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Case Study

Creating a Network of Regional Coordinators

Organizational Background

The mid-sized Government Agency has a distributed network of an HQ office located in Washington, DC and 20+  regional field offices. In order to effectively roll the program out at the local levels as well as at HQ, it was determined that the best means would be to gain the buy-in and support of HR or program managers at each local office.

Therefore, an Implementation Meeting was scheduled with each of the program managers. Program responsibility is distributed as follows:

The Regional Program Managers

· Responsible for setting, tracking and achieving success criteria on at the local level and regularly reporting back progress to HQ.

· Responsible for marketing the program at the local level with consultative support from HQ office.

· Responsible for Performing local needs analysis as needed to determine local training needs and making recommendations of e-learning courses or tracks of learning to fulfill those needs.

· Responsible for analyzing the reports received monthly from HQ and determining course of action to drive utilization.

The HQ Office

· Responsible for overall program management and monitoring activity (usage, marketing, consulting) at the local level.

· Responsible for receiving reporting and distributing the reports to the local offices monthly.

· Responsible for providing support for marketing efforts and course recommendations (including development of learning tracks as needed) to the program managers.

· Responsible for monthly marketing and support communications out to the regional program managers.

· Responsible for scheduling and organizing regular follow-up communications with all regional program managers.

First Steps

1. The first step toward putting this into place was to contact the LMS and determine what kind of reporting and evaluation capabilities they could offer the organization. The regional managers will be able to run their own reports that only include their region.

2. Step two was to schedule an implementation planning meeting with all of the Regional Program Managers. They brought all of the representative together for a two day meeting. This meeting covered the following:

· Program Expectations

· Distribution of Responsibilities

· Forming a local Implementation Team

· Determining Stakeholders

· Determining your Success Criteria and methods for measuring

· Marketing Your Program (target audiences, messages for each, building a communication plan)

· Demonstration of the site and the courses

· Registration Process

· Technical Support

3. Each of the Program Managers was given a kit. The kit contained:

· A planning guide with explanations of all the above items

· A CD ROM with marketing templates. The HQ took SkillSoft Templates and branded them for their program. They will be emailing out new templates and ideas to the program managers monthly.

· A Marketing Exercise document to assist each program manager in developing their communication plan.

· Lists of courses

After the Meeting

By the end of the meeting, each Program Manager had been instructed on how to go back and implement the program into their own environment. By going through the marketing exercise as a group, we were able to identify the following for them to start with:

· Samples of what target audiences might be found at each location

· Ideas of what obstacles to implementation might be encountered with each target audience

· Messages to overcome these obstacles

· Marketing tag-lines to use with each target audience

· Ready to use templates they can put into place now, or modify.

They were also instructed on how they are to distribute the Ids to their users, given documentation on how to use the courses, and a sample marketing plan to start from.

Ongoing – What’s Next?

Plans for sustaining the momentum of the program on an ongoing basis include:

1. Each local office is to determine their own success criteria and report these back to HQ. HQ will create a working document of these for tracking purposes. SkillSoft will conduct quarterly meetings with the HQ office during which there goals and the progress toward them will be reviewed, and new strategies will be formalized if needed.

2. Each local office is to communicate their plan for marketing the program back to HQ.

3. Regular quarterly conference calls will be established by HQ and attended by all regional representatives. Topics to be covered at these meetings would include:

Obstacles

· What obstacles have you come up against?

· How have you overcome these obstacles?

· What can HQ do to assist/support?

Successes

· What successes have you had?

· To what do you attribute these successes?

· How can HQ assist/support

Marketing

· What marketing/communications have happened since the last meeting?

· What has/hasn’t worked? Why?

· What feedback have you received from your users?

· How can HQ assist/support

Utilization

· How is your utilization?

· Why is it good/not good?

· How can HQ assist/support

Next Steps

· What are your next areas of focus?

· How can HQ assist/support
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