the awareness and benefits of ILT in Lifelong Learning throughout the organisation
	TBC

	d. Competence and confidence of teaching staff. 
	Early Stages – 

A small number of enthusiastic tutors has sufficient skills and knowledge to enable them to start incorporating some e-learning in their work.
	Early Stages(Developing

There is clear evidence (see above) of ‘e-learning competence and confidence beginning to spread from a handful of enthusiasts to teaching staff more generally’(eLPs Developing stage)
	TBC

	e. Competence and confidence of support staff.  
	Developing – 

The number of support staff with an understanding of e-learning is steadily growing.
	Evidence unclear as to whether support staff were included in the training
	TBC

	f. Impact of staff development on the organisation.
	Early Stages - Attitudes to ILT/e-learning are beginning to change and there are a few anecdotal examples of how staff development interventions have had a positive impact on both teaching and learning and the organisation’s business processes.
	Early Stages(Developing

Whilst there is evidence of positive shifts in attitude and approach amongst those staff having received direct training (100 tutors), it is arguably to early in the roll-out of the marketing campaign and Service E-learning strategy to claim that ongoing monitoring of impact has been carried out (although they are planned as processes).
	TBC




	Project title and ‘pen portrait’
	WEA (West Midlands)

	Project context – 

The Workers’ Educational Association (WEA) is the UK’s largest voluntary provider of adult education. Since inception in 1903 in order to support the educational needs of working men and women, the WEA has maintained its commitment to provide access to education and learning for adults from all backgrounds, and in particular those who have previously missed out on education. 

The WEA operates at local, regional and national levels, and through local and regional centres delivers over 10,000 courses each year, providing learning for more than 110,000 adults of all ages and drawn from all walks of life. Course content is created and delivered in response to local need, often in partnership with local community groups and organisations.

The principal funder (in England) is the Learning and Skills Council (via the national WEA contract for delivery of educational provision). Increasingly, however, the WEA have identified the need to increase income from other sources – e.g. grants/fees and move into new strategic areas (E.g. targeting provision at ‘non-eligible’ learners outside of mainstream LSC funding)

Wider context: Within the West Midlands WEA structure, physical ICT resources vary according to curriculum and geographic area: There are regional resources which are shared and available for booking, and there are 6 sub-regional study centres which have a high level of ICT specification. The greater proportion of the community based, informal settings are less well equipped. In addition, the WEA (West Midlands) E-Shift project operated within the wider policy context of annually reducing budgets and the cancellation of large LEA contracts.

Partner organisations – The WEA (West Midlands) E-Shift project did not involve external partners.

eLPs assessment and project rationale: Although levels of service e-learning awareness hadn’t been measured formally, the WEA (West Midlands) project coordinator  had gathered anecdotal evidence that staff weren’t aware of the benefits to teaching and learning of embedding ILT, and the WEA (West Midlands) was considered to be at the eLPs Early Stages of embedding e-learning.

Project aims, objectives and outputs – project due for completion in June/July 2007
The WEA (West Midlands) E-Shift project aims to develop the e-learning capacity of the organisation by focussing on staff development issues.  The project will be delivered in three main stages, opening with an audit of existing staff skills and competencies relating to e-learning, followed by the design and delivery of a training programme to meet needs identified through the research process. The final stage will involve the review and re-publishing of the WEA regional e-learning strategy, as part of the Association’s ILT strategy, to support the implementation of e-learning across the region. 
Target audience: The principal target audience for the WEA (West Midlands) project will be WEA staff comprising senior managers, programme area managers, curriculum area leaders, voluntary officers/governance, consolidated tutors, sessional tutors and finance and administrative staff. It is anticipated that the majority of staff will not have any formal ICT and/or e-learning qualifications and will require training programmes and activities equivalent to level 1 and/or level 2. The gender make up of beneficiaries is expected to be 40% male and 60% female, with an average age of around 45 years old.
Sustainability: In order to build on the E-Shift project activity, the WEA (West Midlands) Project coordinator intends to approach the National WEA for support with funding ILT/e-learning, and/or lever in additional funds from external sources (see below)

Reporting and Communication: The WEA E-shift project reporting and dissemination comprised verbal reports to Regional Managers Groups (RMG) and Regional Management Team (RMT) meetings, articles submitted to the National Association’s WEA News publication, project summaries shared with sessional tutors during staff development events and interim/final project reports posted to the First Class conference site (First Class is the region’s internal electronic communications system) 

External support: The WEA (West Midlands) project received committee/management support from the JISC Regional Support Centre West Midlands adviser (Jane Edwards). 

Key achievements – 

Developing evidence-based training interventions – 

The first stages of the WEA West Midlands E-shift project focussed on producing a draft e-learning survey (combination of the SAS questions and WEA generated content). Where email addresses were available, they were emailed to staff or posted out to the sessional and core teaching staff. Of the 250 questionnaires sent out, 118 responses were received, with survey data being inputted into SPSS and analysed, and a summary report taken to the project steering group for discussion.

The findings revealed that almost 50% of tutors felt fully or completely that ILT was relevant to their provision, whilst a ¼ of respondents felt that it was extremely important for the WEA to promote ILT. Within the context of reviewing the West Midlands e-learning strategy relative to the National Association ILT Strategy, the project steering group identified clear training needs and set in train a regional and sub-regional staff development programme, with a view to impacting positively on delivery and programmes (impact will be monitored over time) 

Accelerating rather than introducing – Whilst it is likely that the WEA staff development activity would have happened anyway, the Project coordinator identified that the NIACE E-Shift intervention helped accelerate the activity and effect changes within one academic year, rather than the previous estimate of up to three years.

Key challenges

Funding restrictions - The national funding restrictions facing ACL have had the effect of reducing the pool of sessional tutors, with the knock-on effects of reduced staff leading to fewer staff participating in CPD activities with an overall effect on quality.

Core versus sessional – A similar set of challenges emerged around the CPD allocation being allocated only to ‘core’, rather than sessional staff, and a general lack of opportunity to bring together the dispersed workforce (sessional staff) with the distributed leadership and management structure in order to raise issues and find solutions.

ALI inspections – during the period of the E-Shift project, there have been two ALI inspections and staff time and attention has been focussed on inspection visit preparation.

Areas of transferability 

Unlocking further funding – The WEA (West Midlands) E-Shift project has utilised the E-Shift funding as leverage for applications to other funding bodies (E.g. trusts, National Lottery and other independent grant making bodies such as the Lloyds TSB Foundation for England and Wales). Most recently, the WEA (West Midlands) has successfully applied to the North Staffordshire Regeneration Fund to pay for laptops to support outreach activity in Stoke.

Strategic approach to staff development – The E-Shift intervention has supported a move away from the traditional ‘cascade’ or ‘one-off’ training projects (which are useful for immediate impact but then difficult to sustain) towards a more coherent and strategic approach to training staff. There has been anecdotal evidence from Team and Area Curriculum meetings that this ‘shift’ was necessary and welcome.

Bringing together ‘core’ and sessional staff – The project’s approach of bringing together ‘core’ and sessional staff has resulted in better communication and mutual understanding between teams and managed staff.

	Institution contact details
	Howard Croft, Workers’ Educational Association, West Midlands Region, 78-80 Sherlock Street, Birmingham, West Midlands, B5 6LT - hcroft@wea.org.uk 


	WEA (West Midlands)
	Baseline eLPs position (July 2006)
	E-Shift intervention  (March 2007)
	12 month eLPs position            (July 2007)

	

	2. Teaching and learning

	a. Analysis and understanding of staff development needs. 
	Unknown/unavailable
	Developing(Established
There is clear evidence of a well developed and evidence-based approach to identifying staff e-learning development needs. Approaches included using a mix of qualitative and quantitative survey questions (E.g. Closed questions to encourage tutors to respond to specific areas relating to ILT but also open questions for raising issues/needs) and taking random tutor samples to identify the most convenient time to run training.
	TBC

	b. Staff development programme and delivery. 
	Unknown/unavailable
	Early Stages( Developing
Although actual staff training programmes had not been run at the time of this research, implementation plans were in place and a definite shift had occurred with regard to moving from ‘ad hoc’ to more strategic, coherent planning of CPD.
	TBC

	c. Making the best use of enthusiasts. 
	Unknown/unavailable
	Early Stages – The WEA (West Midlands) has taken steps to identify potential ‘E-learning champions’/enthusiasts but the project is insufficiently advanced to have moved to the next steps of harnessing the enthusiasts energy and engaging wider staff in ILT.
	TBC

	d. Competence and confidence of teaching staff. 
	Unknown/unavailable
	Not yet started(Early Stages
Over 50% of respondents to the WEA Staff Attitude Survey (tutors and support staff) indicated that their levels of confidence and competence around e-learning were low, a need being addressed by the E-Shift project.
	TBC

	e. Competence and confidence of support staff.  
	Unknown/unavailable
	Please see above
	TBC

	f. Impact of staff development on the organisation.
	Unknown/unavailable
	Early Stages(Developing

Prior to the E-Shift intervention, senior managers only had a general impression of the benefits of ILT, whereas now they (and teaching staff) have a much clearer understanding  of the impact of ILT/e-learning on the organisation.
	TBC


Please note: During this research, the WEA (West Midlands) eLPs baseline assessment was unavailable.  


	Project title and ‘pen portrait’
	Kent Adult Education Service (KAES)

	Project context – 

The Kent Adult Education Service (KAES) is the largest adult education provider in the county and caters for approximately 41,000 learners each year both day and evening. It has recently been restructured to meet the needs of the learning community more closely. Embracing equality of opportunity, KAES focuses upon outreach work and working with partners to bring about greater levels of inclusivity.

The Kent Adult Education Service project aims to deliver service-wide e-learning enhancements across 475 learning centre locations (14 of which are principal delivery centres). ACL provision is physically located across 9 delivery areas:  Canterbury; Maidstone; West, South West, South East Coastal and North West Kent; Ashford; Thanet and Swale.

Partner organisations– No external partners were involved with the Kent Adult Education Service project.

eLPs assessment and project rationale: Approximately four years ago, the KAEC SMT agreed to introduce an MLE (with a corresponding MIS system), which was implemented by a third-party organisation. At the same time, to support adoption of the MLE by teaching staff, an on-line course was introduced (ECDL). Unfortunately, due to a lack of ongoing support from the third-party organisation, there was widespread learner drop-out and staff experienced significant difficulties accessing and using the system. Because of this experience, subsequent ILT initiatives tended to be badly received within KAES, and the E-Shift project was seen as an ideal opportunity to overcome these ‘organisational memory’ issues, drive forward the Service’s ILT Strategy and develop a new VLE to meet the need of a widely distributed and dispersed service delivery structure.

Project aims, objectives and outputs – 
The Kent Adult Education Service (KAES) project – ‘Getting Connected’ - focused on improving staff approaches to communication, information sharing and teaching and learning via the supported introduction of a tutor webmail system and the initial development of a Moodle-based staff communications and information tool.

Particular objectives and outputs comprised;

· Providing Internet access for all tutors from 14 main centres;

· Providing and managing topical (news) and tutor-specific (incl. staff development, resources, useful information) content on an e-Learning Platform (whole service access); 

· Planning and delivering 10 promotional/induction workshops to support implementation.

Project outputs – 100% tutor webmail addresses; fully developed and populated Moodle VLE content; Minimum 10 promotional/induction workshops delivered in support of the ‘Getting Connected’ project. 

Target audience: The primary target audiences for the ’Getting Connected’ project were (1) Skills Plus Centre (literacy, numeracy and ESOL) tutors and teaching assistants and (2) those staff teaching GCSE qualifications. Learners will benefit indirectly from the e-learning materials/content and increased communication amongst staff. In addition to the Skills Plus and GCSE tutors, all KAES teaching staff will be made aware of the ‘Getting Connected’ project information and communication activities.

Sustainability: 

The ‘Getting Connected’ E-Shift project has been designed to improve the cost effectiveness and efficiency of maintaining business and curriculum communications amongst KAEC teaching staff, a key argument in persuading senior management of the benefits of online initiatives and warrant continued financial support. The main financial pressures have arisen from the need to generate Moodle content, and it is hoped that that by introducing webmail and the VLE via the E-shift project, the process of generating ‘bottom-up’ pressure for its continued development can achieved.

Reporting and monitoring: 

The ‘Getting Connected’ E-Shift project was overseen by an existing Service ILT Steering Group, with an E-Shift sub-group dedicated to communications and information sharing. The full Steering Group met bi-monthly and included representation from a cross section of business and curriculum functions. 
External support: The KEAC ‘Getting Connected’ project received no external support/assistance.

Key achievements – 

Overcoming negative ‘organisational memory’ – Following the decision to abandon the previous MLE/VLE initiative, the Service was considering new approaches (E.g. Moodle) but was reluctant to invest time and resources. In response, the E-Shift project supported the hosting of a 1-day conference, to bring together all affected staff and discuss the benefits of VLEs generally, and the Moodle platform in particular. This approach helped to dispel concerns and generate support for the new initiative.

Introduction of webmail – The webmail initiative was ‘sold’ to staff on the grounds that it wasn’t fair to expect staff to use/offer up their personal emails, that it was useful for managers to have a standardized system and that it made logging onto the Moodle VLE a consistent affair. 100% email account take-up is anticipated by September 2007.

Key challenges

External funding cuts and Service reorganisation – In response to the external funding cuts within ACL, the Kent Adult Education Service has undergone a whole scale reorganisation, which has regrettably resulted in the loss of the ILT Coordinators post.

ALI inspections/reinspection – During the KAEC E-Shift project period, there was an ALI inspection in May 2006, followed by a reinspection in Autumn 2006 which severely impaired project progress.
Areas of transferability 

Purposeful use – During the early stages of the KEAC VLE platform implementation, staff did not choose to routinely utilize the VLE. However, when two content areas were developed around Job Recruitment and Student Registration there was a discernable shift in the numbers of tutors and accessing and using the VLE.

Complementary initiatives – 

By introducing the Moodle and webmail initiatives at a similar time to the successful NLN, TreACL and eQuiP activities, it was possible to share momentum and positive staff attitudes across all the complementary initiatives.

	Institution contact details
	Rosemary Leadley – Kent Adult Education Service, Head Office, College Road, Sittingbourne, Kent ME10 1LF

rosemary.leadley@kent.gov.uk  


	Kent Adult Education Service (KAES)
	Baseline eLPs position (July 2006)
	E-Shift intervention  (March 2007)
	12 month eLPs position            (July 2007)

	

	4. Infrastructure & Equipment

	a. Access to computers and other IT/ICT equipment 
	Developing - Some of the main learning centres have good access to computer and other equipment for some learners and staff but others do not.
	Developing ( Established
The KAES already had a good level of technology and equipment within their main centres, and the introduction of a Moodle VLE and tutor webmail allows further expansion of access across the Service out-centres and smaller delivery sites.
	TBC

	b. Internet connectivity 
	Established- There is Internet connectivity, at a speed that meets the business, teaching and learning needs of the organisations, at all main centres, at most outreach sites and in the majority of other teaching locations.
	Established – 

This area is limited by the connectivity of small outreach centres – it may be difficult for the Service to progress to the ‘Embedded’ eLPs stage without significant investment in infrastructure (often within sites not directly owned or operated by the Service) – an unlikely scenario in the face of Service reorganization and funding restrictions.
	TBC

	c. Learning platform development 
	Developing – The organisation is either in the process of acquiring access to a learning platform or it has acquired access and is beginning to make use of the platform.
	Developing( Established
Although still early in the process of ‘adopting’ the Moodle VLE, there is evidence that the learning platform is being used to support SkillsPlus (LLN) delivery and the foundations are now in place for continued development and expansion into an MLE (although the Service may still be resistant to this from its earlier, negative experience)
	TBC

	d. Technical support for staff and learners
	Developing - There is a system for providing technical support either in-house or outsourced but the level provided is not yet adequate for the growth of e-learning within the organisation.
	Developing – 

Whilst there is existing in-house support (two technicians build and maintain PCs, servers laptops and networks across the County), there is no user support readily available for tutors or learners and this situation is unlikely to change given the financial situation.
	TBC




	Project title and ‘pen portrait’
	York Adult and Community Learning

	Project context – York Adult and Community education service is funded directly by the LSC and runs approximately 600 vocational and non-vocational courses. There is an average of 7500 annual enrolments and there are approximately 190 part-time tutors (Figures vary term to term and year to year) delivering courses across 6 curriculum areas: Health and Well-Being, Family Learning, Modern Foreign Languages, Visual and Performing Arts, ICT and Academic Studies.

Partner organisations – The York ACL E-Shift project worked in partnership with the York Library Service. The role of the Library Service staff within the project was to receive training/ increase their familiarity with the Moodle platform so as to be able to offer support to York ACL learners and tutors accessing provision via the Library high-speed broadband network. 
Original eLPs assessment and project rationale: Originally, funding was identified to develop a Moodle VLE (Moodle 1) and this hosted content for Modern Foreign Languages, Family Learning and ICT provision. Because of the distributed nature of the staff, there was a desire to expand the VLE to other curricular areas and additional E-shift funding was sought. The key target and ‘need’ area was the issue of tutor ‘access’ to online materials. Whilst York ACL had inherited ‘Flexible Learning Centres’  from Learn Direct, the distributed nature of ACL delivery prevented reliable access to high speed Internet..

Project aims, objectives and outputs – 
The principal aim of the York ACL E-Shift project was to extend (Moodle) VLE training to the whole service and to include the York Library Service. A minimum requirement within the training was for all staff who attended Moodle sessions to at least be able to access essential service information in the Moodle ‘Service Information’ area. York Library Service were identified as partners as it was felt that, if staff were encouraged  to use a  VLE then high speed access also had to be provided. At the completion of the project, the overall aim was to be able to offer all tutors who did not have private access to broadband/or who were not based in a study centre access and support through the Library network. This approach was felt to be complementary to the York Library Service’s aim of greater engagement with the community.

Within the overarching aims, the following objectives and outputs were developed: All tutors to be trained in the use of the York ACL VLE; All York Library staff to be trained to enable them to support tutors and learners accessing the Moodle VLE; Train all ACL admin staff to enable them to provide an adequate VLE support function. 

Target audience: The target groups for the York ACL E-Shift project included 16 administration staff; 25 Health and Well-Being tutors, 25 Visual and Performing Arts tutors, tutors from across the service and 30 York Library staff.

Sustainability: Responsibility for ILT development has been ‘built into’ the post of one of the senior managers, and a corresponding annual budget has been allocated.

Reporting and monitoring: The York ACL E-Shift project formed a steering group to determine the direction of the training in consultation with curriculum managers. Steering Group membership comprised of the Head of ICT and E-Learning (E-Shift Project leader), E-Learning support tutor, ICT Curriculum coordinator and an ICT tutor (web design and graphics). The Steering Group met bi-weekly, and evidence of the proceedings of meetings can be accessed at: http://www.yorkaded.org.uk/course/view.php?id=12.

External support: The York ACL E-Shift project received external support from the Leeds RSC 

(Chris Barber), with support delivered through both face-to-face meetings and via the on-line 

Moodle User Group meetings, held termly.

Key achievements – 

Positive tutor responses – During training, both sets of tutors (MFL, ICT, Family Learning and other tutors) were very positive. In particular, one tutor described how using Moodle to work with students had enabled her to better understand and respond to learner needs, although the process of ‘virtual working’ had been alien at first.

Key challenges

Centre closures and reduced funding – The E-Shift funding was absolutely necessary given the situation of very few full-time staff and ongoing staff redundancies within the Service.
Areas of transferability 

Experienced steering group – The York ACL Steering Group was particularly effective due to the ILT expertise within the group and the ability to communicate with a wide range of curriculum managers and staff.

‘Piggy-backing’ on existing infrastructure - The benefit of working with the Library service was that it enabled all learners and tutors who do not have access to the Internet at home to use the Library broadband service at 15 locations around York.

Meeting combined skills needs – Often, at the same time staff need support in understanding how to access and use Moodle, they also need support for basic ICT skills (E.g. PowerPoint) and the E-Shift approach helped support this ‘combined’; approach across the Service.

	Institution contact details
	Ray Lyall – York ACL - York Adult and Community Education Service, Mill House, North Street, York, YO1 6JD - Dringthorpe@yahoo.co.uk 




	Adult & Community Learning,    York
	Baseline eLPs position (July 2006)
	E-Shift intervention  (March 2007)
	12 month eLPs position            (July 2007)

	

	4. Infrastructure and equipment

	4a Access to computers and other IT/ICT equipment
	Developing - Some of the main learning centres have good access to computer and other equipment for some learners and staff but others do not.
	Access has definitely increased and there is a strong likelihood of a ‘shift’ to Established due to the innovative partnership arrangement with the Library Service – however the project lead is reluctant to confirm shift until data is gathered for the next eLPs tool assessment in Summer/Autumn 2007.
	TBC

	4b Internet connectivity
	Developing - There is Internet connectivity for corporate and administrative purposes, and in 20% to 50% of teaching locations.
	Related to element 4a above - At the 7 main centres, Internet access is very good. However, at the 70 + out centres (which include village halls, church halls and community centres) connectivity is far more variable/problematic. Please note: Given the profile of teaching centres, It is unlikely that the York ACL service will achieve the eLPs ‘Established’ definition of ‘There is Internet connectivity, at a speed that meets the business, teaching and learning needs of the organisation, at all main centres, at most outreach sites and in the majority of other teaching locations’. However, via the Libraries partnership it is likely that the Service could improve on Developing via a more flexible definition which reflects ‘Availability of suitable connectivity’, as opposed to connectivity within fixed locations.
	TBC

	4c Learning platform development
	Developing – The organisation is either in the process of acquiring access to a learning platform or it has acquired access and is beginning to make use of the platform.
	Developing ( Established - The organisation has access to an established learning platform (Moodle) that is being used in the delivery and support of some of its staff development and/or courses for learners. Where appropriate links are being made with the organisations management information system (MIS).
	TBC

	4d Technical support for staff and learners
	Developing - There is a system for providing technical support either in-house or outsourced but the level provided is not yet adequate for the growth of e-learning within the organisation.
	Whilst there is an informal arrangement for technical support, it is unlikely that current levels of support will be adequate for future demands. This means that current roles will have to change and/or the response to support requests will have to be prioritised. It would appear that ACL services may be structurally impeded from achieving the ‘Established’ and ‘Embedded’ eLPs levels. 
	TBC



	Project title and ‘pen portrait’
	Cambridgeshire County Council

	Project context – 

Cambridgeshire Adult and Community Learning Service provides, secures and promotes blended, flexible and accessible opportunities for lifelong learning and development of skills for people of all ages, abilities and backgrounds – including courses for personal interest and development, skills for work courses, family learning, courses for adults with learning difficulties and/or disabilities and members of Black and Minority ethnic communities – delivered through a wide range of venues including schools, libraries, community centres, FE and village colleges.

Wider context: During November 2006, an Adult Learning Inspectorate (ALI) visit took place which seriously impacted on both the availability of key project staff and the E-Shift project activity. 

Partner organisations – The Cambridgeshire ACL E-Shift project involved partners from the Cambridge Regional College (principal partner), Huntingdonshire Regional College and College of West Anglia. Associated partners included the County Library Service (to assist in identifying available technologies and their application)

eLPs assessment and project rationale – The original eLPs baseline revealed senior level support for ILT/e-learning, but also identified difficulties with implementation, possibly related to the scale of the challenge (Cambridgeshire ACL has over 700 tutors, varying from 3 hours to full time). There were also issues of staff expectations around ILT needing to be met practically, and the focus of the Cambridgeshire E-Shift project aimed to provide operationally useful support direct to tutors.

Project aims, objectives and outputs

The Cambridgeshire ACL E-Shift project aimed to increase the effective use of ICT and e-learning within the organisation by utilising existing technology more effectively and identifying additional technology and training required to support other key initiatives (for example RARPA). By training tutors in context and providing follow up support, a sub-aim of the project concentrated on embedding the use of ICT and e-learning through good practice forums, both within the organisation and with local FE Colleges. 

Within the project aims, there were a series of liked objectives, reflecting a Research and options                

analysis stage (to identify what technology was readily available) a Staff Capacity Building and Development phase (to identify skills needs and provide training and support) and a mainstreaming stage (To share good practice and link use of technology with the delivery of other key strategies).

Target audience: The Cambridgeshire ACL E-Shift project targeted two groups of learners (Adult learners with learning difficulties/disabilities and Arts and Crafts students) and Service coordinators and tutors (full time and sessional).

Sustainability: The success of the E-Shift project has led to management support for a further series of ‘Bite Size’ road show demonstrations. Ultimately, availability of resources, sharing of good practice and staff development opportunities will be grouped together and disseminated via the ACL Portal (see insert)
Reporting: The Cambridgeshire ACL E-Shift project working group reported directly to the Cambridgeshire County Council E-Learning Strategy Group for post 19 Learning (which includes Corporate IT, schools portal managers, e-government strategy manager, library services E-learning and the ACL service).

External support: The Cambridgeshire ACL E-Shift project received support from a NIACE e-consultant (Hilary Dorling) during the initial stages of the project and during the ALI inspection period.
Communication: In addition to regular meetings between E-Shift project participants, the project also plans to deliver ICT equipment ‘demonstration’ slots during curriculum meetings, to ensure all tutors are exposed to the technology and given opportunities to ask questions and request further training.

Key achievements – 

Reaching and engaging a distributed workforce – the Cambridgeshire E-Shift project was particularly successful at reaching and engaging a highly distributed workforce, with 27 ACL tutors attending training and 55 responding to the (initial) Staff Attitude Survey, with 35 ACL managers and staff covering 25 village college sites briefed about the equipment and training on offer.
Impact on wider staff – Following work with ALDD tutors on digital imaging, there have been several separate requests from tutors not involved in the original training.  

Redesign of the ACL portal – This development will enable a greater number of staff to access advice, guidance and make bookings of available equipment.

Key challenges

Distributed workforce – Despite early successes, the project coordinator felt that (due to the size and distributed nature of the Cambridgeshire ACL Service) an additional year of activity would be required to properly reach and engage all staff.

ALI inspection – The Service inspection by ALI caused considerable disruption to both project delivery and to staff availability and willinmgness to participate in activity.

Areas of transferability 

Different perspectives – The Cambridgeshire E-Shift project identified that working with FE colleges lent additional and different perspectives to the issues and requirements of the project, and that the project gained a wider sphere of influence through engaging with partner organisations.

Ensuring infrastructure and responsiveness – A key recommendation emerging from the Cambridgeshire project was the need to have reliable infrastructure (ICT equipment, Internet connectivity etc) and support always available, so that if a tutor shows interest, there is an immediate response or route to getting further information/training.

	Institution contact details
	Christine Leach –Cambridgeshire County Council, March Youth & Community Centre, 34 Station Road, March PE15 8LE

Christine.leach@cambridgeshire.gov.uk


	   Cambridgeshire County   Council ACL
	Baseline eLPs position (July 2006)
	E-Shift intervention  (March 2007)
	12 month eLPs position            (July 2007)

	

	5.Managing and implementing ILT and e-learning

	a. Implementing the ILT/e-learning strategy and action plan 
	Developing - Some parts of the strategy and action plan are being implemented but others are not.
	Developing(Established

The E-Shift project was linked directly to the delivery of the ILT and E-Learning Strategy, and update meetings of the Cambridgeshire County Council E-Learning Strategy Group for post 19 Learning have confirmed considerable progress.In addition, there is commitment to continue the reporting process and develop a new implementation action plan.
	TBC

	b. Monitoring and reviewing implementation 
	Early Stages - Implementation of the ILT/e-learning strategy has only rarely been monitored reviewed or evaluated in any detail.
	Too early to say – Whilst aspects of the E-Shift project intervention were monitored, and there is potential (through the ACL Portal) to monitor future staff activity, discernable shift will probably only be identifiable after the implementation action plan has been introduced (which should contain objectives around progress monitoring)
	

	c.Commitment throughout the organisation to the development of ILT/e-learning 
	Developing – There is evidence that commitment to ILT and e-learning is growing within the organisation.
	Whilst evidence exists for growing commitment (Recent ILT/E-strategy group was attended by some parts of the organisation at a high level, there is an E-learning training manager for county council staff etc), there are no indicators (yet) that ‘a large percentage of staff’ (Established stage) are committed to developing & using ILT.
	

	d. Partnerships 
	Developing - Links between organisations are being established with regard to ILT/e-learning and from these  a small number of ILT/e-learning partnership projects are beginning to occur.
	The E-Shift project built upon earlier partnership working initiatives (E.g. TrEACLE projects) and established extremely positive working links with Cambridgeshire Regional College (although the other partners in the project were more difficult to engage). However, the evidence would suggest that Cambridgeshire ACL remains at the Developing stage in this area.


	TBC

	e. Funding and sustainability
	Early Stages - E-learning developments are funded on an ad hoc basis.
	Early Stages(Developing
Although previous e-learning funding was dependent on project funding applications, the momentum  and activities developed by the E-Shift project have seen greater involvement of Senior management around e-learning, increasing the likelihood of future core funding
	TBC




	Project title and ‘pen portrait’
	Essex Adult and Community Learning (Essex County Council)

	Project context – 

Operating across 4 main delivery areas (Central, North East, South and West), the Essex Adult and Community Learning Service aims to deliver learning opportunities for adults in partnership with others and by providing access to high quality, flexible services delivered locally to 14,000 learners. 

ILT/e-Learning is a key part of the Essex Adult Community Learning’s overall strategy for developing both the quality and range of learning opportunities for adults in Essex. The ILT/E-Learning strategy includes actions around the development of e-Learning materials, building infrastructure and providing staff development.

As an early adopter of ILT/E-Learning, Essex Adult and Community Learning was connected to the JANET network and involved in the NIACE infrastructure projects (development of VLE platforms) and E-Guides programme. As a result of this activity, staff awareness and capacity for e-learning has increased, and the Essex E-Shift project aims to build upon these developments by developing VLE-based blended learning opportunities.

Wider context: The service is currently undergoing review and is therefore experiencing some turbulence.  The management structures are changing and they are moving towards less strategic, more operational management styles.

Partner organisations – Originally, a wide range of partners were to be involved in the project, including British Army Units (piloting the development of Skills for Life material), the Essex Libraries Service (affording access via the People’s Network) and third sector organisations (to develop ways of volunteers utilising the VLE). However, it is unclear as to the extent to which these partners were involved during the project. The researcher was also made aware of the intention to 

pilot the development of a L2E ICT course for future use with employers under Train to Gain.

eLPs assessment and project rationale – The initial eLPs Baseline assessment reflected a relatively advanced ACL Service, seeking to further extend (rather than initiate) best practice and utilise the E-Shift project as a means of accelerating moves towards a whole Service re-orientation towards more flexible, belnded learning provision.  
Project aims, objectives and outputs

The Essex E-Shift project aimed to develop, pilot and evaluate 15 blended learning programmes (within each of the subject sectors delivered), with a secondary aim of ensuring consistency and quality in the development of the blended learning materials. The overall purpose of the project was to support a gradual re-engineering of the Service’s provision during 2007/8. 

Within the broader aim of developing 15 blended learning programmes, the project had a series of objectives and outputs, including development of e-communication systems for learner contact/support, development of electronic means of recording progress and achievement and evaluating these activities as appropriate.

A multi-stage delivery approach was adopted, including a staff development stage (training VLE Creators and tutors to develop the blended learning programmes), a pilot stage (trailling the programmes with tutors and learners), dissemination stage (engaging 20% of tutors in using the VLE and developed materials), moving towards a post E-Shift project implementation stage (Blended learning programmes uploaded onto the VLE and offered to learners).

Target audience: The principal target audience consisted of 15 tutors (one from each of the subject sectors), 7 VLE Creators and the adult learners enrolled on the programmes.

Sustainability: The Essex E-Shift programme was designed to contribute to a gradual re-engineering of the Service provision, ensuring that e-learning and blended learning approaches will be integral to future annual programme planning.

Reporting: An Interim Steering Group was brought together to provide training and e-guide support to the project participants. Meeting termly, the steering group membership comprised of the Network and VLE Manager, ILT/E-Learning Coordinator and the Vice Principal (Planning and Resources).

External support: No external support was received during the Essex E-Shift project.

Communication: The E-shift project staff were encouraged to form a peer support network, in addition to face-to-face meetings and participation in an electronic support area on the VLE. Outputs from the project teams were made available through team meetings and to all staff via the VLE. As a means of engaging Senior Management, regular reports were provided to the Service Strategic Planning Team.

Key achievements – 

Raising awareness of the VLE potential- The Essex project found that, as people become increasingly aware of what a VLE can do, they began to make more and more creative suggestions about potential use.  An example identified by the Project Manager concerned the use of the VLE for staff induction and equality and diversity training, both unanticipated (but very positive) outcomes.

Engaging learners in purposeful use – The use of the blended learning materials (hosted on the VLE) have been enthusiastically received, with one learner who has a property in Spain even accessing the VLE abroad and commenting positively on how useful it was in “…closing gaps in class-based attendance..”

Introducing new operational/management approaches: Traditionally, one of the key problems faced in developing blended learning/VLE content was the inability to pay tutors for additional development time. The E-Shift project has demonstrated to senior management the additional time implications required to plan and deliver blended learning via a VLE platform, and as a consequence, there will be changes made to the sessional contract, to reflect the different styles of working required.
Increasing awareness of the potential of e-learning - Greater confidence and competence amongst staff has led to innovative activities, such as developing a CD based training tool on dealing with disclosure which has been uploaded to the VLE, and is being used regularly be staff. The Essex project manager feels that this has occurred as staff become more aware of the use and potential of ICT - a direct consequence of the E-Shift project
Key challenges

Organisational review and structural changes

Due to ACL budget reductions, the Service is undergoing an organisational review which has impacted negatively on several of the project objectives, including the loss of E-Guides (40 reduced to 4), which has resulted in a lack of support for the tutors involved in the project. There has also been a knock on effect of using more of the established VLE Managers time/capacity in order to train staff, which has generated additional cost burdens. A further effect of the organisational review has been the failure to recruit the full complement of tutors, and the possible loss of the ILT/E-Learning Coordinator From September 2007.

External partnership capacity – The Essex E-Shift project intended to use a proportion of the E-Shift funding to support partnerships within the voluntary and community sector but a lack of capacity and infrastructure within the Vol/Comm sector made this extremely difficult to achieve.

Areas of transferability 

Internal capacity - Ensure that there are sufficient staff available to support the project, and that any initiatives are properly resourced.

Technical security - Ensure you have sufficient Internet security (robust back-up).  On one occasion, the Essex project lost a huge amount of data resulting in learner/staff disenchantment with e-learning and financial  costs resulting from staff having to re-write materials. 

Develop peer support networks – The 15 course development tutors were encouraged to form a peer support network, hosted on the VLE, to ensure emerging findings and project progress could be effectively disseminated.

Encourage creativity - Any project design needs to allow for individual’s creativity and expertise.  Be flexible enough to embrace good practice that is beyond the project remit.  



	Institution contact details
	Wendy Aston (interim project manager), Essex Adult and Community Learning, Essex County Council, County Hall, Chelmsford. Wendy.Aston@essex.gov.uk


	    Essex Adult & Community Learning


	Baseline eLPs position (July 2006)
	E-Shift intervention  (March 2007)
	12 month eLPs position            (July 2007)

	

	5.Managing and implementing ILT and e-learning

	a. Implementing the ILT/e-learning strategy and action plan 
	Established - The ILT/e-learning strategy is being put into practice and the organisation is constantly reviewing e-learning progress alongside other relevant milestones.
	Established ( Embedded

The Essex C/C ACL E-Learning strategy has been in place for 3 years and is updated annually. As a part of the E-Shift project, it is currently being reviewed and updated and both the E-Shift project and the refreshed E-Learning Strategy will support the gradual re-engineering of the Service offer to reflect more flexible, blended learning opportunities.
	TBC

	b. Monitoring and reviewing implementation 
	Developing - Some aspects of the strategy and action plan are monitored and reviewed but this is not done in a sufficiently systematic way makes no reference to other organisational strategies and does not involve all stakeholders.
	It would appear (from the available evidence) that the organisational restructuring process impeded any attempts to systematize the monitoring and reviewing of ILT implementation, beyond the discrete E-Shift project monitoring.
	TBC

	c. Commitment throughout the organisation to the development of ILT/e-learning 
	Developing - There is evidence that commitment to ILT and e-learning is growing within the organisation.
	Developing ( Established

At a strategic level, Senior management appears to be committed to the embedding of ILT/E-Learning within and across Service Provision, and VLE Managers and E-guides are championing the agenda at the operational level. 

Amongst teaching staff, the  E-Shift-sponsored activity has had a positive effect on staff awareness – “…a lot of staff that didn’t have e-learning on the radar are gradually becoming aware of its potential and then realizing that they have skills-development needs such as use of smart-boards and PDAs.  It has produced enthusiasm for e-learning….”
	

	d. Partnerships 
	Developing - Links between organisations are being established with regard to ILT/e-learning and from these a small number of ILT/e-learning partnership projects are beginning to occur.
	Whilst some workforce development partnerships exist and the initial stages of partnership with Essex County Council Libraries Service is being explored, there was little direct evidence to point towards “several ongoing and successful partnerships involving ILT/e-learning” (Established stage).

	TBC

	e. Funding and sustainability
	Developing - There is awareness amongst senior management of the need to make specific funding provision for e-learning.
	Given the Service’s intention to re-engineer provision and provide significantly more blended learning opportunities, it is reasonable to assume that e-learning funding levels may rise, although they may be linked to greater expectations that staff will engage with the VLE and conduct teaching and learning activities in a more flexible manner than previously.
	TBC


Note: At the point this research was undertaken, the Essex E-Shift project was ongoing and approximately mid-way through implementation. The suggested shift above represents the views of the researcher based on available evidence, and should be revisited at the end of the Essex implementation period (September 2007)
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Above and beyond the achievement of the project aims, a key purpose of the E-Shift (Transformation) initiative was to add value and achieve additionality wherever possible, thereby helping to both directly and indirectly support organisational movement towards e-maturity. 

Set out below are examples from the case studies which may be of use/interest to individuals and organisations:

	‘Unlocked’ further funding
	Using the E-Shift funding as seed corn, the WEA (West Midlands) successfully applied to the North Staffordshire Regeneration Fund to pay for laptops in support of outreach work in Stoke.



	Accelerated outcomes


	The E-Shift project interventions helped to accelerate activity towards e-maturity – For example, the  WEA (West Midlands) judged that the project had enabled progress to be made in 1 academic year instead of 2-3 academic years

	Increased project resilience


	Many E-Shift projects were set in a wider context, or involved multiple lines of activity. The provision of funding enabled these projects to continue where ordinarily (in the context of reduced funding and reduced provision) they would have faltered and in many case been cancelled completely. Given the financial climate, this type of ‘project protectionism’ may be increasingly required.

	‘Gap’ funded CPD
	The vast majority of LA ACL provision is contracted out to a range of providers, who use part-time sessional staff. There is already a serious conflict between the need to raise standards and involve staff in CPD whilst at the same time ensure contractual conditions reflect the tight fiscal environment  - the E-Shift funding allowed the ‘gap’ between contractual funding limits and the true cost of maintaining a properly qualified and trained workforce to be filled, albeit on a temporary basis.

	Created a ‘buzz’ around ILT
	The E-Shift projects generated interest and activity around ILT/e-learning – For example, CLSS achieved a high level of staff engagement – a real buzz around the benefits of ILT – and Blackpool utilised ‘non-techie’ e-champions to appeal to a wide cross-section of staff.

	Conceptual development as reflective practitioners
	The E-Shift projects have unique value in terms of how they have encouraged individuals and organisations to consider what it means to engage in organisational change, and begin to plan for implementation and reinforcement of a particular direction of travel (E.g. what benchmarks are needed, what kind of SMT engagement, what resource needs etc). It’s helped them to understand how projects (like E-Guides) are located within wider organisational needs.

	Timely
	ACL has never previously been at a point with e-learning infrastructure and awareness where self-reflection becomes possible and useful, so the E-Shift intervention was extremely timely in terms of harnessing this new awareness and capacity and channelling it towards the end purpose of greater e-maturity.

	Observational to transformational
	Improving organisational familiarity with the eLPs tool was one of the key E-Shift project achievements – For example, a better understanding of the necessary ‘stages of e-maturity’  made BAEC consider how best to benchmark  activity and set up evidence based systems (although some are less quantitative and repeatable than others) - The fact that BAEC did this in the 2006/7 financial year, means that they now have a benchmark against which to measure progress - It also had value in terms of introducing measuring systems to the college –steps which only occurred as a consequence of the E-Shift intervention.

	Passive to active support
	Prior to the E-Shift intervention, SMT support for ILT initiatives was relatively passive (not obstructive but equally not fully engaged) – Across the sample organisations, SMT support and engagement (and linkages to external, third-party organisations) has become much more visible following the E-shift project.

	Demonstrating demand
	Several of the E-Shift interventions used training and reflective action planning to identify staff CPD needs (demand) and connected this demand through to the E-learning strategy (supply)  in order to convince SMT of the need for investment – demonstrating demand. 

	Remedying organisational ‘balance’
	Organisational ‘balance’ – Several of the E-Shift projects helped to create/remedy a balance between infrastructure (network/computers), staff development (awareness, ICT skills, e-learning pedagogy) and content (software applications for use by staff/students)
.

	Sustaining development and impact
	Linked to conceptual development above, the E-Shift intervention helped broaden the range of champions and (more importantly) helped establish systems whereby e-champions can be grown and mainstreamed – Given that ACL is characterised by knowledge residing in single individuals (which makes the value of that knowledge vulnerable to staff movement), this approach has led to greater resilience across the sector.

	‘Constructive alignment’
	A number of the E-Shift projects ‘constructively aligned’ their aims, objectives and outputs with organisational/College/corporate activities (E.g. the need to deliver statutory Equality and Diversity training to large numbers of staff, often working P/T across a dispersed geographical area). In many cases, e-learning was able to offer a cost-effective, efficient and readily implementable solution (E.g. delivering the E&D training via a VLE platform), helping to meet the E-Shift and corporate aims simultaneously and helping the E-Shift project achieve long –term sustainability.


During the case study development phase, it became increasingly apparent that ‘E-Shift’ activities could be grouped by characteristic, or rather by the function they performed in the process of accelerating change towards e-maturity (Transformative activities), or halting backward progress (Maintenance activities). In addition, whilst the majority of E-Shift activities/actions were context, project and/or sector specific, a number of generic actions (Transferable activities) were also indentified, which may help in the planning and design of future initiatives. For illustration, a table of examples is set out below:

	
Maintenance

(Lack of maintenance actions appear to be the most common cause of E-Shift ‘slippage’


	Maintenance actions are activities/interventions which prevent organisational ‘slippage’ back through the eLPS stages – an increasing threat given the level of funding and staffing losses impacting on the ACL sector – Examples of Maintenance initiatives/activities:
· Dedicated, coherent CPD interventions for all staff (Customised, not ‘cascade’)
·  Transparent and regular communication across all levels/layers of staff
· Processes in place to continuously ‘grow’ new E-Learning champions
·  Implementation and active monitoring of robust E-Learning benchmarks (SMT involvement)

	Transformative

(Often these actions will be context and/or sector specific)
	Transformative actions are activities/interventions that take organisations past the ‘tipping point’ between eLPS e-maturity stages (E.g. Early Stages ( Developing). In many respects, they require surrounding conditions to be in place as well as discrete project activity – For example:
· Cultural/management willingness to take risks & innovate
·  Synchronisation and ‘windows of opportunity’
·  ‘Multiplying’ E-Learning champions and Partnership working (York ACL case study)
·  Meeting identified staff demand with a proportionate ‘corporate’ response

	Transferable

(These actions are likely to be transferable across sectors)
	Transferable actions are activities/interventions which are likely to be transferable across sectors/contexts – E.g. general principles or required conditions for e-maturity. – For example:
· Focussed interventions (small, achievable goals)
·  Staff incentives and paid time
·  Embedding activities into corporate policies/strategies
· Sustained engagement from senior management



Cross referencing the eLPs Framework
Mapping of the eLPs Framework to other National Occupational Standards (NOS) and standards-based approaches

(Occupational) Standards-based approaches

Occupational standards describe the skills, knowledge and understanding needed to undertake a particular task or job to a specified standard. They set out and cover the range of key activities undertaken in specific job roles, and can be used to: describe best practice in certain areas of work; specify minimum expectations of performance; provide a quality framework for staff recruitment and management and; provide a basis for appropriate staff development.

National Occupational Standards (NOS)

Within England, Sector Skills Councils (SSCs) are the bodies licensed to administer the National Occupational Standards (NOS). NOS define occupational competences in the form of statements of performance, required knowledge areas and descriptions of the evidence required to demonstrate or prove competence. NOS form the basis of National Vocational Qualifications (NVQs), Scottish Vocational Qualifications (SVQs) and Vocationally Related Qualifications (VRQs). Often, both NOS and more informal standards frameworks contain ‘level descriptors’ – characterisations of skills, knowledge and understanding at different levels, often beginning with ‘Entry’ or ‘Foundation’ type descriptors and moving through levels of competence until ‘Advanced’ or ‘Mastery’ type descriptors are reached. When standards based frameworks are used as the basis for qualifications, ‘level descriptors’ are often attributed a qualification level to reflect achievement. For example, NVQ Levels 1, 2, 3 and 4 denote sequential levels of competence and qualification. 

Development of (occupational) standards-based approaches

Ideally, the development of robust standards-based frameworks involves a cyclical process of professional discussion and critique, followed by a series of revisions and reiterations, which again are exposed to professional scrutiny until a set of standards and level descriptors are reached which are fully owned and endorsed by the sector they represent. In this manner, standards-based frameworks can also be used as  good practice ‘benchmarks’, as they reflect a consensus view amongst practitioners.

Good practice benchmarks and individual vs. organisational performance

Standards-based frameworks used as ‘good practice’ benchmarks are often ‘level free’ (they are not associated with any qualification level) and non-sequential. Rather than denote a particular level, they are intended for use where practitioners require guidance in developing new approaches to teaching and learning, where progress needs to be measured against an established baseline and/ or where existing skills are being applied in new contexts.

Standards-based frameworks can also be used to describe organisational performance. In a similar manner to individual competence, the capacity and current practice of an organisation to improve performance (essentially, for an organisational to initiate, undergo and learn effectively from change) can be benchmarked and set within a sequential framework, although it should be noted that developing corresponding ‘action plans’ for organisational  change (as opposed to individual staff development plans) can be extremely challenging, as planned organisational change depends on more than a single individual’s efforts. 

Further development of the eLPs Framework

The eLPs Framework combines a number of the functions described above: It offers a series of sequential ‘levels’ from ‘Not Yet Started’ through to ‘Embedded’ (although these do not relate to qualification levels) and, for each level,  provides a short description of organisational performance, enabling practitioners to benchmark their journey towards e-maturity. It should however be noted that the eLPs framework is at an early stage of development, and practitioners should be encouraged to positively critique the level descriptors and develop suggestions for illustrative case studies associated with each of the eLPS themes and elements.

In order to support the development of the eLPs tool from an observational to transformational framework, an example eLPs element has been cross-referenced and mapped against two similar standards-based frameworks:

1) The Becta Self-Review Framework and 2)  The LLUK E-learning Standards

The following table provides an opportunity for practitioners to compare similar yet sectorally distinct frameworks, and identify areas where transferable ‘best practice’ might be identified, helping to strengthen collective understanding of what constitutes e-learning best practice.  Given the degree of overlap, it may now be appropriate to begin development of a single e-maturity framework applicable across the pre and post-compulsory sectors.
CEL and NIACE e-Learning Positioning statement (eLPs), Lifelong Learning UK (LLUK) E-Learning Standards and the Becta Self-Review Framework (SRF)

Please note: The mapping below should not be considered definitive or authorised by the professional bodies owning the standards. It represents an attempt to illustrate how the eLPs tool themes and elements may be comparable with other standards-based frameworks, and to point to where they may be areas of e-learning ‘best practice’ which are common across the schools, ACL and FE sectors.

	CEL & NIACE e-Learning Positioning statement (eLPs)
	
	Becta Self-Review Framework (SRF)


	
	Lifelong Learning UK (LLUK)    E-Learning Standards
	
	Commentary

	1. Vision & Strategic Planning
	
	1. Leadership & Management
	
	G: Champion the application of ILT to teaching and learning
	
	These areas/elements were considered to be the ‘closest’ fit in terms of theme – interestingly, the LLUK Standards didn’t emphasise a vision for ILT, separating out the role of organisational leadership from teaching and learning

	10. a. Clarity of vision for development of e-learning within the organisation. 
	
	a Vision for ICT


	
	G1 Provide information to support ILT developments


	
	These areas were mapped together because they described a process of data collection, leading to data(information, information(evidence, and then translation of evidence into an organisational vision of e-learning.

	11. b. Communicating the vision across the organisation. 
	
	
	
	G2 Identify and disseminate good practice in using ILT
	
	Whilst a gap was evident in the Becta SRF, both the eLPS and LLUK frameworks identified a clear need for dissemination and communication of best practice.

	12. c. ILT/e-learning strategy. 
	
	b Strategy to achieve the ICT vision
	
	G3 Design and implement development programmes to enable staff to use ILT


	
	In this area, there was clear read across between the eLPs and Becta SRF Frameworks. Interestingly, there is still a separation of function in the LLUK standards between leadership and teaching and learning.

	d. Relationship of ILT/e-learning strategy to other strategic plans.
	
	c Organisational effectiveness and efficiency


	
	G4 Contribute to the evaluation of the organisations ILT strategy and practice.
	
	Whilst superficially similar, it was felt that the three sets of frameworks are addressing slightly different aspects of the connection between the ILT strategy and wider organisational effectiveness. 

	13. e. Strategic management of ILT/e-learning. 
	
	d Monitoring and evaluation

	
	
	
	Similar to eLPs and SRF 1a, there is a strong relationship between these two elements in the area of MIS leading to better strategic management. Notable absence in the LLUK standards.

	14. f. Coherence with local, regional and national strategic frameworks.
	
	
	
	
	
	Interestingly, the eLPs tool is the only framework to consider the impact/effect of wider strategic activities on the development of organisational e-maturity.


Further development of the Adult & Community Learning (ACL) eLPS Framework

1.
Evidence-based recommendations for improvements to the current eLPs Framework
Comment: Currently, the eLPs Framework utilises four check boxes within each of the 5 stages of organisational development (Not Yet( Started Embedded) for practitioners to indicate their organisation’s position in relation to e-maturity. Depending on the number of elements within each stage (ranging from 4 to 10), there are potentially upwards of 200 permutations available.
Recommendation: Remove the four checkboxes and instead emphasise the need for projects to provide clear qualitative descriptions of their position in the ‘organisation statement’ box, as this provide more useful information for both senior managers and external audiences (NIACE/DfES)

Comment: Currently, the eLPs Framework doesn’t allow for ‘maintenance’ activity to be recognised. During the course of this research, several instances were noted of organisations deploying large amounts of time/effort/resources to maintain progress, or redeploy/reintroduce activity that had previously failed. Often progress is framed in terms of maintaining a position (more ‘circular’ activity), as opposed to the more ‘linear’ progression through the stages. 

Recommendation: Projects suggested adding two sub-divisions to the stages (E.g. ‘Maintenance’ and ‘Moving on’) to indicate activity, but this may further complicate the tool. Alternatively, this issue could be addressed through the development of an ‘eLPs – Notes on Completion’ guidance document to support practitioners.

Comment: Several of the projects interviewed had completed the eLPs tool from their personal perspective, generating useful but ultimately highly subjective and biased data. 

Recommendation: One or two of the projects had drawn on the views of senior managers, learners, peers and external organisations in completing the eLPs tool. This kind of 360 degree assessment provides a high degree of validity to any conclusions drawn, and helps to engage a wider group of stakeholders in ongoing organisational change processes.

Comment: Several of the projects interviewed explained that they had had difficulty in assessing their organisations e-maturity position without illustrative examples of what each of the stages looked like from a LEA ACl, FE, WBL, Vol/Comm perspective.

Recommendation: In order to establish movement towards e-maturity, there needs to be common consensus over what each of the stages represents (please see comments on page 53/54 re: the development of occupational standards), followed by definitions of indicators of change (which may be the eLPs descriptors), with corresponding evidence to underpin the indicators. 
2.
Recommendations for the next iteration of the ePS Framework

Building on the issues identified by projects on page 56, the following describes possible amendments/developments for the next iteration of the eLPs Framework.
Recognising that in order to robustly establish movement towards e-maturity, there needs to be common consensus over what each of the stages represents (please see comments on page 53/54 re: the development of occupational standards), followed by definitions of indicators of change (which may be the eLPs descriptors), with corresponding evidence to underpin the indicators,

There would appear to be a need for greater sectoral dialogue over development of the eLPs stages, and in particular, how they are characterised, and movement between stages indicated and evidenced. During the research, it became evident that certain sectors (E.g. small ACL services) may be structurally impeded from progressing to the highest eLPs levels, further emphasising the need for guidance to practitioners completing the tool. 
In particular, the development of indicators and suggested evidence sources would assist the development of organisational benchmarks, assisting ACL services/colleges determine progress towards e-maturity and enhancing the integration of ILT/e-learning into other organisational systems, procedures and policies. Building on this last point, a key opportunity for the next iteration of the eLPs tool would be for it to be embedded into staff performance objectives and recruitment activity (National occupational standards are often used as the basis for job descriptions), helping to ensure that e-learning becomes a permanent feature of an organisation’s workforce.

In terms of the next stages of eLPs development, there would appear to be a need to:

1)
Recognise and accommodate sectoral differences/barriers – this would not necessarily mean reengineering the ELPs tool for each user, but rather providing explanations and illustrative examples relevant to each sector.
2)
Engage the sector in constructive dialogue and gather practitioner examples of indicators/evidence of shift – in this way, the sector is encouraged to populate the eLPs tool and, over time, develop a rich series of illustrative case studies. This may require some form of dynamic, accessible e-portal to allow for dialogue/case study development to occur efficiently.

3)
Recognise the differences between ‘maintenance, transformative and transferable’ practices and locate them within the overall eLPs tool to illustrate the wider factors enabling/impeding e-maturity

The model overleaf is designed to illustrate how these recommendations might be operationalised, with content-rich case studies ‘sitting behind’ each of the eLPs framework stages, and helping to better characterise the organisational conditions, resources, enabling and impeding factors faced by practitioners and organisations in moving between the six stage descriptors of ‘Not yet started’ through to ‘Embedded‘.


‘Quick wins’ in the further development of the ACL eLPs Framework 
Recognising the inevitable time lags in the piloting and development of a more interactive/ practitioner facing ACL eLPs Framework, there is considerable benefit to be gained from the ’quick win’ of inviting electronic ‘vignette’ submissions or even practitioner blogs linked to particular eLPs framework stage descriptors.

This approach would link to and build upon the existing best practice examples available on the ACL e-Learning Exemplars website – 
www.niace.org.uk/ACL-Exemplars/index.htm - 
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E. Strategic management of ILT/e-
tearning

F. Coherence with local, regional
and national strategic priorities

Vision & Planning

A. Clarity of vision for development of e-learning within the
organisation

Bample 1

“The London Borough of Harrow contracts out much of its adult learning provision. It
has a website (www.learninharrow.org.uk) that provides information about adult
learning opportunities offered by al its contracted providers. But the website does
not just provide information for learners; it also has a section for tutors that
includes discussion forums, professional development information and a
comprehensive resource library. The resource library contains electronic versions of





Diagram 1.1: Screenshot taken from the ACL e-Learning Exemplars website - www.niace.org.uk/ACL-Exemplars/index.htm 
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Annex 1: 
Glossary of Terms and Definitions


	Information Technology (IT)
	………………………
	Used most commonly to refer to the key components of computing technology, the software, hardware and the skills required to use a stand-alone computer or laptop effectively, for instance to produce handouts or worksheets.

	Information and Communications Technology (ICT)
	………………………
	Refers to the extra dimension afforded by networking computers to allow communication of information via email, shared access to databases and software and management information systems (MIS), which link together the business aspects of a provider of education and training. In this sense, ICT covers the use of technology to communicate both within and between organisations. 

	Information Learning Technology (ILT)
	………………………
	Refers to the application of IT and ICT to the running of the core business of the organisation – learning and teaching, the management of information and business systems and resources within the learning environment to enable successful learning.

	E-learning
	………………………
	Refers to those aspects of ICT which directly support effective learning and teaching. This can take many forms, ranging from the introduction of e-learning elements into traditional teaching through to fully online programmes delivered to remote locations with minimal levels of tutor intervention.


Annex 2: Participating organisations

	Project contact
	Organisation
	Partner organisations
	Lead project email

	Paul Kelly
	Cheshire County Council
	Warrington Borough Council   
	paul.kelly@cheshire.gov.uk


	Howard Croft
	Workers’ Educational Association, West Midlands Region
	None
	hcroft@wea.org.uk

	Wendy Stevenson
	Adult and Community Learning, Blackpool Council
	e-Community Partnership, 

Blackpool and the Fylde College, 

Montgomery High School
	wendy.stevenson@blackpool.gov.uk 



	Ralph Cullimore
	Devon Adult & Community Learning


	None
	ralph.cullimore@devon.gov.uk 

	Rosemary Leadley
	Kent Adult Education Service
	None
	rosemary.leadley@kent.gov.uk 



	Ray Lyall
	York ACL
	York Library Service


	dringthorpe@yahoo.co.uk 

	Sarah Sweetman
	Bromley Adult Education College
	None
	sarah@bromleyadulteducation.ac.uk 

	Richard Heath
	Warwickshire County Council

Adult and Community Learning Service
	None
	richardjamesheath@warwickshire.gov.uk 

	Christine Leach
	Cambridgeshire County Council
	Cambridge Regional College, Huntingdonshire Regional College, College of West Anglia.
	Christine.leach@cambridgeshire.gov.uk 

	Wendy Aston
	Essex Adult Community Learning
	None
	Wendy.Aston@essexcc.gov.uk 


Annex 3:
Project specification 
Consultancy support proposal: E-shift project

E-Shift: Development of the eLPs tool from an observational measure into a transformational framework

Proposal of consultancy support to undertake:

(1) A series of 10 case studies, associated telephone and 1:1 interviews (where necessary) and;

(2) Completion of a summative report, to draw out and identify factors useful in developing e-learning transition benchmarks.

Proposed consultancy actions in support of (1) and (2):

10 project case studies:
10 case studies to identify distance travelled by organisations (sample to be identified by project manager; NIACE) across the life of the E-shift projects (November 2006 – March 2007), illustrating quantitative (where possible) and qualitative evidence of change in order to identify areas of transferability*.  

Sample:
The sample should, as much as possible, reflect; (i) the range of eLPs thematic priorities and (ii) consider a range of initial starting points in terms of organisational development. Subject to constraints of time, resources and the range of participating organisations, the sample may also be expanded to reflect urban/rural, organisational size/income/student numbers and ALI assessments.

Case studies will be constructed along the following lines:

g) Project Background; including stated rationale, aims & objectives 

h) Implementation; Description of key stages of the projects’ development/implementation processes (either on the basis of key performance indicators or chronology, or other measures to be devised/agreed e.g. cultural changes)

i) Evidence of broader organisational movement; what observable organisational changes have occurred that can be associated with the implementation of the E-Shift projects? What change has the project influenced in terms of organisational development? Based upon the eLPs tool, what are the indicators of this change? How might this be evidenced?
j) Staff Development (attitudinal); How can observed changes in staff attitudes be attributed to the implementation of the eLPs tool? (based upon data collected by projects through pre & post Staff Attitude Survey).

k) Teaching & Learning; what effect (improvement or otherwise) has the implementation of the eLPs tool had on teaching and learning processes? Can any evidence of benefits to learners be discerned?

l) Future Plans; Summary of projects’ future plans on the basis of project interventions to date

Summative report 

Drawing on the findings of the 10 case studies and supporting evidence (e.g. Staff Attitude Surveys, Project Final Reports etc), a summative report will be compiled by March 2007 (dependant on availability of data from sample). The summative report will be cross-referenced against the Becta Self-Review Framework (Schools?) and wider standards-based frameworks such as the LLUK ICT Standards in order to support the development of the eLPs Tool from an observational to a transformational framework*.

Additional resources: A reasonable level of administrative support may be required throughout the project (e.g progress chasing of projects)

Annex 4:
Email communication with projects
Pre-Contact

Dear 

NIACE e-Shift E-Maturity Transformation Projects 2006/7

In support of the e-Shift programme, NIACE has commissioned a small scale study to aid understanding of the factors influencing organisational progress (both positively and negatively) towards E-Maturity. 

Following a sample selection process, your E-Maturity Transformation project has agreed to participate in the development of one case study.

The NIACE study will involve the development of 10 case studies overall, with two organisations providing examples and evidence for each of the  5 eLPs tool categories (E.g. Vision and Strategic Planning, Teaching and Learning, Staff Development etc). Using the eLPs tool categories/position indicators as a common reference, the case studies will attempt to identify and characterise evidence of organisational progress towards an E-Mature state, as well as drawing out those factors which helped and/or hindered progress. The purpose of the case studies is to support the ACL sector engage in continuous improvement and to help ‘populate’ a number of the eLPs tool categories/position indicators with clear, informative examples of what it actually means to move from ‘Early Stage’ through to ‘Embedded’. Over time, it is hoped to populate all of the categories/position indicators with examples, helping to move the eLPs tool from an observational to a transformational framework.

In addition, the study will generate a final report, drawing together examples and evidence of organisational movement towards an E-Mature state, cross-referenced against similar frameworks to the eLPS tool (E.g. Becta Self-Review Framework, LLUK ICT Standards) in order to better understand the common factors affecting e-maturity interventions and identify potential areas of transferability across educational organisations and sectors.

Over the next few days, I will be making contact (initially by telephone and/or email) to introduce myself and explain the process of case study development. I understand the pressures facing tutors/managers in a modern ACL setting, and I will endeavour to agree with you mutually convenient dates/times to hold telephone conversations.

Wherever possible, I will ask you to comment on conclusions and narrative I will draw from the E-Shift original project plan templates, staff attitude surveys and final project reports, as opposed to asking you to generate new or additional case study content.

However, where specific circumstances warrant more detailed discussions, I hope that I will also be able to arrange short 1:1 interviews and possible site visits where appropriate, and again I will arrange for these to occur at a time/venue convenient to you.

If you would like to discuss or clarify any of the above, please feel free to contact me on the number/email below.
Best wishes,

James Luger
Mobile Telephone: 07810 213885 (please leave a message if unavailable)
Email: jamesluger@hotmail.com 
Annex 5: Interview template and communication with projects

Background – E-Shift Transformation Projects 

The Government’s e-strategy is made up of four themes, one of which is e-maturity. The objective of the e-maturity theme is to increase the number of educational organisations making effective use of ICT, both strategically and to improve teaching and learning. 

Earlier LSC funded programmes such as the TrEACL and Learning Platforms projects have indicated that developing and implementing an e-learning project can help an organisation become more e-mature. An organisation which receives E-Shift funding will carry out an e-learning project of their choice and measure the shift in their organisation’s e-maturity from the start to the end of the project.

Purpose of this research – Observational to transformational
Within the ACL sector, increasing numbers of organisations are using the E-Learning Positioning Statement (eLPs) to self-diagnose their e-learning baseline position, and then utilise the 5 eLPs themes/31 elements to progress check and action plan their organisational journey towards e-maturity.
However, there is a clear need to ‘populate’ the eLPs themes/elements with informative case studies, exemplars and practical guidance to support both practitioners working in the sector and further the development of the eLPs tool from an observational to a transformational framework.
This research aims to develop a series of 10 case studies illustrating the distance travelled by organisations during the E-Shift Transformation projects, drawing on both qualitative and quantitative evidence of movement between the eLPs themes/elements, and ultimately progress towards a more e-mature state. Ultimately, the case studies will help to identify and draw out areas of transferability related to embedding technology into practice within the ACL sector. However, this research is not entirely focussed on how effectively the E-Shift Projects met their aims/objectives, but equally how evidence of organisational movement can be identified and (plausibly) associated with the E-Shift intervention. Because of this focus, enabling and inhibiting factors are of interest, as are critical tipping points (such as funding CPD for sessional staff) during the project lifetime.
Examples of inhibiting and enabling conditions for organisational change

	Potential inhibitors of organisational shift
	Potential enablers of organisational shift

	Corporate memory (Poor experience of previous ILT intervention)
	Corporate memory (Positive experience of previous ILT intervention)

	Lack of resources/no freedom to experiment and ‘fail’
	Organisational support for creativity and an approach of  ‘challenging’ staff to innovate

	Monocultural perspective
	Diversity of cultures and perspectives


E-Maturity baseline/journey

At project inception, E-Shift transformation projects were asked to self-diagnose their baseline/starting position and (at project completion) assess their progress towards e-maturity on the e-Learning Positioning Statement (eLPs).  At the end of the case study interview, it would be helpful to revisit the eLPs framework and, having agreed which of the five themes to focus upon, to discuss whether the  E-Shift project contributed towards ‘in element’ (continuous improvement) or ‘cross element’ (transformative change) progress towards e-maturity.
Case study template

	ACL e-Learning Positioning Statement (eLPs) Tool - THEME 
	Project title
	

	
	Project ‘pen portrait’ –E.g. learning & geographic location, context, resources, funding/ALI status, partners & external support (E-Guides)

	
	Overview

Location (learning and geographic) – 

Wider context -.

Funding and ALI status – 

Resources (E.g. ICT provision)

External support and partnerships - 

	
	The project intervention - E.g. aims & objectives, description of the implementation stages of the project, target audience, project outputs, next steps and sustainability

	
	Aims and objectives  

Project outputs - 
Target audience –
Next steps and sustainability –

	
	Evidence of organisational ‘shift’ towards an e-mature state (plausible association)

	
	

	
	Key achievements and benefits
	

	
	Associated disbenefits/costs
	

	
	Impact and wider outcomes
	

	
	What works/transferability
	

	
	Institution contact details
	

	
	eLPs matrix
	eLPs Theme 1
	eLPs Theme 2
	eLPs Theme 3
	eLPs Theme 4
	eLPs Theme 5

	
	
	
	
	
	
	

	· 
	Baseline eLPs position
	Post-intervention  eLPs position

	
	
	


The following are some potential indicators of/factors influencing organisational change. The study recognises that the list is not exhaustive and other areas may arise as a result of discussions.

Potential indicators of/factors influencing organisational change

· Staff attitudes/approaches to ILT (I will review/have reviewed the staff satisfaction surveys, but from your point of view is there any evidence that might help attribute attitudinal shift to the project intervention?)

· ‘Background noise’ – At the time of/during the E-Shift project intervention, can you describe wider conditions within the college/service/organisation? (E.g. policy imperatives, budget cuts, mergers, staff/student issues) Sub-set question: Were there any noteworthy external influences on the project target audience?
· Teaching (quality) – Can you identify any effects (positive or negative) on teaching design/delivery as a result of the E-Shift intervention – If so, is there any supporting evidence?
· Learner experience – Can you identify any effects (positive or negative) on learner experiences as a result of the E-Shift intervention – if so, is there any supporting evidence? 

· Cultural changes – Although imprecise, during/following the implementation of the project were there any discernable cultural changes within the college/service/organisation (individual, group, structural)?

· Structural changes – Has the college/service/organisation implemented any structural changes as a result of the E-Shift project? (E.g. altering documents/revising performance objectives, increasing budgets, increasing CPD time allocations)

· Next steps/future plans – Are there/will there be plans to continue/adapt/embed the outcomes of the E-Shift project intervention (financial sustainability)

· Sustained involvement of senior management staff – Have/will senior staff involvement in the project/project outcomes and/or next stages be sustained?

· External (third party) perceptions – Is there any evidence that the college/service/organisation is perceived as having progressed the ILT agenda by a third party/external stakeholder?

· Accelerating or introducing? – How would you characterise the state of your college/service/organisation’s awareness/readiness to implement the E-Shift project?  E.g. did it accelerate existing activities or did it represent the first, introductory example of ILT activity? 

· Organisational ‘balance’ – Did the E-Shift project help to create/remedy a balance between infrastructure (network/computers), staff development (awareness, ICT skills, e-learning pedagogy) and content (software applications for use by staff/students)
.

· Displacement and disbenefits – Did the E-Shift project displace any other activity/activities? (E.g. did the benefit of a funded intervention displace or impede a different college/service/ organisational initiative?

· Boundary creep – To what extent did the original project objectives shift/alter during implementation – How did this affect (if at all) the degree of organisational change resulting from the E-Shift intervention?

· Complexity – Did the E-Shift project intervention require significant changes/adjustments to the way in which staff carried out their roles, AND/OR target multiple audiences? 

E-Maturity baseline/journey

	eLPS theme
	Initial diagnosis
	Post-completion progress
	‘In element’ or ‘Cross element’ – Areas of transferability

	1.Vision & Strategic planning
	
	
	

	2.Teaching & Learning
	
	
	

	3.Staff Development
	
	
	

	4.Infrastructure and equipment
	
	
	

	5.Managing and implementing ILT & e-Learning
	
	
	


Post-contact


Dear

NIACE e-Shift E-Maturity Transformation Projects 2006/7

As per my earlier email (18 Feb 2007), I attach a case study first draft based on the original E-Shift project plan templates, staff attitude surveys and final project reports (where available).

I will be making contact this week (w/c c12th March) to discuss the content with you and seek clarification/additional content where necessary. At the moment, the case studies reflect factual details and are quite ‘dry’ – the intention is to bring them alive with personal narrative – which I hope to better understand after having spoken with you.

Following this process, I will then incorporate your views/narrative into a second and final draft which I will recirculate to you for final comment/sign off. This will be close to the end of March to ensure the case studies fully capture the summative lessons from final project reports and experiences of staff. 

As always, please feel free to contact me if you would like to discuss/clarify any of the above.

Best wishes,

James Luger

Mobile: 07810213885 (please leave a message if unavailable)

Email: jamesluger@hotmail.com 

Annex 6:
E-Guides Conference Presentation
E-Shift Presentation
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Supporting the journey towards E-Maturity

Key lessons and transferable practice emerging from the 

NIACE E-Shift Transformation Projects. 
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During 2006/7, the NIACE-funded 

E-Maturity Transformation Project

(a 

component of the overall 

e-Shift programme

) funded a number of small-scale 

interventions designed to accelerate change in the ACL sector towards e-maturity. 

The degree of change was measured by use of the 

e-learning Positioning 

Statement

, or 

eLPS tool

, in benchmarking activity and supporting organizations 

to self-review e-learning progress. 

In order to maximise the learning from the 

E-Maturity Transformation 

Projects

, NIACE commissioned a small scale study to:

•

aid understanding of the factors 

influencing organisational progress 

(both positively and negatively) towards E-Maturity;

• draw out 

transferable good practice

applicable to  both the ACL and 

wider educational sector and;

•

develop 10 case studies

to help illustrate the 

eLPS tool 

transition stages.    
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Methodology

Desk review & 1:1 interviews –

•

(1) Development of case studies

to identify 

distance travelled by organisations across the 

life of the E-Shift projects (2006/7)

•

(2) Summative report 

to identify areas of 

transferability and support the development of 

the eLPs tool from an observational to 

transformational framework

Outputs

•

10 multi-layered 

case studies

•

1 summative 

report

, cross-

referenced to the 

eLPs tool and 

Becta SRF
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Sample

–

Where  possible, the 

sample was 

selected  to reflect a 

range of: 

(i) eLPs thematic 

areas

, 

(ii) initial ‘starting 

points

’ in terms of 

organisational 

development and 

(iii) organisational 

contexts.
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& Initial/Final Reports 

Plausible 

association
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: examples provided reflect particular sectors and learning contexts. Different vignettes will be required to reflect the variety of ACL contexts.

Populating the eLPs tool
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Maintenance

Transformative

(often these actions will be context  

and/or sector specific)

Transferable

(These actions are likely to be 

transferable across sectors)

• Focussed interventions (small, achievable goals)

• Staff incentives and paid time

• Embedding activities into corporate policies/strategies

• Sustained engagement from senior management

• Cultural/management willingness to take risks & innovate

• Synchronisation and ‘windows of opportunity’

• ‘Multiplying’ E-Learning champions

• Partnership working (York ACL)

• Meeting identified staff demand with a proportionate 

‘corporate’ response 

• Dedicated, coherent CPD interventions for all staff (

Not 

cascade

)

• Communication across all levels and layers of staff

• ‘Growing’ new E-Learning champions

• Implementing & monitoring robust E-Learning benchmarks

(Lack of maintenance actions 

appears to be the most common 

cause of e-Shift ‘slippage’)
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Supporting the journey towards E-Maturity

Key lessons and transferable practice emerging from the 

NIACE E-Shift Transformation Projects. 

For further information, please contact:























NIACE E-Shift and Learning Platform programme





The NIACE E-Shift and Learning Platform programmes aim to support organisations to carry out                     e-learning projects that contribute towards the               e-maturity of their organisation. 





The Government’s e-strategy is made up of 4 themes, one of which is e-maturity. 





The aim of the e-maturity theme is to increase the number of educational organisations making effective use of ICT - both strategically and to improve teaching and learning.
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* Evidence of E-shift is represented in the case studies by a ‘traffic lighting’ system, whereby ‘green’ represents a discernable shift and ‘amber’ indicates uncertainty, and the need for more evidence).








Figure 1.1 – Factors influencing organisational transition towards e-maturity.





Table 1.1  E-Maturity Transformation ‘Pen Portrait’ Case Studies Sample





E-Maturity Transformation ‘Pen Portrait’ Case Studies Sample





E-Maturity Transformation ‘Pen Portrait’ Case Studies Sample








  Vision & Strategic Planning





E-Maturity Transformation ‘Pen Portrait’ Case Study








  Vision & Strategic Planning





E-Maturity Transformation ‘Pen Portrait’ Case Study








E-Maturity Transformation ‘Pen Portrait’ Case Study 








 Teaching & Learning





   Teaching & Learning





    Teaching & Learning





E-Maturity Transformation ‘Pen Portrait’ Case Study 








E-Maturity Transformation ‘Pen Portrait’ Case Study 








    Staff Development





E-Maturity Transformation ‘Pen Portrait’ Case Study 





    Staff Development





E-Maturity Transformation ‘Pen Portrait’ Case Study 








E-Maturity Transformation ‘Pen Portrait’


Case Study








Infrastructure & Equipment





Infrastructure & Equipment





E-Maturity Transformation ‘Pen Portrait’


Case Study








E-Maturity Transformation ‘Pen Portrait’


Case Study








Managing & implementing ILT and e-learning





E-Maturity Transformation ‘Pen Portrait’


Case Study








Managing & implementing ILT and e-learning
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E-Shift Transformation Projects: Adding Value 





Maintenance, Transformative & Transferable Practice  





Moving from an Observational to a Transformational Tool: Populating and cross-referencing the eLPs Framework  








� Crisp, P et al (2006) Post-16 Strategic Analysis: Analysis of recent post-16 e-learning evidence, Becta





� Hailey, James & Rigby (2005) Rising to the challenges: Assessing the impacts of organisational capacity building. Praxis Paper #2, INTRAC


� From Donovan, K (2006)  description  of pre-existing conditions (to nurture progressive e-learning) 


� From Donovan, K (2006)  description  of pre-existing conditions (to nurture progressive e-learning) 





James Luger




2. Aims, Methodology, Outputs and Sample 

Methodology

	Desk review & 1:1 interviews – 



(1) Development of case studies to identify distance travelled by organisations across the life of the E-Shift projects (2006/7)



(2) Summative report to identify areas of transferability and support the development of the eLPs tool from an observational to transformational framework

Outputs





10 multi-layered case studies



1 summative report, cross-referenced to the eLPs tool and Becta SRF
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Maintenance, Transformative & Transferable









Maintenance

Transformative

(often these actions will be context  and/or sector specific)

Transferable

(These actions are likely to be transferable across sectors)

 Focussed interventions (small, achievable goals)

 Staff incentives and paid time

 Embedding activities into corporate policies/strategies

 Sustained engagement from senior management

 Cultural/management willingness to take risks & innovate

 Synchronisation and ‘windows of opportunity’

 ‘Multiplying’ E-Learning champions

 Partnership working (York ACL)

 Meeting identified staff demand with a proportionate ‘corporate’ response 

 Dedicated, coherent CPD interventions for all staff (Not cascade)

 Communication across all levels and layers of staff

 ‘Growing’ new E-Learning champions

 Implementing & monitoring robust E-Learning benchmarks

(Lack of maintenance actions appears to be the most common cause of e-Shift ‘slippage’)
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E-Shift and eLPs tool: Adding value
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limits and the true cost of maintaining a properly qualified and trained workforce tobefilled, albeit o  temporary basis.

Createda buzz around | CLSS achieved s highéevel o staf engagement —a real buzz around the benefit of 1T

ur
T projects have unique value Tn erms of how they have encouragedIndiduals and organisations 1o Consider what it mears|

Conceptual development | to engage n organisationsl change, and beginto plan for implementation and reinforcement of aparticular direction of travel

as eflective practitioners | (E.2. what benchmarks are needed, what ind of SMIT engagement, what resource needs etc. I helped them tounderstand
how projects (ike E-Guides) are ocated within wider organisations|needs — greater project management deveiopment

Timely. "ACLRas never previously been ata point with e-learning Infrastructure and awareness where sef-reflecton becomes possile|
anduseful.

Observationalto Familiarity wih the ELP5 to01- O of the most seful things Tt made S5 and BAEC 3o as toforce them to consider how best

transformational tobenchmark activity and set up evidence based systems (althotigh some are less quantitaive and repeatablethan thers) -
The fact that BAECid thisinthe 2006/7 financial year, means that they now have 3 benchmark against which tomeasure
progress-Italsohadvalue interms of introducing measuring ystems tothe college — that cid oy happen s a consequence.
of the E-Shifintervention.

Passive toactive support | Prior tothe E-Shiftintervertion, SWIT supportfor LT Iniiatives was relativel passive (not Gbstructiv but equally ot fully-
‘engaged) — following the E-shiftproject, SMT support has become much more actve.

‘Demonstrating demand | Severalof the E-SHift nterventions used training and reflective action lanning o 1GentiTy staff CPD needs (demand) and|

‘connectedthis demand throughtothe E-learning strategy (supply) and o convince SMT of the needfor investment
Gemonstrating demand.

‘Organisational balance’ Several of the E-SHITt projects helped to create remedy a balance betwesn nfrastructure
(network/computers), staff development (awareness CT ki, -learning pedagogy) and content (software applicationsfor
use bystaff/students)%.

inked to conceptual development above, The E-SITE miervention helped broaden the range of champions and [more
importantly) helped establih ystems whereby champions could be grown and mainstreamed—ACLis characterised by a lot
of knowledge resicing nsingle indivicuals which makes the value of that knowledge winerable tostaff movement.
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Susan.Kozicki@niace.org.uk



Tracy.Slawson@niace.org.uk 



Supporting the journey towards E-Maturity

Key lessons and transferable practice emerging from the NIACE E-Shift Transformation Projects. 

For further information, please contact:
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e-Shift.

Supporting the joumney towards E-Maturity

















Please note: examples provided reflect particular sectors and learning contexts. Different vignettes will be required to reflect the variety of ACL contexts.







Populating the eLPs tool
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4. Aims, Methodology, Outputs and Sample 

	Sample – 

	Where  possible, the sample was selected  to reflect a range of: 

	

	(i) eLPs thematic areas, 	

	(ii) initial ‘starting points’ in terms of organisational development and 

	(iii) organisational contexts.
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Triangulation & validation – Interviews, SAS & Initial/Final Reports 
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3. Aims, Methodology, Outputs and Sample 
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Supporting the journey towards E-Maturity

Key lessons and transferable practice emerging from the NIACE E-Shift Transformation Projects. 
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1. Aims, Methodology, Outputs and Sample 



During 2006/7, the NIACE-funded E-Maturity Transformation Project (a component of the overall e-Shift programme) funded a number of small-scale interventions designed to accelerate change in the ACL sector towards e-maturity. 

The degree of change was measured by use of the e-learning Positioning Statement, or eLPS tool, in benchmarking activity and supporting organizations to self-review e-learning progress. 



In order to maximise the learning from the E-Maturity Transformation Projects, NIACE commissioned a small scale study to:



 

 aid understanding of the factors influencing organisational progress (both positively and negatively) towards E-Maturity;



 draw out transferable good practice  applicable to  both the ACL and wider educational sector and;



 develop 10 case studies to help illustrate the eLPS tool transition stages.    









2



image2.jpeg

e-Shift

Technology Transforming Organisations






image1.png









1. Aims, Methodology, Outputsand Sample






_1240549896

_1240549897.doc
[image: image1.png]LSDA eclipse ILT definitions model








