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Abstract
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considered when developing e-learning resources and delivering using elearning within Higher Education Institutes, especially in Sri Lanka. The
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enhancements in e-learning Resource Development and Delivery.
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Chapter One – Introduction

The background of the Sri Lankan education system is provided with an
introduction to e-learning resource development and delivery in Sri Lankan
Higher Education Institutes while providing a brief description of the thesis
organisation.
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1.

Chapter One Introduction

This research investigates the management of e-learning in Higher
Education Institutes of Sri Lanka. Chapter One introduces the topic and
states the research questions. The research is based on Higher Education
Institutes (HEIs) that facilitate education after secondary schooling for
young adults (19–25 year olds) as well as post graduate education for older
adults (above 25 years old). Further, the higher education sector (for 16–25
year olds) includes the vocational sector or technical colleges that provide
skill development for post secondary students.

The definition of e-learning that has been used in this research is given
below:

E-learning is defined as the use of information and communication
technology (ICT both off-line media and web technologies, for learning
purposes. It includes access to, downloading and use of the web, CD ROM
and computer based learning resources in the classroom, workplace, or
home (ANTA, 2003). It also includes online access and participation in
course activities such as online simulations, online group discussions and
directed use of internet, mobile and voice technologies for learning. Further
explanation and justification of the rationale for choosing this definition is
provided in Chapter Two.

The next section of the chapter proceeds to outline the research questions
and defines the key terms. The research conducted and described in this
thesis is justified in terms of personal, professional and academic criteria.

1.1.

Background to the study

E-learning has become increasingly important in the higher education arena,
providing a wide range of benefits to learners (Kruse, 2004). E-learning
provides convenience, portability and flexibility in teaching and learning
14

with a collaborative approach in the global environment (Wild, Griggs &
Downing, 2002; WorldWideLearn, 2004 and Watkins, 2010). Kruse (2004)
also states that the convenience to access learning resources, at any time and
place with reduced travel time and cost, has attracted learners to use elearning. Learners have found the flexibility and portability of e-learning
beneficial as they can access their learning resources conveniently using
different means (Trinidad, Aldridge, & Fraser, 2005; Kim & Santiago,
2004). Collaborative learning environments in e-learning facilitate learning
with peers, experts and teachers through the use of technology. Allen and
Seaman (2007) stated that the use of message-boards, chats, emails and teleand/or video conferencing are some of the learning tools that have attracted
e-learning students. The interactive learning facilities provided by e-learning
have catered to different learning styles, while opening global opportunities
for the students to be involved in their learning (Duffy, 2007). Researchers
such as Khan (2005) and Jasinski (2007) have investigated the potential
economic savings that e-learning can provide to educational institutions in
the long-term.

Many higher education institutions around the world are undergoing
changes in response to embedding e-learning into their mainstream teaching
and learning environment. Allen and Seaman (2007), in examining USA
higher education students, suggested that nearly 3.5 million students were
taking at least one online course/subject during the Fall 2006 term.
Although e-learning is becoming ubiquitous in higher education, the
management of e-learning has not kept pace with the technology uptake
(ADB, 2008a). This is a concern in all higher education institutions, as
many researchers have stressed the importance of management for the
successful implementation of e-learning in higher education.
Uys (1999); Singh, O‟Donoghue, & Worton, (2005); Clark, O‟Brien, &
Smith, (2006) and many other researchers have identified the importance of
management of e-learning to provide better institutional and faculty
teaching, and learning experiences for learners. Ziegler (2005) examined the
Baldrige Education Excellence Model and discussed the importance of:
15

Leadership; Strategic planning; Student, Stakeholder and Market focus;
Measurement, Analysis and Knowledge management; Faculty and Staff
focus; Process management; and Organisational performance. Khan (2005),
on the other hand, identified People, Processes and Products as the key
elements of the management of e-learning. According to Surry and Land‟s
RIPPLES model, the main focus is on: Resources, Infrastructure, People,
Policies, Learning, Evaluation and Support (Surry & Land, 2000). However,
the above mentioned management theories have originated from a western
perspective. Gunawardana (2005) emphasises that theories with a western
perspective may need adaptation to determine their relevance for developing
Asian countries.

With these developments, together with my experience as a trainer in the
TAFE sector, I developed an interest in the area of e-learning and the
management of e-learning. The next section provides a description of how
my interest grew over the years towards management of e-learning resource
development and delivery.
1.2.

Personal Motivation

After completing my BSc (Hons) at the University of Colombo, I worked as
a secondary education teacher in Malé, Maldives at the Science Education
Centre. On my return to Sri Lanka I continued my academic career in two
private higher education institutes where international collaborations were
present. These international collaborations provided me with an insight into
other cultural perspectives. By this time, my family and I had also decided
to migrate to Australia with an intention of continuing with higher education
in the field of IT.

The move to migrate was a difficult decision, even though at the back of my
mind I was determined to return to my motherland at some stage to continue
to work in my area. With this intention, my family and I migrated and I
completed a Masters in Business Administration in Melbourne, specialising
in Technology Management. In addition to completing studies I spent seven
years working as a teacher, trainer, instructional designer, e-learning
16

facilitator, e-learning facilitation team leader and Assessment Centre
Coordinator at Holmesglen Institute of TAFE in Melbourne. When I joined
Holmesglen TAFE in 2001, Informatics Institute of Technology (IIT) my
previous employer had developed a collaboration with Holmesglen TAFE,
and the course delivery was about to start. I was given the opportunity to
collaborate on a subject that was delivered from Melbourne to Sri Lankan
teachers via a content management system called Exi-class.

Exi-class is a content management system developed by Holmesglen that
serves as the learning management system for the Information Technology
Department. The content management system assisted our collaboration
enormously in linking up the Sri Lankan students and teachers in
Melbourne.

The Exi-class is a great concept; it made me feel connected to my home
country and my people. In addition, I compared the learning abilities,
resources and facilities that were prevalent in Sri Lanka with those at
Holmesglen. This comparison led me to further investigate how a learning
management system could assist rural students in Sri Lanka to gain access
to quality education.

An E-Learning Facilitator (ELF)
In 2004, my manager introduced me to the Holmesglen Training and
Development Services department so that my knowledge and skills could be
utilised to develop strategies for Holmesglen TAFE. As a result of this
meeting I became a member of the institute‟s e-learning facilitator‟s team.

The ELFs assisted teachers to embed e-learning into mainstream delivery,
made recommendations to management about the teachers‟ requirements for
enhancing teaching and learning, and worked as change agents in the
institute to embrace e-learning. With a supportive, understanding manager, I
took responsibility as the team leader of the ELF group in 2006. I could see
the management practices that were in place, and the understanding of the
requirements by many leaders to enhance teaching and learning. At the
17

same time, I witnessed some managers‟ reluctance to embrace e-learning,
and how these problems were tactfully addressed by the ELF team.

In parallel with these responsibilities, I worked as an instructional designer,
designing online resources. During this period I became extremely
interested in the processes, work ethics, communication strategies and
support provided to staff in this environment, and how they could be utilised
in Sri Lanka to provide a wider range of educational opportunities for
students.

These experiences and opportunities that I had in Australia influenced me to
begin research in the area of the management of e-learning Resource
Development and Delivery (RDD), with an intention to support HEIs in my
country, and to therefore embrace e-learning with quality management
practices to provide better opportunities in Higher Education.

As a result of my interest in the area of e-learning management, I reviewed
the international literature and investigated the Sri Lankan perspective. The
following section discusses the international and Sri Lankan perspectives in
relation to the management of e-learning RDD. The literature revealed
different perspectives in the use of e-learning and e-learning RDD in HEI in
local and international settings. To provide an introduction to these two
settings the following section briefly discusses the international and local
perspectives in the use of e-learning and the management of e-learning
RDD.

18

1.2.1. The International Perspective
Interest in the management of e-learning RDD in HEIs arose in a number of
developed countries following research publications such as „Towards the
virtual class: Technology issues from a fractal management perspective‟
(Uys, 1999) in New Zealand; „Quality management of a joint-university elearning project‟ (Hodgson & Lam, 2004) in Hong Kong; and „Innovate and
Integrate: Embedding innovative practices‟ (Jasinski, 2007) in Australia.

Bates (2000) discussed the challenges he faced in Belgium to create a
congruity between centralised and decentralised management aspirations in
tertiary education: “When it comes to organisational structures, the
challenge is to develop a system that encourages teaching units to be
innovative and able to respond quickly to changes in subject matter, student
needs, and technology. At the same time, redundancy and conflicting
standards and policies across the institution must be avoided” (p. 5).
Hodgson and Lam‟s (2004) research undertaken in Hong Kong concluded
that successful integration of e-learning depends on a number of factors
including policy, leadership, culture, support, infrastructure, re-allocation of
resources, and staff training and development.
According to the core findings in Jasinski‟s (2007) report, HEIs that plan to
embed e-learning into the mainstream of course delivery need to be
innovative with their management practices. Further, she discussed a model
known as the RIPPLES model that describes seven major elements
(Resources, Infrastructure, People, Policies, Learning, Evaluation, and
Support) that facilitate the management and integration of e-learning by
specifying the steps that administrators and other change agents need to take
to encourage e-learning.

Khan (2005), in addressing the management of e-learning RDD, suggested
that “managing e-learning projects requires a systematic and integrated team
approach” (p. 109). He also stated that institutions should establish elearning management teams with experienced professionals. These people
19

can maintain quality management systems through continuous monitoring
and evaluation in order to help identify problems in e-learning and suggest
solutions.

1.2.2. The Sri Lankan Perspective
Sri Lanka has three main types of universities: state universities; fully
independent private universities, often with international affiliations; and
one Open University (government funded, mainly catering for adult and
distance learners) (Ministry of Education, 2005). Further, under the
umbrella of the Ministry of Higher Education, state funded, also known as
government funded, technical colleges deliver diploma and advanced
diploma courses in various disciplines (UGC, 2006).

State universities mainly allocate places through year 13 ranking (grades)
for a full time study mode. At the same time some of the universities have
started delivering discipline specific courses (management, IT or
architecture) for external students (UGC, 2005). The predominant course
delivery method until recent times (as late as 2002) was face-to-face
teaching and learning (UCSC, 2008). The major disadvantage of this
approach was that the universities could only accommodate relatively few
students with the limited physical resources such as classrooms and
laboratories that were required for face-to-face teaching and learning. In
contrast, the Open University delivers courses for students in full time, part
time and distance education modes. Using the „e Sri Lanka‟ model,
supported by the government, many HEIs have started using e-learning for
their course delivery (Ministry of Education, 2006).

Sri Lankan HEIs are experiencing major change in an attempt to embed elearning into their traditional course delivery method. This change, of
embedding e-learning was suggested by the Asian Development Bank as a
strategy to reduce poverty in the country (ADB, 2002). With this paradigm
shift, it was timely to attempt to investigate and evaluate the management of
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e-learning in HEIs in Sri Lanka, in order to examine the strategies and
practices for the successful progress of e-learning RDD.

1.2.3. The reasons for the study
This study was undertaken for the following reasons:

1. There is a shortage of research on management of e-learning RDD in Sri
Lankan HEIs

2. In view of the premium now attached to e-learning, it is timely that
attention be given to a study of e-learning RDD management in the
educational structure

3. It is hoped that the study will contribute to a greater understanding of elearning RDD and its effective management practices.
1.3.

Objectives and Research Questions

1.3.1. The Objectives
The main aim of the research is to investigate current e-learning
management practices, specifically in Resource Development and Delivery
(RDD), in Sri Lankan HEIs representing the spectrum of government
funded institutions, through the eyes of the HEIs‟ leaders, academics, and
teaching and learning support staff. One of the main purposes of the study is
to investigate the organisational processes, norms, beliefs and perceptions
that contribute to the management of e-learning RDD.

The general purpose of this exploratory study is to achieve a better
understanding of the current e-learning RDD management practices in HEIs
in Sri Lanka. This information will then be compared with the literature on
e-learning management practices to determine whether current management
practices support the principles of quality e-learning RDD management.
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Specifically, the study attempts to examine the following aspects in a
sample of two HEIs in Sri Lanka.


The view of e-learning RDD management practices as they currently
exist;



How e-learning management is expected to develop;



The extent to which Sri Lankan HEIs management practices mitigate
or facilitate the principles of e-learning RDD management.

1.3.2. The Research Questions
Based on the objectives of the study outlined above, the research intends to
investigate six main areas that impact the management of e-learning
resource development and delivery. Namely: leadership; strategic planning;
student stakeholder and market focus; measure analysis and knowledge
management; workforce focus; and process management. To investigate the
area of study, a set of research questions were formulated. The guiding
research questions were:
What management practices are used in the Higher Education Institutions in
e-learning resource development and delivery in Sri Lanka?

RQ1. What management practices are used by senior leaders to
communicate with, empower, and motivate staff members in
e-learning RDD?
RQ2. What policies and procedures exist that assist in managing elearning RDD?
RQ3. What procedures exist to gather e-learning requirements from
the users?
RQ4. What innovative management practices are in place to
measure, analyse and manage knowledge in an e-learning
RDD environment?
RQ5. What support do the faculty and staff members get to
participate in e-learning RDD?
RQ6. What processes are in place to support e-learning RDD?
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1.4.

Design of the study

The study was designed using qualitative, interpretive and case study
approaches. The data collection methods that were employed in this
research were: semi-structured interviews, group discussions, observations
and review of records. As the researcher, I was primarily responsible for
data collection, and reflections were recorded in a learning journal.

1.4.1. Selection of the HEIs
The two HEIs were selected for inclusion in the study based on the
following factors:

Representation of the Open University with distance education (OUSL) and
fully functioning large university (UCSC);

Logistic consideration, whereby time (to conduct interviews and analyse
documents) was at a premium;

Senior management of the HEIs identified had agreed to the involvement of
the HEIs in the research project.
1.4.2. Definitions of terms
• RDD
Resource Development and Delivery includes the planning, designing and
development of e-learning resources either by academics or in a project
team by instructional designers, multimedia and other technical staff.
• HEI
Higher Education Institutions are post secondary educational institutions.
In this study, the terms „leader, manager, academic coordinator, and
program coordinator‟, will be used interchangeably to refer to the key
persons in managerial positions in the HEIs in Sri Lanka.
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1.5.

Organisation of the thesis

The thesis begins with a discussion of the background of the study; a
general overview of the study; the goal and the guiding research questions;
and the design of the study; definitions of terms used in the study, and a
brief outline of the organisation of the thesis.

Chapter Two contains a review of the literature related to e-learning RDD
and management practices, models, and theoretical concepts regarding elearning management, concepts of the e-learning RDD and management
roles in the e-learning RDD in HEIs in SL. The general review of relevant
literature serves as a backdrop for the analysis of e-learning RDD
management in the study.

Chapter Three provides some background information on the country, the
historical development of education and the establishment of the current
education system. Information on the educational and organisational
structure and recent developments in education in Sri Lanka are also
presented.

Chapter Four describes and discusses the research methodology, including
the modes of data collection and the rationale for choice of research design;
the development and administration of the interview questions, and finally,
the methods of analysis used are discussed.

Chapter Five introduces the research participants, describing and discussing
the studies carried out at the Open University of Sri Lanka (OUSL) and the
University of Colombo, School of Computing (UCSC).

It also describes the findings of the analysis of the qualitative data obtained
through interviews, observations and documentary analysis. The challenges
faced and modifications carried out to the methodology initially planned are
also stated.
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Chapter Six presents the major findings of the study as cross case analysis.
These are discussed against the backdrop of the literature, whilst at the same
time taking into account the Sri Lankan context and the HEIs‟ setting.

The final chapter concludes the study by providing reflections on the
research questions and implications of the findings for Sri Lankan HEIs to
manage e-learning RDD. The derived conclusions are discussed while
suggesting recommendations to effectively manage e-learning RDD
activities. Directions for future research and possible policy and practice
initiatives on related issues are also discussed.

1.6.

Summary

This research aims to investigate the management practices used in the Sri
Lankan HEIs where e-learning RDD is taking place, through interviews;
group discussions; record reviews and observation. The specific HEIs, the
OUSL, and the USCS were selected for this research to investigate their elearning RDD activities and the management practices within the HEIs in
conducting e-learning RDD. The participants were selected from these HEIs
for various reasons that are discussed in later chapters.
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Chapter Two – Literature Review

Different management models are described and reviewed for the purpose
of distinguishing and identifying the characteristics. The Baldrige
Excellence Education Model was selected as the suitable model for this
research.
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Chapter Two – Literature Review
2. Chapter Two Introduction

Chapter Two contains a review of the literature related to the management
of e-learning, management of e-learning RDD, and management practices,
models, and theoretical concepts regarding management roles in the elearning RDD in HEIs. The general review of the relevant literature serves
as a backdrop to the analysis of e-learning RDD management in this study.
This chapter moves beyond reviewing recent literature in relation to
theoretical aspects of management in educational environments where elearning resource development and delivery take place. Further, Chapter
Two critically reviews the management practices in an e-learning
environment and the implications for this research project.
This chapter begins by presenting a general discussion of e-learning and
resource development. Later, an investigation of management, management
in educational environments, and management in e-learning environments
are discussed, addressing teaching and learning theories in particular. An
elaboration of the existing management models takes the chapter further,
discussing the applicability of the models in e-learning environments. The
chapter summary provides a lead into the next chapter.
2.1.

e-learning and RDD

2.1.1. e-learning

The history of e-learning has its roots in computer-based training. In the
1990s the use of CD ROMs and computer software for training and delivery
enabled computer-based training (CBT) to be implemented. Further
developments led CBT to be extended and to be packaged (Rosenberg,
2001; Cross & Hamilton, 2002; Kruse, 2004). Gradually, trainers and
teachers began to embrace the use of Content Management Systems (CMS),
followed by the increased popularity of further enhanced Learning
Management Systems (LMS) (Cross & Hamilton, 2002). Kruse (2004),
Qing and Akins (2005) and Beebe et al. (2010) suggested that LMS and the
use of technology have drastically changed educational delivery methods.
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With the use of LMS and similar resources the concept of e-learning was
established. Bonk (2004) stated “The technological advancements have
generated a new paradigm in learning and training” (p. 2).

In my literature review, I have come across various definitions of e-learning.
Some of these varied according to the area of education, such as higher
education, vocational education, school education, and business training.
The definition also varied according to culture, technological capabilities,
and according to the requirements of the organisation that uses e-learning.
Technological advancements and innovations have also influenced elearning. Hence, definitions related to e-learning have changed since its
inception. The following section investigates and analyses various
definitions to identify the most suitable definition for this research.
Urdan and Weggen (2000) defined e-learning as “the delivery of content via
all electronic media, including the internet, intranets, extranets, satellite
broadcast, audio/video, interactive TV and CD ROM” (p. 4). Their
definition incorporated the use of a range of technological resources for the
purpose of course delivery. Similarly, Rosenberg (2001) referred to elearning as “the use of internet technologies to deliver a broad array of
solutions that enhanced knowledge and performance” (p. 28). This provided
a broader definition than Urdan and Weggen‟s (2000).

On the other hand, The Australian National Training Authority (ANTA)
defined e-learning to suit the Vocational Education and Training (VET)
sector: e-learning is a broader concept (than online learning), encompassing
a wide set of applications and processes which use all available electronic
media to deliver vocational education and training more flexibly (ANTA,
2003). Even though this definition from ANTA is specific to the VET
sector, it highlights that e-learning is not only online learning but it also
encompasses other applications and electronic media for learning and
training.
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The OECD (2005) referred to e-learning as the use of information and
communications technology (ICT) to enhance and/or support learning in
tertiary education. Further, OECD (2005) investigated the use of e-learning
for course delivery and have categorised e-learning accordingly as “the
trivial presence of e-learning, web-supplemented (course outline; lecture
notes online use; email; links etc), web-dependent, mixed mode (students
are required to participate in online activities and face-to-face), fully online”
(pp. 35-39).

E-learning is not simply equated with online learning, which excludes media
such as audio and video tape, and CD ROM. E-learning includes the use of
the above media and any electronic material that can be used for learning
and teaching purposes.
By reviewing several definitions of e-learning, it was decided that e-learning
is a broader concept than online learning. The following definition was
formulated to refer to e-learning in my research study.
E-learning is defined as the use of information and communication
technology (ICT), both off-line media and web technologies, for learning
purposes. It includes access to downloading and use of the web, CD ROM
and computer based learning resources in the classroom, workplace, or
home (ANTA, 2003). It also includes online access to, and participation in
course activities such as online simulations, online group discussions, and
directed use of internet, mobile and voice technologies for learning.
The definition of e-learning being used incorporates information
communication and technology used for education as well as web 2.0 tools.
The aim of this definition is to capture all types of teaching and learning
activities that take place in a computer-based environment. Therefore, in my
research, e-learning refers to all types of learning in the higher education
sector that use technology to assist teaching and learning.
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2.1.2. e-learning Resources

E-learning was defined earlier in this chapter; learning resources and elearning resources will be defined in this section. According to Khan (2005),
learning resources denote all units of content that can be stored and
transferred in digital or non-digital form. Further, Quenmada and Simon
(2003) define learning resources as any entity, digital or non-digital, that
may be used for learning, education, and training. Some of the other terms
used for learning resources are: educational objects, educational materials,
content objects, reusable objects, teaching resources, and training
components (Mödritscher, Spiel, & García-Barrios, 2006; Karunanayaka,
2006; Brantner et al., 2001) Considering these definitions, learning
resources for this research are in line with Quenmada and Simon (2003)
who described learning resources as any digital or non-digital resources that
can be used for teaching and learning.

Learning resources, as well as e-learning resources, have been investigated
from a technical perspective as well as from a pedagogical perspective. A
pedagogically-focused perspective of learning resources places an emphasis
on the principles of instructional design (Baruque & Melo, 2004; Krauss &
Ally, 2005; MacDonald et al., 2005; Muzio et al., 2002), interactivity
(Bradley & Boyle, 2004; Cochrane, 2005; Sedig & Liang, 2006), clear
instructions (Cochrane, 2005), formative assessment (Bradley & Boyle,
2004; Cochrane, 2005), and a solid learning theory (Baruque & Melo, 2004;
Bradley & Boyle, 2004; Wiley et al., 2004; Cochrane, 2005). On the other
hand technically inclined designers have emphasised accessibility (Downes,
2003), adaptability (Siqueira, et al., 2004), the effective use of metadata
(Hamel & Ryan-Jones, 2002; Littlejohn, 2003; Boyle, 2003; Baruque &
Melo, 2004), reusability (Hamel & Ryan-Jones, 2002; Muzio et al., 2002;
Paquette & Rosca, 2002; Downes, 2003; Littlejohn, 2003; Siqueira, et al.,
2004; Wiley et al., 2004; Cochrane, 2005) and standardisation (Hamel &
Ryan-Jones, 2002; Laurillard, 2002; Littlejohn, 2003; Polsani, 2003;
Downes, 2003).
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Learning resources have been developed by teachers and trainers for many
years (Robles & Braathen, 2002). However, with the new paradigm shift
involving a greater use of technology in learning and teaching, the learning
resources development methods and processes have also changed
accordingly (Qing & Akins, 2005).

Rosskopf (2004) elaborated on how traditional paper-based learning
materials are developed by considering student characteristics; content and
objectives; teaching and learning activities; and course assessment and
evaluation. Beebe et al. (2010) state that the teaching and assessment of
online learning differ from the strategies used in traditional face-to-face
classrooms. They highlight the differences as those of instructor-student
interactions in the virtual world being mediated by a computer interface
rather than in a face-to-face setting structured by means of an interpersonal
exchange (Beebe at al., 2010). The lack of visual cues in a face-to-face
environment; the use of asynchronous conversations; and the technical
issues suggest teaching and assessment in online learning are not able to be
conducted as they have been in a „face-to-face‟ classroom (Reeves, 2000).

Addressing several misconceptions regarding online instruction, Qing and
Akins (2005) state, face-to-face pedagogy can and should be used to inform
online pedagogy. But this cannot be the driving force to designing online
courses, one must consider e-pedagogy to create a successful and
meaningful course. Additionally, Qing and Akins (2005) noted that equating
the assessment of online learning and learner participation with counting the
number of messages in discussion logs does not adequately address student
learning. Vonderwell, Liang and Alderman (2007) found that assessment of
online discussions is influenced by structure, the learning community, selfregulatory cognitions, learner autonomy, and student writing skills. They
note that teaching in an e-learning environment requires learning activities
that facilitate self-assessment, peer-assessment, self-regulatory mechanisms,
and learner autonomy (Vonderwell et al., 2007, p. 323).
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Heinich (1984) noted the traditional educational technology and learning
resources‟ value of, replicability, reliability, communication and control. In
contrast, Lebow (1993) stated that resource development could be guided
through the seven primary constructivist values, namely: constructivist
values of collaboration, personal autonomy, generativity, reflectivity, active
engagement, personal relevance, and pluralism. Similarly, e-learning
resources are instructionally designed and developed by considering several
factors which are relevant to the content and teaching pedagogy in order, to
convey knowledge and information (Muzio, 2002; Siqueira, 2004). Savery
(2006) says that in addition to traditional paper resources, well designed and
developed e-learning resources encourage active learning and student
participation. Qing and Akins (2005), Vonderwell et al. (2007) and Beebe et
al. (2010), claim that there are many e-learning resources to support learners
in the e-learning environments, including interactive presentations, quizzes,
puzzles and interactive activities such as WebQuests, mind maps, decision
trees and presentations. In this manner, the learners are challenged in a nonthreatening environment by providing additional content, assessments, and
communication mechanisms.

There are different types of e-learning resources such as; open source
resources; resources built to achieve a particular learning outcome;
resources that are commercially available; and some resources that can be
partially customised according to the needs of the trainer (Cochrane, 2005).
Beebe et al. (2010) state that many learning resources that are freely
available might not exactly suit a particular course, even though such free
resources can be used as additional activities or knowledge gathering
resources. However, Khan (2005) categorised e-learning resources
according to the size of the resource. Also, he stated that many simple
resources are developed by individual trainers, while more complex
resources are created by teams. The team-developed package-type large
teaching and learning resources can cover a unit of competency, module or
even a course unit (Jasinski, 2007).
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Small learning resources are re-enforcing activities, similar to a quiz, a
crossword or even an Application for Rapid E-learning Development
(ARED) activity (ARED, 2007). The use of video and audio with software
such as Movie Maker, digital story telling (McCulloch, 2007) or an
interactive PowerPoint presentation is also considered to be a small learning
resource. Some teachers‟ who train using software applications such as
Visual Basic or MS Excel, use Wink (Kumar, 2008) or Captivate (Freeman,
2008) to create a resource supporting learning, which enhances the students‟
ability to revisit the class learning activities.

Large scale resources are generally developed in teams and require
significant time, and competent people to develop (Butson, 2003). Beebe et
al. (2010) say that large resource development teams include instructional
designers, project team leaders, consultants, administrative staff, web
developers, multimedia developers, language editors and general editors.

According to Jones (2002), learning resources that are SCORM compatible
require expert technical skills to be developed. However, it was found that
not all e-learning resources will be SCORM compliant. Further, Jefferies
and Hyde (2010) highlight that those learning resources which were proved
to deliver the content well, and which allow the learner to actively
participate, are resources that have gone through iterations in the
development process. It was also found that, generally, such resources are
team-developed rather than individually developed (Jefferies & Hyde,
2010).

Marshall and Mitchell (2002), Khan (2005) and many other researchers state
that course delivery using e-learning resources can motivate learners to
continue learning; involves learners using activities; provides relevant
knowledge, information and skills for learners; and sustains and enhances
skills.
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2.1.3. e-learning Resource Development and Delivery
As discussed in the previous section, e-learning resources are different from
traditional paper-based resources due to their interactive nature, the ability
for a quick response, and for the students to be highly engaged in learning.
Therefore, in comparison to traditional paper-based resources, the
development of e-learning resources requires additional planning, design,
creation or production and evaluation (Rosenberg, 2001; Khan, 2005).
According to Khan (2005) the planning of e-learning resource development
considers factors such as people, processes, and products.

While many advantages of e-learning have been discussed in the literature,
Marshall and Mitchell‟s (2002) research showed how some institutions have
achieved considerable success in developing resources in e-learning
environments, while other institutions have struggled to gain educational
value due to inadequate planning, learning resources and infrastructure, and
the difficulty in their selection of suitable teaching and learning approaches
to suit the e-learning environment.

Khan (2005, p. 118) stated that designing e-learning resources requires a
comprehensive understanding of learner needs, institutional capabilities, and
experience in e-learning design and research. Further, course content should
be reviewed for pedagogical soundness and the selection of an appropriate
delivery medium. Khan (2005) also stated that design is an iterative process
where design evolves and progresses through development.

The design of resources varies according to the content and target students.
Khan (2005) stated that the learning resource designer analyses content,
audience, medium, instructional strategies, organisation and blending
strategies. The interface designers create a user friendly environment, while
content designers ensure that current and consistent resources are
developed. Once the design is complete, the resources are created using
various developmental tools.
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Creation or production is the task of generating e-learning resources
according to the design made in the previous stage. This collaborative task
involves an instructional designer, web developers, and multimedia
designers and developers. Tools and techniques used to make this task
efficient and effective include: ARED, Respondus, Wink, Captivate,
QuestionTools, MS Moviemaker and Hot Potatoes (De Silva Lokuge,
2008a).

Inglis, Ling and Joosten (1999) identified that a balance of technical,
organisational and pedagogical considerations are required for successful
resource development in e-learning environments. Similarly, Marshall and
Mitchell (2002) suggested that e-learning resource development and
delivery requires staff skilled in multiple disciplines.

Delivery of e-learning consists of the implementation of e-learning in
learning management systems (LMS) such as WebCT or Moodle. Course
delivery takes place using these systems containing the developed resources.
This process consists of delivery, evaluation for continuous improvement,
and maintenance tasks. Delivery in turn, involves making the resources
accessible, and maintaining an effective and efficient learning environment.

Summary of Section
In essence, the development of resources focuses on the use of various tools
and techniques using a pedagogical approach. However, the successful
embracement of e-learning depends on an institution‟s ability to develop elearning resources, to manage the process of development, and to deliver
within an e-learning environment. Khan (2005) and Jasinski (2007) have
indicated the importance of management strategies within an e-learning
environment for successful resource development and delivery. In their
report, Marshall and Mitchell (2007) discussed the problems institutions
face when clear management procedures are not in place. Therefore,
management of e-learning RDD is a key issue that needs to be addressed
when embracing e-learning.
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2.2.

Management, HEIs and e-learning RDD

As discussed in Chapter One, management in e-learning environments has
become an important area to investigate.

In an educational institute, as specified in the earlier section, designers; web
designers; and technology specialist graphic designers are involved in elearning resource development and delivery. Academics or subject experts
provide the content for these resources that are formulated by the
development teams. The teams are led by project managers or team leaders
while the teams are supported by management, and the administrative staff
support the developments. As many staff from different levels of academic
and non-academic disciplines engage in the process of e-learning RDD,
good management practices become the key element in the efficient and
effective process of e-learning RDD tasks (De Silva Lokuge, 2008a).
The following section discusses the term, management and how it relates to
educational institutions and to e-learning environments in particular.
2.2.1. Managing and Leading
The term “management” is used in a broad sense to describe planning,
organising, leading and controlling (Schermerhorn, 2001). Many prominent
writers in management and organisational design, such as Drucker (1989,
1995), Peters (1988), Marquard (1996), Tapscott (1996), Limerick and
Cunnington (1993) have discussed how these management functions should
be practiced in the context of the emerging global information or knowledge
society.
Many businesses today highlight the importance of management and
leadership. Vardiman et al. (2006) state that, organisations of all sizes need
the right kind of leadership style to survive. For this reason, management
literature distinguishes and defines the various leadership styles as well as
their influence on the success of the organisation. These styles of leadership
include: autocratic, bureaucratic, charismatic, democratic, participative,
laissez-faire, people-oriented, relations-oriented, servant, task-oriented,
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transactional, and transformational (Bilimoria & Piderit, 2007; Dulewicz &
Higgs, 2003; Partington, 2003). Similar to other organisation it was
identified that HEIs also need leaders to drive their processes (Ardichvili &
Gasparishvili, 2001). Ardichvili and Gasparishvili (2001) also conducted a
comparative study of the leadership profiles of managers in post-communist
countries. Their results suggested that while the managers used
transactional, transformational and laissez-faire leadership, the laissez-faire
behaviour, as expected, was not prevalent amongst them. Overall,
transactional contingent reward leadership was used more often than any
other approach. Charisma and individualised consideration received the
lowest scores among the transformational leadership behaviour dimensions
(Ardichvili & Gasparishvili, 2001). According to the literature, the
following section provides a brief summary of three leadership styles.
Table 2.1: Leadership Styles
Transformational leadership –
Exhibits charisma, developing a vision, engendering pride,
respect and trust; provides inspiration, motivating by creating
high expectations and modelling appropriate behaviours;
gives consideration to the individual, paying personal
attention to followers, and giving them respect and
personality; provides intellectual stimulation, challenging
followers with new ideas and approaches. The leader:


listens to the opinion, ideas and suggestions of the
subordinates, and presents a personal opinion without
attempting to influence their decisions.
 constantly stresses the significance of having an aim
(a plan) to achieve.
 encourages the growth of the subordinates.
 finds time for individual discussions with the team
members about the questions in concern.
 strives to make team goals a priority over the personal
goals of the team members.
 motivates the subordinates to actively work as a team.
Transactional leadership – emphasises contingent rewards,
which reward followers for meeting performance targets; and
manages by exception, taking action when tasks are not going
to plan. The leader:


urges the subordinates to perform the functions
strictly, according to the requirements of their position
and nothing more.
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clearly formulates the results to be achieved.
identifies the subordinates‟ responsibilities.
formulates what the subordinates should expect in the
case of a timely activity.
 pays attention to the regulations that have to be
observed.
 gives a lot of attention to problem solving.
 consistently explains the way the activities have to be
performed.
Laissez-faire leadership – avoids making decisions, abdicates
responsibility, and does not use authority. The leader:





does not address problem-solving as long as it does
not get serious.
does not encourage the subordinates to experiment and
to perform the tasks innovatively.
takes care of the everyday activities in the
organisation, without making plans for the future.
avoids serious decision-making.

To identify suitable types of leadership, a range of leadership styles are
further discussed in the following section.
Bilimoria and Piderit (2007) described autocratic leadership as an extreme
form of leadership, where a leader exerts high levels of power over his or
her employees or team members. Schermerhorn, (2001) says that people
within the team are given few opportunities for making suggestions, even if
these suggestions were in the team's or organisation‟s interest. Autocratic
leadership usually leads to high levels of absenteeism and staff turnover.
Bureaucratic leaders ensure that their staff members follow procedure
exactly (Drucker, 1995). The inflexibility and high levels of control exerted
in this style can demoralise staff, and can diminish the organisations ability
to react to changing external circumstances.
On the other hand, the charismatic leader injects huge doses of enthusiasm
into his team, and is very energetic in driving others forward
(Schermerhorn, 2001). Charismatic leadership carries great responsibility,
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and needs long-term commitment from the leader (Bilimoria & Piderit
2007).
Although a democratic leader will make the final decision, he or she invites
other members of the team to contribute to the decision-making process
(Schermerhorn, 2001). This not only increases job satisfaction by involving
employees or team members in what is going on, it also helps to develop
people‟s skills. Employees and team members feel more in control of their
own destiny, and are motivated to work hard for reasons other than just
financial reward (Stone, 2002). Further, Stone (2002) and Schermerhorn
(2001) state that, a democratic leadership style takes time to adapt or to give
results compared to an autocratic approach, but often the end result is better.
The democratic leadership style is more suited to where teamwork is
essential, and quality is more important than speed in marketing or
productivity.
In contrast to autocratic leaders, Schermerhorn says that the people-oriented
leader is totally focused on organising, supporting and developing people in
their team (Schermerhorn, 2001). The participative style leads to good
teamwork and creative collaboration. However, if this style of leadership is
taken to extremes, it can lead to a failure to achieve the team's goals. In
practice, most leaders use both task-oriented and people-oriented styles of
leadership (Glanz, 2002).
A highly task-oriented leader focuses only on getting the job done, and can
be quite autocratic (Alas, & Tafel, 2007; MindTools, 2009). He or she will
actively define the work and the roles required; put structures in place and
plan, organise and monitor. However, as task-oriented leaders spare little
thought for the well-being of their teams, this approach can suffer many of
the flaws of autocratic leadership, with difficulties in motivating and
retaining staff.
Schermerhorn (2001) says that the transactional style of leadership starts
with the premise that team members agree on their leader when they take on
a job. The “transaction” (usually) involves the organisation paying the team
members in return for their effort and compliance.
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Rowold (2008) states that a transactional leadership concept is based on an
economic contract that is either an economic exchange or a cost-benefit
concept, which is done in the short-term. Further, it was found that relying
on an economic-based transaction, the transactional leadership concept is
based on two primary factors: the contingent reward approach (rewards are
provided in exchange for meeting agreed objectives or on the ability of
followers to perform tasks based on their leader‟s requirements) and
management-by-exception (employees make mistakes, and the leaders
intervene by establishing visible mechanisms to implement proper rules)
(Bass, & Avolio, 1990, Lowe et al., 1996, MacKenzie et al., 2001).
Transactional leadership has serious limitations for knowledge-based or
creative work, but remains a common style in many organisations (Glanz,
2002).
According to many researchers, such as Kanungo, and Mendonca, (1996),
MacKenzie et al., (2001), Rowold, (2008), Twigg et al., (2008) the
transformational leadership concept is based on a relationship contract
rather than on an economic contract, where it takes the form of social
exchange (subordinates are obligated to their leader, and willing to
contribute beyond the requirements of formal employment contracts); a
covenant (agreed commitment to the welfare of both parties in the
exchange); and a psychological contract, which is a set of beliefs held by a
person regarding the terms of the exchange agreement to which that person
is a party. Schermerhorn (2001) says that a person with a transformational
leadership style is a true leader who inspires his or her team with a shared
vision of the future. Glanz (2002) further says that transformational leaders
are highly visible, and spend a lot of time communicating. They do not
necessarily lead from the front, as they tend to delegate responsibility
amongst their teams. While their enthusiasm is often infectious, they need to
be supported by “detail people” (Rowold, 2008; MindTools, 2009). An
empirical

study by

McDaniel

and

Wolf

(1992),

has

examined

transformational leadership across hierarchical levels, and found evidence of
a cascading-effect of leadership style. Although it is likely to be practised at
all organisational levels, Tichy and Ulrich (1984), Avolio and Bass (1988)
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found transformational leadership to be particularly evident and stronger at
a top level.

It is suggested that high-level leaders have the opportunity to change
organisations through strategic decision-making. In contrast, middle and
especially first-level leaders are likely to be more transactional in their
leadership activities (Avolio & Bass, 1988). Transactional leaders are
concerned with changes in day-to-day activities (Graen & Cashman, 1975)
and not with strategic transactions. In contrast, transformational leaders are
change agents who motivate followers to do more than they initially thought
possible. Coad (2002) presents a counterargument to a “falling domino
effect”, whereby transformational leadership at high levels in a managerial
hierarchy, appears to cascade to lower levels. The author presented a case
study which shows that the effect may be blocked by the delegation of
authority, by the self-serving behaviour of a powerful group member, or
through a lack of appropriate training and development at middle
management levels.

Allio (2005) states that a good leader must reinforce values and purpose,
develop vision and strategy, build continuity, and initiate appropriate
organisational change. In practice, transactional leadership is equally as
important as transformational leadership in order to help leaders to increase
organisational competitiveness in an era of global competition (Bass &
Avolio, 1993, Howell, Avolio, 1993).
In many organisations, both transactional and transformational leaders are
needed. The transactional leaders (or managers) ensure that routine work is
done reliably, while the transformational leaders offer initiatives that add
value to the organisation (Burns, 2003). While the Transformational
Leadership approach is often highly effective, there is no correct way to lead
or to manage that suits all situations. As in any other business, management
in educational institutions uses similar functions, such as planning,
controlling, organising, and leading. However, these functions are addressed
from an educational point of view. Since this research is specifically
focusing on HEIs, the management of HEIs is discussed in the next section.
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Literature analysis proves the fact that in spite of numerous leadership
theories and styles, there is still a lot of discussion about the appropriate
leadership styles that would be suitable for a modern organisation regarding
the relationship with its employees.
2.2.2. Management of Higher Education Institutions
Paul (1990), in a historical and systematic review discussed how
conventional institutional management operates on a bureaucratic model
while academic staff members operate on a collegial model. Patterson
(1997) points out that many universities, technical colleges and similar HEIs
have a traditional structure of governance, consisting of faculties or teaching
centres and departments with attached hierarchical positions, such as
chancellors; deans; heads of department; and program coordinators.
While Paul (1990) discusses collegial and bureaucratic models which
conventional management operates, Uys (1999) introduces the clientoriented management paradigm. Uys (1999) postulated, “in contrast to
institutional management structures, the teaching and research functions of
academic staff as professionals are more client-oriented” (p. 5). Uys (2000)
further addressed the nature of educational management, and suggested that
the “generic conventional management paradigm in tertiary education can
be described as often being mechanistic, formal, centralised, focusing
predominantly on the local environment, insular, inflexible, rigid,
bureaucratised and with strong institutional control …” (pp. 5-6).
Discussing this concept further, Uys (2000) explained networked
educational management as a new form of educational management. The
twelve dimensions addressed in the networked educational management are:
networking,

student

focused,

globalisation,

transitory,

adaptability,

transcending time, market orientation, computer mediation, collaboration,
convergence, boundary orientation and the information-based dimension.
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Figure 2.1 Networked Educational Management (Uys, 2002)

Uys (2002) states that networked educational management incorporates the
key elements of the new forms of private enterprise and educational
management. Networked

educational

management

emphasises

its

distributed nature, the dimensions of convergence, its adaptability, and
transitory character.

Networked educational management highlights that a distributed model of
management is appropriate for networked education on both a learning and
institutional level. Uys (2004a) extracts discussion about network
management and describes in his research paper how networked educational
management has its control, power and resources distributed throughout the
organisation. It links to an organic control process, in contrast to a
mechanistic control process, in which the knowledge and the control of
tasks are located anywhere in the organisation (Uys, 1998, p. 61).
Uys (2002) stated that the organisation of information systems‟ activities
and communications can be transcended in computer and communication
systems by using distributed approaches, while ensuring conformity to
central principles and standards. Further, Uys stated that the convergence on
a macro and micro-level does not necessarily mean conformity. Networked
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educational management is based on a distributed or networked model. It
could be considered, therefore to be a combination of a centralised
(strengthening conformity) and a decentralised (encouraging divergence)
management approach (Uys, 2002, p. 4).
According to Wills (2006), only some universities have published separate
strategic plans for IT in teaching and learning. However, there have been
national strategies implemented in Australia, New Zealand and the UK in
relation to IT and e-learning, namely:
New Zealand, Ministry of Education: Interim Tertiary e-Learning
Framework;
United Kingdom, Higher Education Funding Council for England:
Strategy for e-Learning;
Australia, Vocational Training and Education: Flexible Learning
Framework.

Despite these, Wills (2006) stated that most universities have still not
published a set of relevant strategies for their own local context. Further, for
the higher education institutions that have strategic plans it was found that
they are working in more than one area of interest, competing for similar
resources and decision-making. This is clearly shown in Wills (2006) who
discusses Business Process Reengineering activities and cultural change
attempts. A brief description of Wills‟ findings is discussed in the following
section in order to depict the importance of these differences and the issues
that arise due to competing actions.
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Figure 2.2 Dual Roles for IT (redrawn with permission Wills, 2006)

It was proposed by Wills that technology is the centre of five factors:
strategy, structure, individual skills and roles, management practices and
technology. However, these five factors are owned by two areas, namely a
corporate centre and an operating unit, as shown in Figure 2.2 above.
Sharma and Yetton (2003) further discussed that Business Process
Reengineering (BPR) typically focuses on the strategic position that is
placed in the upper triangle in Wills‟ model as shown in Figure 2.2,
comprising strategy, technology and structure, with management of change
rooted in the lower triangle.
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Figure 2.3 Integrated Top-Down and Bottom-Up Management of IT-based Change
(redrawn with permission Wills, 2006)

Figure 2.3 shows how either strategic planning or implementation of
technology alone does not solve problems, but that attentive integration
assists development. Bates (2001) acknowledges the challenge to create a
congruity between centralised and decentralised management aspiration in
tertiary education. He states:
“When it comes to organisation structure, the challenge is to develop
a system that encourages teaching units to be innovative and to be
able to respond quickly to changes in subject matter, students‟ needs
and technology. At the same time redundancy and conflicting
standards and policies across the institution must be avoided…” (p.
181).
Similarly, the Baldrige Educational Excellence model explains how
organisations can use performance indicators for course delivery and
development, while the RIPPLES model (Jasinski, 2007) addresses
embedding e-learning into educational management. These models are
discussed in detail in later sections of this chapter.
Grunwald (2002) noted that there has been a shift in the literature from a
focus on the benefits of using ICT to management or issues of sustained use.
“The immediate challenge for higher education institutions is to
understand the factors that influence adaptation and sustained use of
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ICT. The understanding will better equip institutions to establish a
support structure enabling the faculty to adopt and use technology”
(p. 3)
Grunwald (2002) also identified that to use ICT for teaching and learning, it
is necessary to support and provide staff development opportunities; time;
prompt technical support; incentives; and positive attitudes towards
technology.

Further, Grunwald (2002) stated that many other factors

influence the embedding of e-learning, including the institution‟s mission
statements and culture; faculty development programs; personal conviction;
motivation and experience; academic discipline and age; gender; and
potential adopter traits. The factors mentioned by Grunwald (2002) relate to
management practices used by senior leaders to communicate, empower and
motivate staff members involved in e-learning RDD activities.
The British Educational Communications and Technology Agency‟s
(BECTA) 2003, research findings highlight the fact that many institutions
using ICT for course delivery need to consider “having a strategic plan to
lead ICT-supported learning; methods to share resources, reliable technical
support; staff training; and continuous professional development and
initiatives for participation in RDD with ICT” (BECTA, 2003, p. 3).

In 2005, following their research in the USA Surry and Ensminger
identified three factors which affect the implementation of web-based
learning: “personal variables”, “attitudinal barriers” and “organisational
barriers”. Personal variables refer to the time taken to develop resources,
personal career development and commitment; and attitudinal variables
include considerations of intellectual property, academic freedom and job
security; while organisational barriers are factors such as infrastructure,
support and recognition from leaders (Surry & Ensminger, 2005). It is
evident that these considerations connect with the original management
functions of planning; leading; organising; and controlling stated by
management guru, Mintzberg (Schermerhorn, 2001) within an educational
environment, particularly where e-learning RDD is present.
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Summary of Section
The literature reveals the changes required in the management of current
educational settings, especially when embracing ICT for course delivery.
The transition from traditional bureaucratic management practices to new
management practices is highlighted in the literature, opening doors to a
new era in the management of educational institutions. To this point the
review has focused on management; the next section discusses the
management of e-learning RDD and the models currently available for this
purpose.
2.2.3. Management of e-learning RDD
The processes involved in e-learning RDD require efficient management
practices to reap successful results (Khan, 2005). As explained in the
previous section, “management” is a broad concept that involves planning,
organising, leading and controlling (Schermerhorn, 2001). Minbaeva (2005)
and Cabrera and Cabrera (2005) indicate that management has a major role
in human resource management and knowledge transfer activities within an
organisation. Kok (2006) and Lin and Kuo (2007) highlight the effects of
sharing tacit knowledge to improve organisational management activities.
Considering educational institutions, Hansen, Mors and Lovas (2005)
indicate that working on multiple phases and multiple networks requires
management practices to be clearly mentioned to all staff. Further, Giller
and Barker (2006) discuss an evolving methodology for managing
multimedia courseware production, with the four phases being: preparation;
design; development and dissemination and the use of management
practices, such as appropriate project management policies, efficient
communication and effective quality control. Further, Brill, Bishop and
Walker (2006) and Abdous and He (2008) state that project management
concepts and tools assist online course development management. Ginsburg
(2010) highlights that there are several aspects that needs to be addressed in
managing HEIs. Byers (2005) states that resource development projects in
HEIs also require efficient and effective management practices in order to
develop resources.
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According to the findings, e-learning RDD processes include multiple tasks
such as content development, the design and development of interactive
resources, re-enforcement activities, and assessment (Byers, 2005; Brill et
al., 2006; Abdous & He, 2008). These activities are generally carried out as
collaborative teamwork engaging several people (Ginsburg et al., 2010).
Hence, the evaluation of the management of e-learning RDD is a key issue
that needs to be addressed. The following discussion analyses some elearning resource development and delivery models that were found in the
literature. Investigations into the potential of the models will be used to
evaluate the management of e-learning resource development and delivery
in the Sri Lankan higher education sector.

2.3.

Management Models

There are a large variety of models that have been used to evaluate and
manage e-learning activities. Khan‟s (2005) P3 model as well as Seymour
and Collet‟s (1992) Cascading model, have been used in the evaluation and
management of e-learning implementation, while models such as BEEM
have been used for the management, investigation and evaluation of
excellence in education. RIPPLES, is another model which has been used to
investigate and evaluate specifically in an e-learning environment, with
many descriptive categories relating to e-learning RDD.

The following is a review of four models, namely: Baldrige Education
Excellence Model; RIPPLES; Cascading Model; and P3 Model that were
found to be suitable in the investigation of e-learning RDD.
2.3.1. Baldrige Education Excellence Model
The Baldrige Education Excellence Model is an adaptation of the Baldrige
model, for evaluating educational excellence. The Baldrige Education
Excellence model criteria have seven categories of management practices:
leadership; strategic planning; the student, stakeholder and market focus;
measurement, analysis and knowledge management; the faculty and staff
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focus; process management; and organisational performance results
(Baldrige National Quality Program, 2008).

The focus on educational excellence is based on a number of selfassessment tools that have been designed to help organisations to identify
where they currently stand, and attempt to assist in the journey towards
educational excellence (Baldrige National Quality Program, 2008). The
model covers a wide range of areas; within the aforementioned categories.
The relationship between each of the categories in the Baldrige Education
Excellence Model is shown in Figure 2.4.

Baldrige Education Excellence Model

Figure 2.4 BEEM (Baldrige National Quality Program, 2008)

BEEM uses the organisation‟s profile to identify the key working
relationships, strategic challenges, and organisational environment. The
model evaluates the organisational key characteristics by identifying the
organisations operating environment and the relationship between its
stakeholders, students, suppliers and partners. It investigates organisational
achievement, and is based mainly on the operations of the organisation.
According to Marshall and Mitchell (2002), institutions need to devise an
organisational approach to e-learning RDD. An organisational approach
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allows e-learning RDD to be integrated and adopted according to the
requirements of the institution. The seven criteria of BEEM are as follows:
Leadership – The leadership category in BEEM, 2008 Education criteria
for performance excellence, examines how senior leaders guide and sustain
the organisation (Baldrige National Quality Program, 2008). Surry and Land
(2000) stated that senior leaders play a major role in guiding development
and delivery. The BEEM has the potential to guide the senior and middle
managers in promoting an organisational environment that fosters good
administrative practices (Ziegler, 2005). Further, researchers such as FurstBowe and Bauer (2007) propose that this model could be used to manage elearning RDD activities and to cultivate an ethical and results-oriented
environment. The model emphasises the importance of ensuring ethical
behaviour and the need for motivated and supportive key communities for
the effective evaluation of performance (Baldrige National Quality Program,
2008).

Jasinski (2007) suggested that successful implementation of e-learning
depends on the integration of e-learning RDD with organisational vision and
values. The BEEM leadership criterion has tools that can be used to
investigate how organisation leaders address and relate e-learning RDD to
the vision and values of the organisation (Belohlav, Cook & Heiser, 2004;
Ziegler, 2005). BEEM emphasises the importance of communication, and
facilitates the evaluation processes in order to investigate how information
in learning resource development is communicated so as to engage staff,
students, partners and stakeholders (De Silva Lokuge, 2008b). The model
emphasises the importance of a communication strategy between leaders
and stakeholders, which has also been indicated as a necessary component
for the management of e-learning by Khan (2005).

Strategic planning – According to Jasinski (2007), organisations that plan
to embark on e-learning are expected to initiate this by developing a
strategy. However, Marshall and Mitchell‟s (2002) research identified
several HEIs initiatives that started with less planning, as well as strategies
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which resulted in unsuccessful implementation. Further, Byers (2005) states
that planning is one of the most important aspects for the e-instructional
development process in order to be successful in the completion of resource
development. Further, Furst-Bowe and Bauer (2007) state that the BEEM
emphasises strategy development and deployment. BEEM focuses on the
inclusion of formal and informal strategies, considering the strengths and
weakness of the organisation, and includes contingency plans (Baldrige
National Quality Program, 2008). This directly relates to the requirements
of e-learning RDD where Jasinski (2007) discussed deployment plans that
include personalised action-plans; human resource plans; and performance
indicators.

Student, stakeholder and market focus – The e-learning RDD totally
depends on market demand. The BEEM‟s „student, stakeholder and market
focus category examines how an organisation determines the requirements,
expectations, and preferences of students, stakeholders and markets. When
using BEEM, consideration of the market demand and student interest
assists the evaluation process (Baldrige National Quality Program, 2008).
Even though the creation of resources heavily depends on demand, it takes
time to identify the trends. Therefore, the market focus has become an
important consideration when facing the difficulties of examining and
gathering information in the early stages of the e-learning RDD process.
Measurement, analysis and knowledge management – According to
Khan (2005), e-learning environments require institutions to measure,
analyse, align, review, and improve student and operational performance
through the use of data and information at all levels and in all parts of the
organisation. This is also found to be a key element of the BEEM (Baldrige
National Quality Program, 2008). The model emphasises the selection,
collection, integration and alignment of data and information for operational
and strategic planning while providing techniques and tools to measure
knowledge management (Arif & Smiley, 2003; Furst-Bowe & Bauer, 2007;
Baldrige National Quality Program, 2008). Further, the model addresses the
effective use of key comparative data and information from within and
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outside of the academic community in order to support operational and
strategic decision-making and innovation. In the BEEM, the emphasis on
reviewing organisational performances and capabilities in order to translate
and prioritise tasks for continuous improvements and innovative
approaches, increases the potential for using this model in an e-learning
environment. Jasinski (2007), Rosenberg (2001), and many other
researchers have suggested that it is important to ensure that there is access
to any required resources, such as data and information; and software and
hardware, as well as to ensure that the management of these resources while
allocating time to share knowledge. The measurement of knowledge
management and knowledge sharing has been discussed by Abdulla et al.,
(2006) covering performance measurement; performance analysis; data and
information availability; and organisational knowledge which were not
considered to be straightforward.

Faculty and staff focus – The engagement of staff at different levels for the
process of e-learning RDD cultivates a new culture within the organisation
(Khan, 2005). Surry and Land‟s Cascading model (2000) also identifies the
importance of considering an organisational development model to foster
commitment and innovative professional practices. Hence, the efficient
management and the professional engagement and development of the
faculty staff guarantee success in e-learning RDD.

Keppell (2007) stated that resource developers and instructional designers
have enormous potential to influence the policy and practices of universities
or institutions as they have a unique position in the organisation.

Inglis, Ling and Joosten (1999) discussed that a balance of technical,
organisational and pedagogical considerations are necessary for successful
resource development in e-learning environments. Further, Marshall and
Mitchell (2002) suggested that e-learning resource development and
delivery require multidisciplinary, skilled personnel. Even though staff
allocation and motivation are monitored by the leaders, an evaluation using
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BEEM or a similar model can lead to reflection on the results of the
operations of e-learning RDD tasks.

Process management – The process management of BEEM examines how
the organisation determines core competencies. It also addresses how work
systems and designs are managed in order to improve key processes
(Baldrige National Quality Program, 2008). Further, the BEEM emphasises
the implementation of organised work systems so as to deliver value to
students and stakeholders, while achieving organisational success and
sustainability. Khan (2005) stated that e-learning RDD requires processes
such as planning, designing, development and evaluation. Similarly,
Jasinski (2007) said that the implementation of e-learning within an
educational institution requires management processes to efficiently manage
and utilise resources, infrastructure, people, policies, learning, evaluations,
and support. The development of resources focuses on the use of various
tools and techniques which include pedagogical considerations (Keppell,
2007). However, the successful embracement of e-learning depends on the
institution‟s ability to develop e-learning resources, and to manage the
process of development and delivery within an e-learning environment.
Marshall and Mitchell (2007) also discussed the problems institutions face
when clear management processes and procedures are not in place.
Organisational performance results – Results are measured in six areas:
leadership;

process

effectiveness;

workforce

focused

performance;

budgetary, financial and market performance; student and stakeholder
oriented; and student learning. BEEM provides self-assessment instruments
in order to collate performance results in the following seven criteria.

Although Xue (1998) found evidence that the Baldrige framework could be
effective in improving administrative functions, he also questioned its
relevance to teaching and learning. Arif and Smiley (2003) argue that the
Baldrige framework is rigid and might actually be counterproductive in
schools which rely on the teachers' curricular judgments in exchanges with
students. Further, the inevitable tension between learner-centred processes
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and the requirement to report learning outcomes may undermine the
usefulness of the Baldrige framework (Newton, 2000). A related area of
contention is the use of the term „customers‟ when referring to students.

According to Scrabec (2000), identification of the customer in the Baldrige
model, oversimplifies a complex relationship in education that of the learner
and the trainer. Scrabec (2000) says that education is not customer-driven
because many stakeholder interests contribute to the definition of quality in
education.

However Furst-Bowe and Bauer (2007) state that an evaluation using
BEEM is capable of analysing the responsibility and skills of participants
while at the same time viewing the students‟ satisfaction. In reviewing
BEEM, it was found that the model emphasises the importance of factors
such as workforce cooperation, effective communication, skills sharing,
empowerment, innovation, initiative, and motivation. Therefore, literature
has provided evidence as to how BEEM could be used to gather information
in order to represent the status of organisational management perspectives.

Summary of Section
A key factor in this discussion has been to analyse the suitability of BEEM
to investigate and evaluate e-learning RDD. In analysing BEEM, it was
found that it is in alignment with the factors considered in e-learning RDD
such as planning; analysis; design; implementation and evaluation. The
model addresses the key criterion of an e-learning RDD environment.
BEEM‟s seven categories directly address the important factors of an elearning management model. The measurement of some categories, such as
knowledge management and sharing validity, has been discussed. However,
careful alignment of knowledge management processes and strategic
planning, according to organisational requirements, will assist in the
evaluations. Since the BEEM is not developed to investigate and evaluate elearning RDD, the model has to be tailored to suit this research.
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2.3.2. RIPPLES
Another model adapted in e-learning environments is the RIPPLES model,
discussed by Surry and Land (2000). In revisiting this model, Jasinski
(2007) has investigated its applicability to Vocational Education and
Training (VET) organisations in Australia.

RIPPLES is one of several models developed specifically to advise
decision-makers

of

the

requirements

for

the

implementation

of

technological innovations, such as e-learning, within an educational context.
RIPPLES is an acronym for the seven components of the model: Resources,
Infrastructure, People, Policies, Learning, Evaluation, and Support. The
following section discusses the RIPPLES model.
Resources
Within the RIPPLES model, „Resources‟ refers to monetary resources
required to carry out the activities. Jasinski (2007) identified sources of
funding as soft money and hard money, while categorising the costs as
indirect, direct, initial and ongoing costs. She further defined soft money as
temporary resources accessed from external sources, and hard money as
recurrent costs embedded as a core business offering. Jasinski (2007) used
the RIPPLES model to evaluate resource capabilities within the Australian
VET sector. The model was used in the process of questioning the
participants on raising awareness of the allocation of monetary resources,
the adequacy of financial funds, and the allocation procedures of such funds
for the task of embedding e-learning.
Infrastructure
In the RIPPLES model, „Infrastructure‟ refers to the technological
capabilities of an organisation, including its communication systems,
networks, hardware and administrative facilities. Jasinski (2007) has
categorised the infrastructure into five components: teaching resources
(software and hardware), communication resources (tools), production
resources (audio visual), student resources (technology for e-learning) and
administrative resources (enrolments, grading). Many researchers (Uys,
56

1999; Bates, 2000; Jasinski, 2007) have stated that suitable infrastructure is
an essential component of the e-learning environment.

People
The third element of the model, People, refers to the essential role that the
people within an organisation play in the technology integration process.
Surry and Land (2000) stated that people within an organisation play an
essential role. The goals, skills, talents, backgrounds, beliefs, opinions and
feelings of the people in the organisation assist in ensuring the success of
RDD tasks. According to Surry and Land (2000), the involvement of people
is the most crucial factor in an organisation‟s success. Similarly, Khan
(2005) states that clearly listed roles and responsibilities for e-learning team
members result in effective management.

Policies
Policies, refers to the organisational policies and procedures related to the
adoption of new technologies (Jasinski, 2007). Every organisation has their
written and unwritten rules, practices, tradition and regulations that govern
the organisation. Surry and Land (2000) suggest that to implement and
manage innovative tasks, such as e-learning, organisational policies should
cover areas such as e-learning; intellectual property; flexible work practices;
award and incentive schemes; innovation; evaluation; assessment and talent
management. Accetta (2001) similarly argued that institutions should
develop clear policies on the faculty workload, compensation, and
intellectual property rights.

Learning
Referring to learning as the instructional outcome of a training or
educational program, Jasinski (2007) investigates learning in terms of
pedagogical benefits and access benefits. She further describes pedagogical
benefits as a dynamic means of interaction between the students and teacher
resulting in cognitive or motivational outcomes. Surry and Land (2000) state
that the educational institutions which begin with resource development,
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investing time on pedagogical analysis, would benefit by reaching new
learners or by serving current learners in new ways.

Evaluation
Evaluation in RIPPLES considers four key areas: the evaluation of
technology in relation to learning goals; the evaluation of the new practices;
and the evaluation of the effectiveness in working with staff both
individually and collectively, and the evaluation of costs and benefits to
determine return on investment (Jasinski, 2007). Abdous and He (2008)
state that evaluation is a key area in the e-learning resource development
process.
Support
The seventh element of the model, refers to the need to have a support
system in place for faculty, staff, and students who are using the technology
(Jasinski, 2007). Surry and Land (2000) state that by increasing confidence,
gaining attention, making the change relevant and by providing resources to
satisfy the staff, this element could support and motivate staff to engage in
the use of new technologies. Further, Byers (2005) states that organisations
need to provide technical skills; training; pedagogical and administrative
support for teachers and learners to progress in new learning environments.

RIPPLES Model

Figure 2.5 RIPPLES Model (Surry & Land, 2000)
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A diagram of the probable relationship between the seven elements of the
RIPPLES Model in practice is shown above (Fig. 2.5).

Summary of Section

The RIPPLES model refers to the essential role of the people in a
technology integration process. The model stresses that the success of an
organisation depends on the careful management of people‟s needs, hopes,
values, skills, and experiences. The model also emphasises the necessity of
providing resources and infrastructure while supporting the faculty, staff
and the students who are using this technology.

2.3.3. The P3 Model
Khan (2005) is another researcher and practitioner who discussed e-learning
and its management in-depth. Khan states that it is critical to have a clear
understanding of the People, Process and Products (P3) involved in elearning in order to be able to manage the projects effectively. Therefore,
Khan (2005) has broken down his P3 model into these three basic
components. The P3 continuum includes management of both the team and
e-learning environments. Khan has categorised the e-learning processes into
two phases: content development; and delivery and maintenance.
Management of the e-learning content development process includes
planning, designing, production, and evaluation of e-learning content and
resources. Managing delivery and maintenance of e-learning incorporates
the implementation of online course offerings, and in addition, the ongoing
updating and monitoring of the e-learning environment. For all intents and
purposes, these constructs are closely linked to each other, and as a
consequence, they are all important components in the management process
of e-learning RDD.
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P3 Model
PEOPLE

PROCESS

PRODUCT

Planning Team Planning
Project Plan
Design Team
Designing
Storyboard
Production Team Development Course Materials
Evaluation Team Evaluation

Revised Materials

Figure 2.6 Khan‟s (2005) P3 model

The P3 model emphasises the management of e-learning projects,
considering People, Processes and Products.

Process

People

Development & Delivery

E Learning Team

Product

E-learning Materials

Figure 2.7 E-learning people, processes, product continuum (Khan, 2005)

People
According to Khan (2005), people management is one of the most important
factors, regardless of the position or task that the employees carry out. He
states that the number of people involved depends on the size and scope of
the project. Therefore, the responsibilities and roles overlap in the e-learning
environment as tasks are interrelated and interdependent. Surry and Land
(2000) also indicated that the task of people management is an important
component of resource development. People management consists of
processes such as attracting, developing and maintaining a talented and
energetic workforce in order to support the organisational mission,
objectives and strategies (Burnes, 2000).

Hall and Hord (2001) also made reference to planning and discussed the
need to include people when planning for technological implementation.
Khan (2005) identifies four main groups of people in the P3 model:
planning, designing, production and evaluation teams. The teams include
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course designers; course integrators; programmers; graphic artists;
multimedia developers; photographers; editors; learning object specialists;
quality assurance staff, and other responsible staff (Khan, 2005; Furst-Bowe
& Bauer, 2007; Mohammad, 2008). Arif and Smiley (2003) and Khan
(2005) highlight the importance of having close management relations when
collaborative teams are comprised of a variety of people from different
departments and faculties.

Processes

It was stated by Khan (2005) that an e-learning process consists of planning,
designing, development, evaluation, delivery and maintenance. The iterative
nature of e-learning processes, which are similar to software development,
require separate evaluations for each stage (Abdul & Karim, 2004). Khan
(2005) further states that ongoing formative evaluations should be
embedded within each stage of the e-learning processes for continuous
improvement. According to the P3 model, the people who carry out these
processes should communicate well with each other and be sure to revise
materials when needed.

As e-learning projects require a systematic and integrated team approach,
Jung‟s (2004) observations indicate that e-learning management teams need
to be established with experienced professionals who are able to maintain
quality management systems through continuous monitoring and evaluation
in order to identify any problems in the e-learning, and to suggest solutions.

Products

Khan (2005) considers the outputs of the e-learning processes to be
products. These include a project plan, a storyboard, the e-learning
resources created, and similar learning products related to the process.
These assist RDD to proceed with the development and delivery task.
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Summary of Section

According to the model proposed by Khan (2005) people, products, and
processes play a major role in e-learning RDD. The model places an
emphasis on providing support, skills and resources to staff members which
enables them to be effectively involved in the RDD activities. It also,
highlights the importance of the processes which align other resources when
carrying out RDD tasks.

2.3.4. Cascading Model
The „Cascading Model‟ or „Trickle Down Model‟ discussed by Seymour
and Collett (1992) is a method used to implement total quality management
within educational institutions. It is now also used to implement e-learning
within organisations. According to Seymour and Collett‟s research, the
Cascading Model is capable of propagating implementation of management
practices at various levels: senior management, lower level management,
and operational level staff. Seymour and Collett (1992) further discussed
how the Cascading Model involves educating and training senior officers in
new management practices. These senior officers develop a plan that is
passed on to staff members at lower levels, and then they are trained to
implement that plan.
2.3.5. Use of the Cascading PD Model at Holmesglen
The above model influenced the implementation of the e-learning
facilitation (ELF) program at the Holmesglen Institute of TAFE (De Silva
Lokuge, 2008a). The model developed, „The Cascading PD Model‟ which
embedded qualities of the „Cascading Model‟. This model has shown that it
is capable of to disseminating the new practices for RDD (De Silva Lokuge,
2008a).
Seymour and Collett (1992) described how stimulated networks generate
“movement and sense” by creating more interest in new practices in
teaching while supporting and motivating other staff. According to Seymour
and Collett (1992) and De Silva Lokuge (2008a) the cascading model has
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provided moral support as well as technical support for staff involved in
RDD. The Cascading PD Model implementation did not rely on the senior
managers‟ selection, it relied on the ELFs endeavours to educate upwards
and downwards throughout the organisation (De Silva Lokuge, 2008a).
De Silva Lokuge (2008a) says that since the goal of the project was to
introduce e-learning RDD effectively within the Institute, „The Cascading
PD Model‟ embedded a training strategy. This involved:
Educating senior management in order to obtain a commitment at
this level: This included regular meetings of senior managers and
their representative ELF within each centre. These regular meetings
enabled focused on the specific needs of each centre, where the ELF
would inform management of the possibilities and then make
appropriate suggestions and recommendations.
ELF training: This was an ongoing process where ELFs were
continually presented with new ideas through their research;
training;

conference

attendance;

networking

with

other

organisations, and investigating new possibilities in e-learning. Each
ELF would then assess this information, adapting it to the particular
needs of their centre, and advise senior management accordingly.
The training of a selected group of teachers, who in turn trained their
colleagues, was another task. Some large centres selected a support
team, or “champions” who were responsible for training, supporting
and assisting their colleagues.
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Figure 2.8 Cascading PD Model at HIT (De Silva Lokuge, 2008a)

Figure 2.8 represents the relationship between the e-learning facilitators
(ELFs), and Holmesglen management and staff (De Silva Lokuge, 2008a)
which was in the form of a project funded by the Commonwealth
Government‟s Australian Flexible Learning Framework.
However, Abdous and He (2008) point out that specific management tools
need to be used to be on track with the organisational plans, rather than the
individualised action plans. One of the major drawbacks of the Cascading
Model is that it depends mainly on a collective effort in order for the
knowledge and ideas gathered to cascade within the organisation.
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Summary of Section
The Cascading model has been implemented and reviewed at my work
environment to promote e-learning. It is able to propagate developments and
to implement them quickly. In my experience the Cascading model has
given excellent results at Holmesglen TAFE, embracing and embedding elearning into course delivery.
2.3.6.

Summary of the Management Models

Table 2.2: Management Models
Model

Characteristics Advantages

Disadvantages

BEEM

Consists of
seven criteria,
leadership;
strategic
planning;
student,
stakeholder
and market
focus;
measurement,
analysis and
knowledge
management;
faculty and
staff focus;
process
management;
and
organisational
performance
results
This is an
acronym for
the seven
components of
the model:
Resources,
Infrastructure,
People,
Policies,
Learning,
Evaluation,
and Support.

Less concerned
with learning
the pedagogy

RIPPLES
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Specifically
developed to
evaluate
Management
of Education
Administration
The models
inbuilt self
assessment
tools support
the
organisation
evaluations

The model is
developed
specifically to
advise
decisionmakers of what
is needed to
implement the
technological
innovations
within an
educational
context.

The model
highlights the
implementation
of technological
innovations.

Considers:
Processes,
People and
Products

P3

Specifically
developed to
focus on elearning RDD
activities

The focus is
wide in the
RDD
environment but
very specific.

It highlights
RDD activities
with less
emphasis on
management
factors
Individual
Addressing
action plans are issues at a
created to align micro level.
with
organisational
Its success
plans
depends on the
cascade of
knowledge and
skills which has
a great human
resource
management
component.

Cascading Focuses on
implementing
Model
total quality
management
within
educational
institutions

In this chapter different models are described and reviewed for the purpose
of distinguishing and identifying the characteristics in order to select a
model for the research. Individual models have been developed to address a
specific issue or to address an area of interest. The Cascading model
addresses

the

management

of

a

system

implementation,

mainly

concentrating on people and process management while also addressing the
issues at a micro level. Hence, the Cascading model is less suitable to
investigate e-learning RDD at HEIs in SL, compared to the other models
discussed. Khan (2005) proposed that People, Processes and Products were
the most important categories in an e-learning RDD model, and gave
specific attention to these in his P3 model. As the model emphasises specific
RDD processes at a micro level, it was found to be too specific to
investigate HEIs in SL that are new to RDD in e-learning. Jasinski (2007),
in adapting Surry and Lands RIPPLES model, observed the Australian VET
sector‟s use of the model to provide innovation within the e-learning
environment. Jasinski was able to demonstrate examples and evaluations
from the VET sector to justify her argument of the benefits of using the
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RIPPLES model for managing, implementing and evaluating e-learning.
However, the aim of this research is to identify the overall e-learning RDD
activities within HEIs. The BEEM has been used in the education sector by
many institutes such as Jenks Public School and Richland College, to carry
out their institutional evaluations considering the above mentioned factors
(Ziegler, 2005). Considering its ability to investigate and evaluate the
overall e-learning RDD activities, BEEM was selected as the model to
investigate e-learning RDD in SL.
2.4.

Summary

The chapter has reviewed several factors which relate to the research, such
as e-learning, learning resources, management, leadership styles, and
management models that have been used in RDD environments. The chapter
analyses the management models and reveals both strengths and weaknesses
of the models. It also investigated the applicability of different teaching and
learning theories in the e-learning environments, and investigated how
instructional designers have used these teaching and learning theory
concepts to develop effective learning resources for the new environments.
The next chapter discusses the background information in relation to HEIs
in SL, and the current education system in the country.
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Chapter Three – Background

The Sri Lankan educational environment is undergoing a phase of rapid
transformation with adoption of information technology at various levels.
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3. Chapter Three – Background
Sri Lanka is officially known as “The Democratic Socialist Republic of Sri
Lanka”. This small island is situated in the Indian Ocean, off the south
eastern coast of India. It is also affectionately called the “pearl drop” of the
Indian Ocean for its charming beauty.

The people in this country have a very high literacy rate, due to government
support for education. However, failure to ensure an adequate supply of
relevant skills has forced the country‟s economy to cope with low skill
levels, thus perpetuating poverty and low economic growth. Only 12% of
the labour force has a high school degree or above, with 2% of these having
a university degree (ADB, 2008a). This is because only 3% of qualified
secondary school graduates gain admission to university (ADB, 2008a). As
the current bottleneck in education in Sri Lanka lies in gaining higher
education, I was interested to investigate this area of the education sector
further. As stated in Chapter One, my teaching experience has been mainly
in the higher education sector, which raised my interest in identifying
possible improvements in this area. Hence the focus of this research is
mainly on the HEIs in Sri Lanka.

In order to provide a background to the education sector in Sri Lanka, this
chapter discusses education in Sri Lanka and specifically the HEIs selected
for the study.

3.1.

Country Background

Sri Lanka is an independent member of the Commonwealth of Nations.
Colombo is the largest city and the commercial capital of Sri Lanka, while
the administrative capital is Sri Jayawardenapura - Kotte. The country‟s
estimated population was 21,128,772 in 2007 (World Fact Book, 2008).
Sinhala and Tamil are the official languages of Sri Lanka, while English is
also widely used (The World Fact Book, 2008).
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3.1.1. Socio-economic Indicators

According to the Human Development Reports 2002, about 25% of the
population live below the national poverty line. The Human Development
Index is 0.741 (year 2000) and the Gender Development Index is 0.737
(year 2000) (Human Development Report, 2002). The unemployment rate is
around 7.7% (year 2001), and this was found to be highest among educated
people. Sri Lanka has a high adult literacy rate of 91.6% (year 2000), which
is the highest in the South Asian Region (Human Development Report,
2002).

According to Sanyal (1987, p. 24) research findings, Bangladesh, Benin,
Bostwana, Mali, Nepal, Sri Lanka, and Sudan are some of the most
disadvantageous countries with the least favourable higher education and
unemployment situation. He further indicates that socio economic factors
such as GDP, life expectancy, annual population growth rate are directly
related to education. Further, Teichler (1996) also indicates that higher
education opportunities have a direct correlation to socio-economic factors.
Therefore, to provide the reader with an insight into the background of Sri
Lankan higher education, some of Sri Lanka‟s socio-economic factors are
discussed in this research.

On the other hand, Hanna (2008), Government of Sri Lanka (2001) and
Dickens and Lang (1995) emphasise how a large majority of the Sri Lankan
population consider HE to be an important aspect in order for them to build
a better future. It is considered to be the most reliable mechanism for them
to be able to make a comfortable living. However, with limited resources
the government has faced problems in providing higher education to
students who complete their GCE (A/L) (ADB, 2007b; UGC, 2008). This is
discussed further in the next section, and the facts are shown in Table 3.2.
However,

with

international

advice,

forwarding

strategically,

the

government of Sri Lanka has embarked on a course of delivery via elearning (DEMP, 2005; Hanna, 2008; NODES, 2008).

Therefore, to

investigate management of e-learning and RDD it is important to gain an
overview of the people and their background. With an insight into socio70

economic conditions it is easy to understand how education plays a major
role in the country and how the economic factors link to the education
system. The following section describes the education system, including
why people are interested in gaining higher education.

3.2.

Education System in Sri Lanka

The education system of Sri Lanka has been known for its success in
providing widespread access to primary and secondary education, resulting
in a high literacy rate (World Bank, 2005). Successive governments have
regarded education as crucial for promoting equity and social mobility,
enhancing human development, and contributing to economic growth. It
was also considered that education opens many social, economic, and
political doors, and increases access to income and employment
opportunities (Karunanayaka, 2006).
Even though the country‟s economy is not sustainable as mentioned earlier,
there has been a great emphasis on education. Therefore in Sri Lanka,
education is free at all levels, from the primary grades through to the first
university degree. The strategic government decision to introduce free
education, mid day meals, free textbooks, free uniforms, scholarships for
disadvantaged students and subsidised transport, enabled Sri Lanka to
achieve an adult literacy rate of 90.7% in 2001 from 87.2% in 1981 (both
census years) (Department of Census & Statistics, 2007).

While providing these facilities, attending school was made compulsory for
children from 5 to 14 years of age. These legislation changes resulted in a
primary education completion rate of 98.4% and a secondary education
completion rate of 87.1% in 2004 (Ministry of Education, 2005). Sri Lanka
was an early achiever in terms of the Millennium Development Goal of
universal primary education, having reached a near-universal primary
enrolment and completion in the 1990s relative to the target of 2015 for
most countries (World Bank, 2005). However, the development in the
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higher education sector does not indicate a high level of higher education,
due to limited capacity at this higher level.

The country has also achieved gender equity in education. Table 3.1 shows
its literacy rate as an education indicator for selected Asian countries.
Table 3.1: Education Indicators

Indicator

Sri Lanka India

Bangladesh

Malaysia

Adult
Literacy
Rate (%)
Female
2000-2004
Adult
Literacy
Rate (%)
Male
2000-2004
Net
Primary
Enrolment
Ratio

89

48

31

85

Republic
of Korea
97

92

73

50

92

99

93 (2003)

99 (2005)

97 (2004) 90 (2004) 94 (2004)

(Source: Department of Census & Statistics, 2007)

There are approximately 10,548 schools (government, private, and
pirivenas-schools dedicated to Buddhist priests) in Sri Lanka, as well as 14
universities, 14 National Colleges of Education and approximately 30
technical institutions (Government of Sri Lanka, 2007). More than 99% of
these schools are public schools in line with the free education legislation of
1945, providing free education until the first-degree at university level
(DEMP, 2005).

However, every year there are about 100,000 G.C.E. Advanced Level (A/L)
qualified students who fall into the category of “higher education
opportunity less” due to the fact that the conventional university system
does not have sufficient capacity (DEMP, 2005). The following table (Table
3.2) shows the admissions to all public universities as a percentage of
eligibility at an Advanced Level examination.
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Table 3.2: Public University Eligibility

Year

1980

1985

1990

1995

2000

2001

2002

2003

2004

2005

2006

A

43.1

43.7

45.2

44.9

49.66

43.35

49.97

43.92

43.56

55.88

58.21

B

16.35

31.56

20.74

15.59

16.08

16.25

13.25

14.13

14.34

13.00

13.97

(Source: UGC, 2008.)

A - Percentage eligible for University Admission
B - Admissions as a Percentage of eligibility
Further, the statistics for selection to state university provide the following
data representing the selection as a percentage of satisfying the minimum
numbers for admission.
Table 3.3: University Admissions

Year No. Sat the
of
G.C.E.(A/L)
A/L
Exam
Exam

1996

141,161

(1)
No.
satisfying
minimum
for
Admission
71,846

(2)
No
No.
Selected
Selected as % of
(1)

No
Selected
as % of
(2)

11,658

8.3

16.2

1997

142,336

73,570

11,901

8.4

16.2

1998

147,853

73,422

11,821

8

16.1

1999

169,679

73,561

12,040

7

16.3

2000

214,189

91,676

12,132

5.7

13.2

2001

218,441

98,432

12,654

5.8

13

2002

210,141

92,252

13,036

6.2

14.1

2003

247,755

93,353

14,260

5.8

15.3

2004

199,937

108,357

14,850

7.4

13.8

2005

204,030

118,770

17,287

8.5

14.6

2006

201,686

119,955

17,248

8.6

14.4

(Source: UGC, 2008)

These figures show a low selection rate after qualifying at the Advanced
Level examination, the most competitive examination in the country. To
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further explain this situation, the following section elaborates the current
governance on the Sri Lankan Higher Education sector.
The University Grants Commissioner (UGC, 2008) states, “admission to
universities is extremely competitive, and the mere fact that an applicant has
satisfied the minimum requirements and the pre-requisites are no longer
guarantees that he/she will be admitted.” Further, UGC states that in recent
years numbers ranging from 92,000 – 118,000 students have obtained the
minimum requirements for admission to universities, but the actual number
admitted has been about 14,000 – 17,600 students due to limited capacity
within the universities (UGC, 2008). The number selected as a proportion of
the number who sat the Advanced Level Examination has been only about
9%, and as a proportion of the number satisfying the minimum requirements
for admission has been around 13% – 15% (UGC, 2008).

Summary of Section

These factors indicate urgency in providing higher education to the general
student population through the use of different teaching and learning
methods in either private or state universities. Hence, with the advice and
support from ADB (2002) e-learning was considered to be a vital education
delivery method in Sri Lanka. With a view to providing higher education to
many students who qualify but do not enter state universities this project
investigates plausible strategies and management methods to support HEIs
when implementing and delivering courses using e-learning. To further
study the current state of HEIs in Sri Lanka, the following section discusses
higher education in Sri Lanka.

3.3.

Higher Education in Sri Lanka

The higher education sector in Sri Lanka has three main types of
government affiliated higher education institutes: state universities,
vocational educational institutes, and the Open University of Sri Lanka. In
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addition there are private universities that are independent institutes with
international affiliations.

State universities such as the University of Colombo, the University of
Moratuwa, and the University of Sri Jayawardhanapura are fully funded by
the Sri Lankan government. They are governed by the University Grants
Commission of Sri Lanka. The Open University of Sri Lanka is a
government funded university primarily catering for adult and distance
learners (Ministry of Education, 2006). Further, under the umbrella of the
Ministry of Higher Education, state funded technical colleges deliver
diploma and advanced diploma courses in various disciplines (UGC, 2006).

The state universities mainly allocate places through the year 13
examination performance, that is the General Certificate Examination
(G.C.E.) Advanced Level (A/L) ranking or grades for full time study mode.
With recent developments, the state universities have started delivering
discipline specific courses (such as management, IT or architecture) for
students studying external degrees.

The Open University of Sri Lanka delivers courses for students in full time,
part time, distance and education modes, and now in e-learning for course
delivery. This is the only Open University in Sri Lanka with so many rural
centres. Course delivery is based on a nominal charge, and the entry is not
purely based on G.C.E. (A/L). Depending on the course, it may be open for
many students or it may be based on an entrance examination. The 14
universities are spread over different parts of the country, each province
having at least one university.

The university system in Sri Lanka operates within the framework laid
down in the University Act Number 16 of 1978 (UGC, 2008). The selection
of students for admission to undergraduate courses in the university is a task
assigned to the University Grants Commission (UGC) under the above
mentioned Act.
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The total number of students who qualified to enter the university in 2006
was 119,955 (UGC, 2008). However, the proposed intake for 2006 through
G.C.E. (A/L) examination was 17,248 (UGC, 2008). Entry to the
universities is highly competitive, except in the case of the Open University
of Sri Lanka (OUSL). The OUSL has a total student enrolment of over
20,000, which is a little more than the total number of students in all of the
other universities.

According to research findings, the inability to provide sufficient education
to students who complete year 13, G.C.E (A/L) at school has generated an
education divide in the country, as many school leavers who qualify to enter
university are not receiving quality higher education (ADB, 2005). Hence,
under government directives several rural universities were inaugurated
(ADB, 2002; ADB, 2005; ADB, 2008a).

Considering this major problem, the government sought alternative options
to provide higher education to the students who qualified and who did not
get university entrance, as well as to other students who desired to excel in
their higher studies while being employed. Further, the investigations
identified that the required changes in the education system should be:
policy reforms, re-engineering processes, and capacity building programs.
In this process, with the assistance of several international aid projects,
distance e-learning, e-learning and m-learning were suggested as plausible
solutions (ADB, 2002; ADB, 2005; Hanna, 2008). The “e Sri Lanka”
concept supported by the government has taken steps to create a new
environment in the education sector in Sri Lanka. Taking government
directives, many HEIs have started using e-learning for their course delivery
(DEMP, 2005). Taking actions further, reforms were implemented to
enhance the education system of the country through projects such as the
Distance Education Modernisation Project (DEMP), the Distance Education
Partnership Project (DEPP), and the Capacity Enhancement Project (Hanna,
2008).
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3.4.

Distance Education Modernisation Project

The Distance Education Modernisation Project (DEMP) was initiated in
November 2003 with the goal of significantly increasing access to postsecondary education throughout the country, with quality technologyenhanced programming through distance delivery (DEMP, 2005).

The

objectives of DEMP are to: increase student capacity among the institutions
and organisations of Sri Lanka; to design and deliver effective open and
distance education programming; and to identify and establish an enduring,
sustainable system of distance education that will continue beyond the
duration of the project (NODES, 2008).

To achieve these objectives, DEMP operates three sub-projects: the Open
University of Sri Lanka Capacity-Enhancement Project (OUSL-CE); the
Distance Education Partnership Programme (DEPP); and the Public Private
Partnership Programme (PPP) (NODES, 2008). This project supports three
types of expenditure: design and development of online courses and
materials; equipment, computers, peripherals and software; and the linking
of programmes with foreign post-secondary educational institutions
(DEMP, 2005). The project encourages Sri Lankan institutions to forge
links with foreign post-secondary institutions in order to provide quality
higher education to students (NODES, 2008). It is an intention of this
project to identify the above mentioned initiatives within the HEIs, and to
evaluate e-learning RDD management practices.

3.5.

Recent Developments in Education in Sri Lanka

There are noteworthy developments in education in Sri Lanka since the
recent reforms were introduced and gradually implemented with funding
from the World Bank and the Asian Development Bank. Significant changes
were introduced in primary education, based on recommendations made by
the National Education Commission (NEC) (Hanna, 2008). These were
focused in the areas of curriculum, teaching methodology and overall
philosophy of primary education. A competency-based curriculum was
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introduced and efforts were made to make primary education more childcentred and activity-based (Ginige, 2002).

The Skills Development Project of the Asian Development Bank has begun
work in the area of improving the technical training system, moving it
towards a competency-based system so that trained youth will receive work
recognition both within and outside of the country (National Education
Commission, 2007). HEIs were also engaged in the DEMP (Distance
Education Modernisation Project). Using international funds, DEMP
initiated several projects to enhance education. Infrastructure developments,
teacher training and capacity enhancements are visible within these
development projects (DEMP, 2005).

In embarking on e-learning and technology based learning it is necessary to
investigate the current state of the use of technology in education. The ADB
has provided grants to enhance the infrastructure, and to support the new
developments in the education arena (ADB, 2002; DEMP, 2005; NODES,
2008) to facilitate higher education for students who are not able to enter the
state universities.
3.5.1. IT in University and Higher Education

The National Policy on IT made several recommendations to enhance IT in
university education (Government of Sri Lanka, 2007; Hanna, 2008). These
included providing IT awareness to all undergraduates, establishing campuswide networks in all universities, providing Internet access to everybody,
and introducing computer science courses. These are being implemented in
all universities of the country at various levels. For instance, OUSL offers
many programmes of study including IT courses, ranging from certificate
level to masters degrees (DEMP, 2005). There are many private institutions
that have taken steps to embed e-learning into international affiliations
(NODES, 2008). With the same objective, the Distance Education
Modernisation Project (DEMP) has supported many educational institutions
when they were embedding information technology and e-learning
(NODES, 2008).
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Summary of Section

The government of Sri Lanka is keen to educate students by providing
quality education. This is evident, as many rural HEIs have been established
recently. The government initiated the e-Sri Lanka project, and set up
required authorities and projects such as ICTA and DEMP. These initiatives
are considered to be a step forward towards reducing the education divide
that has been created due to limited resources and infrastructure capacity in
the state university system. Through these grants and loans the government
is attempting to increase the level of quality education, with a focus on
higher education in Sri Lanka.

However, in this research only two main HEIs are selected to investigate the
e-learning RDD and its management. The following section briefly
discusses the history of selected HEIs and their contribution to e-learning
RDD.
3.6.

Selected Higher Education Institutions

The research intends to identify the management practices that are used by
senior leaders to communicate with, empower and motivate staff, while
identifying existing procedures and policies to manage e-learning RDD.
With this idea in mind, HEIs were identified to gather information in
relation to the above mentioned topic. It was identified that, the OUSL is the
only Open University in Sri Lanka, and the Asian Development Bank has
selected the OUSL to proceed with e-learning RDD. On the other hand, the
UCSC was found to be one of the leading state universities in Sri Lanka
which develops e-learning resource, and delivers courses using e-learning.
The UCSC, managing the national e-learning centre in Sri Lanka, was about
to begin delivering new courses via e-learning, such as the Foundation in
Information Technology (FIT). Hence, it was identified that investigations
at the UCSC could reveal the procedures in place which gather e-learning
requirements from the users. Also, as both HEI were highly involved in elearning, they were considered to be good cases on which to base
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investigations with regard to what support the faculty and staff members
would get from the institute and management in order to enable its
participation in e-learning RDD. Further, HEIs were taken into
consideration when selecting which should participate in this research, for
reasons such as convenience and low risk when travelling to distant HEIs.
This is discussed further in Chapter 4. Considering several other factors,
such as suitability, convenience and availability which are also discussed in
depth in Chapters 4 and 5, the UCSC and the OUSL were considered for
providing information in the Sri Lankan HE context for this two
participating HEIs. The following section discusses and describes the
selected higher education institutions namely the Open University of Sri
Lanka (OUSL) and University of Colombo School of Computing (UCSC).
Table 3.4: Participating HEIs

Feature

OUSL

Background The

only

UCSC
Open One of the leading state

university in Sri Lanka.

Universities in Colombo.

Government funded and Government
established in 1980.
Courses

funded

and

established in 1880.

A variety of courses are A variety of courses are
offered in open and offered, mainly in a face-todistance

modes,

graduate

and

at face

The

leading

to

post graduate and post graduate

graduate levels
Resources

mode,

levels.

university

at UCSC is equipped with 9

Nawala is equipped with laboratories and over 25
2

state

of

the

art resource development staff.

laboratories and over 6
other laboratories within
the university, with over
5 resource development
staff.
External

OUSL

liaise

with UCSC liaise with the JICA,

Links

DEMP,

ADB,

World and SIDA in relation to e-
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Bank,

and

Commonwealth

the learning RDD activities.
of

Learning in relation to elearning RDD activities
e-learning

Pioneers in e-learning Well established e-learning
resource
and
number

development centre

delivery.
of

81

the

country

The offering FIT and BIT for
students more than 2000 students.

using e-learning mode is
less than 500.

in

3.6.1. Open University of Sri Lanka (OUSL)
Background
The Open University of Sri Lanka (OUSL), established in 1980–81, reaches
its students through distance mode, operating via a network of four regional
centres and 21 study centres and teaching centres (OUSL, 2005).

The Open University has a Vision Statement "to be a leader in Open and
Distance

Learning

renowned

for

excellence,

in

human

resource

development and the empowerment of people to achieve their potential".
Their Mission Statement is "to enhance opportunities for the life-long
learning of adults through Open and Distance Learning and to support
excellence in research and scholarship". It attempts to assist the socioeconomic status of the country by providing higher education to large a
number of students (OUSL, 2008, p. 7).

The courses offered by OUSL
A wide variety of study programmes, ranging from certificate courses to
higher degrees, are being offered by OUSL. During the last 20 years, the
Open University has expanded to four faculties: Education, Engineering
Technology, Humanities and Social Sciences, and Natural Sciences (OUSL,
2005). The total student enrolment in OUSL, numbers approximately
20,000, covering almost every part of the country.

In terms of content, distance education courses at OUSL have moved away
from traditional university disciplines and opened new avenues, providing
pre-school teacher education for teachers and further higher education for
nurses and teacher-educators. These programmes have become very useful
for professional training and career development in the respective categories
of professionals.

The Open University has now turned its attention to building international
links (Karunanayaka et al., 2005). The Youth Development Programme
initiated by the Commonwealth Secretariat is one such attempt, where
OUSL has played a major role in preparing course material and conducting
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these courses. Initiatives are already being taken to internationalise the
existing Master of Arts programme in Teacher Education conducted by the
Faculty of Education. This programme is scheduled to reach students in
some of the member countries of the South Asian Association for Regional
Cooperation region (Karunanayaka, 2006).

The Master of Arts in the Teacher Education Programme, includes several
IT units. Steps are also being taken to offer such courses to teachers who
take up a Post graduate Diploma in Education. All registered students at
OUSL are provided with the opportunity to undergo a basic computer
awareness course, and to use the computer facilities available at the
elementary computer laboratories at the Colombo Regional Centre, and
other regional centres. Internet facilities are also provided to students free of
charge at these labs and in the main Library. The campus-wide computer
network integrates resources such as the library and IT Division.

External Links
OUSL works closely with the DEMP to provide better learning facilities to
the students who are studying in open and distant learning modes at OUSL
(DEMP, 2005). Through the DEMP project OUSL gained access to several
international experts and received the financial support to develop
resources. Further, through collaborations with ADB, the World Bank and
the Commonwealth of Learning, OUSL has enhanced its quality of teaching
and learning.

e-learning at OUSL
Initiatives to integrate e-learning with the existing courses are currently
being implemented. The Staff Development Centre of OUSL conducts
multimedia training sessions for its staff, as well as staff from other
universities. The IT division also conducts IT training sessions for staff to
support e-learning RDD. The staff members are being motivated in different
methods to be part of the e-learning program, and in collaboration with
DEMP, OUSL is moving forward in course delivery using e-learning.
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Resources at OUSL
The OUSL is equipped with several student laboratories at different centres,
with state of the art laboratories at Nawala. The library is well equipped
with Books, Journals, and CDs, and provides access to the internet.

The Information Technology infrastructure consists of the university
network, student database, the web server, and several computer
laboratories. There are 30 staff members who support the IT services
requirements in the University (OUSL, 2005).

3.6.2. The University of Colombo School of Computing (UCSC)
Background
The University of Colombo was established in 1880 (University of
Colombo, 2008). Situated in the heart of Colombo, this is one of the leading
universities that have embarked on e-learning resource development and
delivery in Sri Lanka. The teaching of Computing in the University of
Colombo first started in 1967 with the setting up of the Statistical Unit as a
separate unit of the Department of Mathematics in the science faculty
(University of Colombo, 2008).

Later, with the initial guidance of Professor V.K Samaranayake, the
statistical unit was enhanced to become the Statistical Consultancy and Data
Processing Service Centre (University of Colombo, 2008). This paved the
way for many further developments, and by 1985, this Centre had grown
into the Department of Statistics and Computer Science (DSCS). The major
function of this department was to conduct special degree programmes in
Statistics and Computer Science.

External Links
The UCSC has a strong relationship with industry and at the same time has
a high institutional profile among foreign donor agencies. The UCSC also
enjoys much more autonomy in its business operations, making it easier to
receive resources from the Japan International Cooperation Agency (JICA),
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the Swedish International Development Agency (SIDA) and several other
donors (University of Colombo, 2008).

Courses offered by UCSC
With the intention of increasing the number of students entering the
university, new courses were offered at the UCSC. Three M.Sc.
programmes in Computer Science, Information Technology and Advanced
Computing, which admitted a total of 200 students, were started in 2002.
M.Phil. and Ph.D. programmes were introduced by the UCSC in 2002.
Computer Science course modules were also conducted for first, second,
third and fourth year students of the Physical and Bio Science streams at the
Faculty of Science, University of Colombo. The vision of the UCSC is to
become a university at the forefront of its field, gaining an international
reputation for its training in Information and Communication Technologies
(ICT) (UCSC, 2008).

Resources at UCSC
The UCSC is fully equipped with nine student laboratories, two multi media
laboratories, two research laboratories, a campus-wide fibre network, with
the entire UCSC building complex fully wired for Internet access (UCSC,
2008). UCSC has a state of the art network-operating centre. The library is
well equipped with Books, Journals, and CDs and provides Internet access
to e-journals. The major goal of the UCSC is to prepare students for careers
in Information and Communication Technology as Software Developers,
Systems Analysts, Network Administrators, Database Administrators, Web
Developers, IT Managers, IT Strategic Planners, and IT Policy Makers
(UCSC, 2008).

The UCSC e-learning centre has been institutionalised with the objective of
providing an open, flexible, and distributed e-learning environment to
provide effective, efficient, scalable and economical learning opportunities
to stakeholder communities in universities, schools, the public sector and
society at large (UCSC, 2008).
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The National e-Learning Centre (NeLC) at UCSC hopes that by using elearning, it will be able to provide access to quality education for the vast
majority of people who have been deprived of a good tertiary, school,
professional or community education (UCSC, 2008). However, UCSC
interestingly states that the introduction of e-learning has been well-planned
so that it can be of immense benefit to a wide variety of people who will
therefore have access to a quality education at a lower cost (UCSC, 2008).

In 2002, the UCSC started its e-learning development and services by
establishing the e-Learning Centre. Several donor agencies are currently
supporting these activities, with SIDA (the Swedish International
Development Agency) being the main sponsor (UCSC, 2008). NeLC
conducts a large number of e-learning projects through international
collaboration in order to integrate information communication technology
and education.

Courses offered by UCSC
NeLC is developing interactive e-learning materials for self-learning and an
e-assessment environment for students to obtain graduate level as well as
professional qualifications. Courses that are supported by an interactive elearning and e-assessment environment are: Bachelor of Information
Technology (BIT), Diploma in Information Technology (DIT), Advanced
Diploma in Information Technology (ADIT), Advanced Computer Driving
Licence (ACDL) and, National Computer Driving Licence (NCDL).

e-learning at UCSC
The University of Colombo School of Computing (UCSC), realising this
national need well in advance, launched the first external degree programme
of its kind external degree programme, the Bachelor of Information
Technology (BIT). The BIT was designed to optimise the use of ICT for
communication,

registration,

delivery

of

curricular

content,

and

examination. Its website and associated Virtual Learning Environment has
become the student portal through which one learns on-line, seeks assistance
from facilitators, and communicates with peers, in addition to obtaining
examination support material and retrieving results. For this reason, the BIT
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programme has become the premier 'open' and affordable IT degree
programme in Sri Lanka.

The UCSC does not have the capacity to teach the nearly 1500 students per
intake that it admits to the BIT programme; thus self-learning is an
important part of the BIT programme. However, in the past many students
have failed or dropped out after the first year. To address this problem,
commencing in 2006 the UCSC launched the “e-BIT” programme through
which online learning content and e-testing was to be provided. This elearning framework has now converted the BIT into a high quality “online”
IT degree programme for less privileged and lower income students,
regardless of their geographical location.

The success of the e-BIT is attributed to the efforts of the e-Learning Centre
of the UCSC through its research and development (R&D) activities. The
curriculum was completely revamped taking into account a new online
pedagogy based on a user-centric but collaborative learning model and the
“constructive alignment” paradigm of learning. The investigation into the
setting up of an appropriate Virtual Learning Environment resulted in the
adoption and adaptation of the open source, Moodle framework which had
been customised and localised to form Vidupiyasa – UCSC's 'Virtual
Campus'. SCORM compatible online learning lessons were developed based
on the redesigned curriculum, with video lectures distributed via a local TV
channel, CDs and the online portal. An e-Assessment system for
“formative” as well as some “summative” testing has also been developed
and deployed.

The pass rate of first year (Diploma of IT) courses has increased three fold,
with many students obtaining good grades. The paradigm shift to the new
learner-centric online learning model earned UNESCO its‟ Special
Commendation 2008 (UCSC, 2008).
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3.7.

Summary

The Sri Lankan educational environment is undergoing a phase of rapid
transformation with the adoption of information technology at various
levels. With an increased need for access to quality education, as in other
parts of the Asian Commonwealth, the use of electronic media and distance
education have emerged as areas of prime importance. Teacher training in
various educational media has been identified as one of the key approaches
to integrating ICT in the classroom. At the same time, efforts to develop
learning materials locally are ongoing at various educational institutions.
This shows that educational practices and policy in Sri Lanka recognise the
role of ICTs in providing access to quality education

E-learning in Sri Lanka is a new concept and infrastructure, and the
implementation and management of e-learning has generated a paradigm
shift in the education system in Sri Lanka. In particular, the use of elearning technologies in higher education institutions in Sri Lanka is part of
a long term plan to eliminate the education divide in the country (OUSL,
2005). Sri Lanka intends to increase educational opportunities throughout
Sri Lanka for secondary school graduates who cannot attend conventional
universities due to limited capacity (ADB, 2005).
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Chapter Four – Methodology

The research is carried out using a qualitative interpretive approach that
incorporates an ethnographic case study approach.
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Chapter Four – Methodology

4. Chapter Four Introduction
This chapter presents the development of an appropriate research design and
methodology to address the research questions in the field of study. It charts
through the selection of a qualitative research method against a quantitative
research method taking an interpretative approach. The chapter also
discusses the research designs that are appropriate for this study, and
justifies the selection of a case study approach for this research. Taking it a
step further, the chapter presents the criteria that were considered when
selecting the participatory HEIs and the participant categories, and it goes
on to describe how the participants were selected. The ethical considerations
of the research are discussed to provide an overview of the approaches
adopted in order to ensure that ethical guidelines are in place. The chapter
also includes a description of the data collection methods that were
employed in this research. Furthermore, the data analysis procedure which
uses a form of grounded theory is also presented.

4.1.

Research Design

This chapter explains why a qualitative interpretive approach has been
adopted as the basic research design in this study, and why the research
design was conceptualised mainly as a series of multiple case studies which
were based upon scheduled interviews with the participants. Further, the
design incorporates factors taken into consideration when designing
observations at the selected participating institutions and within the
scheduled group discussions. Ethical issues arising from the study are
discussed and the proposed methods of data analysis of the transcripts are
justified. The following table summarises the general research decisions
explored when determining the research design and methodology.
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Research Design Decisions

Research Design Decisions
Theoretical Perspective
Research Methodology
Research Participants

Data Collection Methods

Choices Made for this Study
Qualitative Interpretive approach
Multiple Case Studies
Six participants from three
employment categories within two
different HEIs
OUSL Participants:
Sadu; Guna; Tony
UCSC Participants:
Nima; Hidu; Rita
Semi structured interviews
conducted with the key
participants
Observation and Review of
Documents
Group discussions
Discussions with experts
Charles Sturt University – Ethics
guidelines for the conduct of
research
Qualitative, interpretive, grounded
theory
Recognition of the strengths and
limitations of multi-case
methodology

Ethical Considerations

Data Analysis
Validity/Limitation

The field of study in this research inquiry focuses on the perspectives of
managers, academics and administrative staff who are working in e-learning
resource development and delivery projects in Sri Lankan HEIs. Therefore,
there was a strong initial orientation to adopt a qualitative rather than a
quantitative paradigm because perspectives are best expressed in the
individual voices of the participants. Furthermore, there are significant
considerations in the contextual differences at the HEIs in Sri Lanka. A
range of possible methodologies were systematically considered before a
decision was made to adopt a multiple case study approach.
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Summary of Section

This research is based on the interpretative approach with the desire to
identify and investigate the current management practices in e-learning
RDD in the HEIs in Sri Lanka. The research aims to gain a greater
understanding of the current situation and to identify contextual issues that
affect the management of e-learning which is specifically related to
Resource Development and Delivery in Higher Education Institutions in Sri
Lanka, as explained in Chapter One.
4.2.

Qualitative and Quantitative Research

Bryman (2001) suggested that there are two main types of relationships
between theory and research: the deductive approach, where theory guides
research, and the inductive approach where theory becomes an outcome of
the research.

During the investigation it was found that in a qualitative approach,
researchers are more concerned about issues of the richness, texture, and
feeling of raw data (Sarantakos, 2005). Similar to many qualitative
researchers, this research intended to gain an understanding into what the
interpretations were at a particular point in time (e-learning RDD takes
place) and in a particular context (within the HEIs in Sri Lanka). Neuman
(2006) states that qualitative research is constructed based on social reality
giving importance to cultural meaning. I was interested to discover this
while investigating management practices when developing e-learning
resources in the HEIs in Sri Lanka. Further, qualitative research focuses on
interactive processes and events, while emphasising authenticity. In
qualitative research, theory and data are fused while considering fewer cases
or subject areas as compared to quantitative research, where large quantities
of data are being used. Therefore, in qualitative research the researcher may
be highly involved in research activities such as data collection and analysis
(Merriam, 2002). This was also another factor that highlighted the
suitability of qualitative research for this research as I planned to gather data
from a varied but limited number of cases, carrying out an in-depth study.
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In this research, I was interested in understanding what the interpretations
were at a particular point in time and in a particular context in order to learn
how individuals experience and interact with their social world. Denzin and
Lincoln (2000) stated that “qualitative research does not belong to a single
discipline. Nor does qualitative research have a distinct set of methods
which are entirely its own” (p. 6). Therefore, it was decided to use the
interpretative qualitative approach for this research.

Merriam (2002) discusses key characteristics of various interpretative
qualitative research designs and how the researcher becomes the data
gathering instrument or tool, in qualitative research. The following section
discusses how qualitative research utilises the researcher as an instrument:

As Reeves (2003) states, the researcher using qualitative research
methodologies intends to understand the meaning people have constructed
about their world and their experiences. Inline with Reeves (2003)
explanation, the intention of this research was to understand what people
think about management practices in e-learning RDD in HEIs in Sri Lanka.

As the researcher is the primary instrument for data collection and data
analysis, it was necessary for me to have an understanding of the different
settings in a Sri Lankan context, in relation to management.

As the researcher and the research instrument in this methodology, I had an
added advantage of knowing Sri Lankan mannerisms and I was able to
respond and adapt to the immediate situation, understanding the
participants‟ non verbal as well as verbal communication methods. The
interview environments were made friendly and authentic for the
participants so as to make their interpretations clear and relevant. There are
many types of qualitative research described by different researchers and
writers in the research world. The following table summarises five of the
main research methods in order to evaluate their applicability for this
research.
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Table 4.1: Research Methods

Research Method

Description

Challenges

Biological method

Address depth, context and
meaning to the phenomenon
under investigation.

Need to have clear
understanding of the history
and context

Attempt to gain holistic
perspectives, and compare
individual experiences with
socio political and historical
issues

The researcher needs to be able
to bring himself into the
narrative and to acknowledge
his standpoint

Phenomenological
method

Grounded theory
method

Focuses on showing how
complex meanings are built
out of simple units of direct
experience

Emphasis on discovery, with
description and verification
Possible to identify
categories, properties and
relationships among the data

Ethnographic study
method

Developed to study human
society and culture
Study peoples beliefs, values
and attitudes

Case study method

Does not depend how data is
collected, rather it depends
on how data is interpreted
Intensive, holistic description
and analysis of an instance,
phenomenon or social unit

Information gathering is
extensive and demanding
The researcher requires a solid
grounding in the philosophical
precepts of phenomenology
The researcher needs to decide
how his personal experiences
will be incorporated into the
study
Researcher needs to set a side
theoretical ideas or notions so
that an analytical, substantive
theory can emerge
Needs to recognise the
categories and their features
Time to collect data requires a
prolonged stay in the field.
The style of writing may limit
the audience

Needs to identify the most
suitable case(s)
Generalisation could be an
issue
Getting enough information is
challenging
Deciding on boundaries is
challenging

Creswell (1998) discussed five traditions: biography, phenomenology,
grounded theory, ethnography and case study. In contrast, Tesch (1990) has
identified forty-five approaches divided into three categories of case study:
designs, data analysis techniques and disciplinary orientation. In 2000,
Denzin and Lincoln identified eight research strategies: case study,
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ethnography, phenomenology, grounded theory, biographical, historical,
participatory and clinical.

The feminist biological method under investigation addresses the in depth
context and meaning of the phenomenon from different angles in order to
gain a holistic perspective (Denzin & Lincoln, 1994). Further, Denzin and
Lincoln (1994) have discussed how researchers use the biological method to
acquire an inside understanding of the participant‟s definition of a given
situation. Schwandt (2000) highlights how this research method can be used
to “grasp the subjective consciousness or intent of the actor from the inside”
in order to understand the participant‟s intentions, motives, desires and
thoughts (p. 192). On the other hand, phenomenologists are interested in
showing how complex meanings are built out of simple units of direct
experience. Merriam (1998), states that this form of inquiry is an attempt to
deal with un-probed inner experiences in everyday life.

Ethnographic study was developed by anthropologists specifically to study
human society and culture; in particular, beliefs, values, and attitudes that
shape the behaviour of people (Merriam, 1998).

The intention of this research is to identify the management practices in elearning RDD. The participants are the key resources from where these
practices are gathered. Grounded theory, in qualitative study, facilitates
derivation from the data, of a theory that is grounded in the data (Denzin &
Lincoln, 1994). Grounded theory emphasises discovery with description and
verification as secondary concerns, making substantive evaluations
(Merriam, 1998, p. 17). In this research, the data gathered requires analysis
via a constant comparative method of data analysis, to gain an insight into
current management practices within HEIs in Sri Lanka. Unlike hypotheses
in experimental studies, grounded theory hypotheses are tentative and
suggestive rather than tested. Strauss and Corbin (1998) compare this
methodology with other approaches to qualitative research, noting that a
major difference lies in the commitment to theory development and theory
verification. Further, considering the nature of this research, and what the
research intends to investigate and the strengths of grounded theory, it was
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selected as a data analysis approach rather than a research method in this
study.
Merriam (1988, p. 21) defined case study as: “an intensive, holistic
description and analysis of a single instance, phenomenon, or social unit”.
In relation to the above definition this study is considering the phenomenon
of management of e-learning RDD in HEIs in Sri Lanka. Further, it is stated
that a case is an empirical inquiry that investigates a contemporary
phenomenon within its real-life context, especially when the boundaries
between phenomenon and context are not clearly evident (Stake, 1978;
Merriam, 1998). By considering a single phenomenon entity (the case) this
research seeks to describe the phenomenon in depth.

Case studies have been widely recognised as an appropriate research
method in education (Stake, 1995; Yin, 2003). Adoption of a case study
approach ensures the application to a single event or to multiple cases.
Given the diversity in Sri Lankan HEIs where educational developments are
delivered, the idea of a series of multiple case studies of a range of sites and
interviews broadens the basis of the data source and is likely to produce
more significant findings. Miles and Huberman (1994, p. 27) state that
qualitative researchers usually work with small samples of people, nested in
their context and studies in depth. Stake (1995) proposes that an
instrumental case study examining a number of cases is called a collective
case study. Further, according to Tellis (1997) multiple cases strengthen the
results by replicating the pattern matching and this increases confidence in
the themes and findings that emerge from the study. As Gillham (2000)
implies, the researcher in a case study is seeking to establish a qualitative
element of how people such as managers, academics and administrative
staff understand themselves and, the issues in which they engage within
their settings. Essentially the aim is to explore their thinking about
management practices that arise in a HEIs context when e-learning RDD
tasks are carried out.

This research studies the management of e-learning resource development
and delivery in Sri Lanka, which focuses on a specific social group. The
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research analyses views and experiences of managers, academics,
instructional designers and technical staff who participate in e-learning
RDD activities. The study limits its scope to specifically targeting higher
education within Sri Lanka, with two cases representing different types of
educational institutions. The unit of analysis is not specific nor does it bind
the study to a case. Hence, the case study approach is found to be suitable
for this study. Unlike an experimental survey, or historical research, a case
study does not use any particular method for data collection or analysis.
The case study focuses on holistic description and explanation.

Summary of Section

This research is based on qualitative research focusing on the richness,
interpretations and feeling of the data. In summary, considering different
research methods, the case study approach was found to be the most
appropriate research method, to investigate the management practices in elearning RDD environments in HEIs in SL. Specifically for this project, the
case study method offered an opportunity to capture the individual
participant‟s voice, to describe each case in its unique institutional context,
to compare and contrast multiple perspectives, and to conduct an in depth
exploration of six of the participants associated with the HEIs.

4.3.

Data Collection Methods

The process of data collection in qualitative research depends mainly on the
requirements of the research. This research heavily depends on the personal
experiences, attitudes, and feelings of the participants which require the use
of descriptive information. Therefore, interviewing was considered to be a
suitable data collection process as opposed to a survey. Further, Sarantakos
(2005) states that observations entail the systematic noting and recording of
events, behaviours, and artefacts in the social setting chosen for study.
Hence, appropriate data collection methods to gather information for this
research were considered to be the interview and observation methods.
Further, discussions were arranged with some consultants at a variety of
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funding organisations such as: the Asian Development Bank (ADB); the
Japan International Cooperation Agency (JICA); and the Swedish
International Development Agency (SIDA) in order to gain an insight into
the management and activity of e-learning RDD. A learning journal was
used to track the insights that were gained during this journey

Merriam (1998), Guba (1999) and Neuman (2006) discussed how
interviews are classified according to the structure: highly structured
interviews, semi structured interviews and unstructured interviews. Among
the above mentioned, highly structured interviews rigidly adhere to
predetermined questions and do not allow the researcher or the investigator
to access participant‟s perspectives and understandings. On the other hand,
the open-ended or unstructured interviews assume that individual
respondents define the world in unique ways. This method was found to be
useful in situations where the investigator did not know enough about a
phenomenon. On the contrary, semi structured interviews facilitated the
implementation of interviewing within the boundary of the research, and
were therefore flexible enough to investigate new findings. The research
intends to identify six main areas as: practices in place for motivating staff;
policies for managing e-learning RDD; procedures in place for gathering
requirements; practices in place for managing knowledge; and staff to
support processes in place. Considering the six research questions, it was
found that semi-structured interviewing was the best methods to employ for
gathering data. A few questions were designed to find out participant
demographic information, with sixteen specifically open-ended questions
asked to gather other information about e-learning RDD management.
4.3.1. The Sample Selection
The two basic types of sampling are probability and non-probability
sampling (Lincoln & Guba, 1985). Probability sampling allows the
investigator to generalise the results of the study from the sample, to the
population from which it was drawn.
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With the main aim to find out as much as possible about e-learning RDD
management practices within Sri Lankan HEIs, I have used purposeful
sampling to discover, understand, and to gain an insight into management
practices within e-learning environments.

Merriam (1998, p. 62) has identified different types of purposeful sampling
as: “typical, unique, maximum variation, convenience, snowball, chain, and
network sampling”. The Open University of Sri Lanka is unique in several
ways as it is the only Open University that exits in Sri Lanka. It is the main
distance education institute that was founded by the government. The Open
University of Sri Lanka (OUSL) was included in the sample as it contains
unique attributes. As stated in the previous chapter, „Background‟, this
university conducts several courses with many Departments delivering
courses in different modes. Large numbers of students from various parts of
the country participate in these courses. In addition, with international
support the university has begun developing resources and delivering
courses within an e-learning environment.

On the other hand, the University of Colombo, School of Computing
(UCSC) is highly advanced in e-learning RDD. UCSC has its own elearning centre, including instructional designers, a multimedia staff,
multimedia lab and many related facilities. These cases provide an
understanding of the various stages of e-learning RDD and the management
of e-learning RDD within these HEIs.

Patton (1990) further states that selection through convenience sampling is
not credible. However, Patton (1990) discussed convenience sampling, and
stated that it is selected based on the time, money, location, and availability
of the sites or respondents. Considering the political situation and unstable
war environment in the country when selecting the samples, universities in
the Northern and Eastern parts of the country, were not selected due to the
inconvenience of reaching the participants. The Colombo School of
Computing was also conveniently located in the heart of Colombo, and
several people were willing to participate in the research. Hence, UCSC was
selected because it is the pioneering university and faculty in Sri Lanka, and
99

also in consideration of the convenience and enthusiasm shown by the
participants.

Snowball, chain or network sampling involves asking each participant or
group of participants to refer the researcher to other participants. In this
research the HEIs were selected to gain maximum variation, and then in
each institute a particular person was identified. At UCSC the HOD was
identified, also the academic staff who showed interest and ensured the
introduction of different level participants for the research. At OUSL elearning RDD personnel were identified, and more research participants
were identified through snowball sampling. The research investigated
policies and procedures that were in use, which could only be obtained by
participation at a management level. Insights as to how staff were trained
and motivated to carry out e-learning RDD tasks could only be gained with
the participation of those at an academic level, and the RDD and technical
staff. In each case, a number of participants were selected based on the
information that was required. The number was pre-defined however the
identification of the participants was via networking within the institution.

According to Patton (1990), a typical sample would reflect the average
person, situation or phenomenon of interest. „Theoretical sampling‟ is the
process of data collection for generating a theory where by the analyst
jointly collects codes, analyses his/her data and decides what data to collect
next and where to find it, in order to develop a theory as it emerges. Hence
the typical sampling method and theoretical sampling method is not
applicable to this research.

Summary of Section

In summarising data collection for this research, I have used the maximum
variation sample and convenience sampling in selecting the cases and then
selected the participants using a network approach.
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4.3.2. Sample Size
As mentioned above, two cases were selected to investigate how the
management of e-learning RDD has excelled in Sri Lanka with the selection
of the UCSC (University of Colombo School of Computing), due to it being
highly advanced in RDD learning; and the OUSL (Open University of Sri
Lanka) due to its unique nature.

Within each case, selection of the number of participants was decided by the
size of the institution and my ability to manage the data within the scope of
the study. Three different categories of academic, management and teaching
and learning support staff were considered. This selection was made in
order to obtain views on similar issues from those within the different
employment categories of participant. By collecting these views in this
manner I expected to gain insights into the same facts, but from a different
angle. Therefore, one participant per category from each HEI was selected
to carry out the interviews.

4.3.3. Ethical Considerations
The ethical issues involved in this study were stated, and addressed in the
ethics application that accompanies the original proposal that was approved
by the Human Ethics Committee at the Charles Sturt University.
Transparency in the consent process with the clear protocols, protection of
anonymity and confidentiality in the process, along with options for
participants to review and discuss interpretations of transcripts were
integrated into the ethical procedure. Each participant signed a consent form
as a standard procedure of the university, for research involving human
ethics agreeing to be involved in the research.

The ethical guidelines consented to and signed by participants in this study,
protected values of anonymity and confidentiality. The use of naming
conventions for participants in the study was adopted by removing
individual identities. Further, all participants had the opportunity to read the
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transcript comments made, and to review their final case study write-up and
make any required amendments to it.

There were additional safeguards in the ethics guidelines for the
participants, informing them of their right to withdraw at any stage of the
research. However, participants built a strong interest towards the research,
and were focused on providing information for the research. The following
section describes how the validity and reliability was maintained in this
research.
4.3.4. Validity and Reliability
Validity and reliability are concerns that can be addressed by giving careful
attention to a study‟s conceptualisation and the way in which the data is
collected, analysed and interpreted, as well as the way in which the findings
are presented. Merriam (1998) states that ensuring the validity and
reliability in qualitative research involves conducting the investigation in an
ethical manner. The following section discusses the different strategies used
in this research to address the specific concerns from a qualitative research
respect in relation to internal and external validity and reliability.
4.3.5. Internal Validity
According to Merriam, internal validity deals with the question of how
research findings match reality, how congruent the findings are with reality,
and how findings capture what is really there (Merriam, 1998, p. 201). The
intention of this research was to find out how e-learning RDD is managed
within the Sri Lankan HEIs. The e-learning projects in SL are changing with
time as different funds are allocated by different international organisations
such as the Asian Development Bank and the World Bank. Therefore,
multidimensional perspectives were considered to be a better alternative,
compared with gathering a single dimensional perspective. This led to
selecting the informants from more than one category, academics, senior
managers or leaders, and technical or administrative support staff. These
selections embraced the properties of qualitative research, where the
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assumption is that qualitative research is holistic, multidimensional, and
ever-changing (Merriam, 1998).

Merriam (1998) and Neuman (2006) have discussed six basic strategies for
enhancing internal validity: triangulation, member checks, long term
observations, peer examination, participatory or collaborative modes of
research, and a researcher‟s biases. In this research, triangulation is
established using multiple perspectives, that is from academics, senior
managers and administrative staff. Further, inline with Denzin and Lincoln
(2005) the research gathers data from multiple sources such as through
interviews, the analysis of documents, and observations. Also, the research
uses multiple methods to confirm the emerging findings (Denzin & Lincoln,
2005). Further, Denzin (1978) identified the four basic types of triangulation
as: Data triangulation; Investigator triangulation; Theory triangulation; and
Methodological

triangulation.

In

this

study

data

triangulation

is

accomplished by interviewing participants from different categories.
Further, data was collected via interviews, speaking with industry experts,
DEMP and NODES management, grant donors, and international experts
who were training OUSL and DEMP staff members. Methodological
triangulation was incorporated by using more than one method to gather
data as interviews, observations and documents reviews. Maintenance of a
learning journal was an additional method of triangulation. However, it was
not feasible to include investigator triangulation because the research was
conducted as an individual task. Due to the time frames and depth of the
study, theory triangulation was not considered for this research. Therefore,
the research does not use more than one theoretical scheme in the
interpretation of the phenomenon, as considered to be a desirable method by
Denzin (1978).

After each interview the data was transcribed and taken to the relevant
participant to carry out a member check. As a result of this check, the
tentative interpretation was returned to the participant for validity checking.

Merriam (1998) states that with long-term observations, gathering the data
over a period of time increases internal validity. In this research I was
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involved within different higher education settings, assisting them to build
e-learning environments. During this time some observations were made
and these were recorded in the learning journal.

Each HEI was supportive, and a close network of peers was found after
arriving in Sri Lanka. At my request a couple of these peers agreed to
examine my findings. To increase validity, the above mentioned peers were
requested to comment on the findings and to clarify my assumptions. This
facilitated building a theoretical orientation which blended with reality,
while at the same time, validating the findings.
4.3.6. Reliability
Reliability refers to the extent to which the research findings can be
replicated. In this research I describe and explain the management of RDD
as experienced by the participants. Since there are many interpretations of
what has happened and may happen, there is no benchmark by which
incidents are repeated, and no way in which incidents can be measured in
order to establish reliability in a traditional sense.
Merriam (1998 p. 205) stated that “reliability is meant to be problematic in
social sciences as human behaviour is never static”. Further, the nature of
this research was multifaceted, and also depended on the participants‟
abilities to provide related current information in addition to the researcher‟s
skills. In such situations Merriam stated that “reliability in the traditional
sense seems to be something of a misfit when applied to qualitative
research” (Merriam, 1998, p. 207). Lincoln and Guba (1985, p. 288) suggest
thinking about the “dependability” or “consistency” of the results obtained
from the data, to ensure that it is reliable. Investigators can use strategies
such as their position, triangulation and audit trials to ensure the consistency
of the data.

As mentioned in the previous section, triangulation was established by using
multiple methods for data collection and analysis. The data collection was
through semi-structured interviews, industry expert discussions, reviews of
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records, and working with a few people during my time in the institutions.
Further, the use of multiple layers of the work force for the interviews added
triangulation to the research. Use of two different case studies facilitated
identification of the management of e-learning RDD at different stages of
the process. This qualitative research does not expect other researchers to
replicate the study and obtain similar results; rather by leaving the trail of
my study I provide my authentic findings.

In addition to the above, a discussion is provided on how both the samples
and the participant selection were carried out. Detailed accounts of
individual informants are discussed in Chapter Five with justification for the
selection.

With my assumption and theory behind the study, I have explained the
position of this research. The use of multiple sources and methods for
triangulation has strengthened this research‟s reliability as well as its
internal validity.
4.3.7. External Validity
External validity is concerned with the extent to which the findings of one
study can be applied to other situations. Many researchers such as
Burlingame and Geske (1979), Herriott and Firestone (1984), and Yin
(1994) have discussed the issue of external validity in qualitative case
studies. The two cases were selected as a purposeful case study to gain an
insight into the maximum variations of the study.
According to literature, „external validity‟ or „generalisation‟ have been
categorised as: „working hypothesis‟, discussed by Cronbach (1975);
„concrete

universals‟

introduced

by Erickson

(1986);

„naturalistic

generalisation‟ stated by Stake (1978); and „user or reader generalisability‟
discussed by Wilson (1979) and Walker (1980). Further, Merriam (1998 p.
29 - 31) discusses that by providing rich, thick description; giving details of
the typicality of the data; and using multi-site designs, the results of
qualitative research improve external validity.
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By providing a thick description of the management practices in the Sri
Lankan higher education sector, readers are able to determine how closely
their situations match my research.

As LeCompte and Preissle (1993) stated, by describing how typical the
individual perspective is in relation to the management of e-learning RDD,
users can make comparisons to their own situations. The use of several HEIs
from Sri Lanka with maximum variations in e-learning RDD has allowed
the results to be applied by readers to a greater range of other situations.

4.4.

Data Analysis

The primary data for this study consists of electronic transcripts that had
been digitally recorded and transcribed after each interview. It is
complemented by secondary data obtained from publicly accessible
institutional websites in relation the organisational contexts, HEIs policies
and some journal articles that had been nominated by participants. All of the
data were then imported to Nvivo. In addition to the data, summaries of the
literature review articles were imported. Patton (2002) discussed how
software packages could be used to support qualitative research data
analysis and the refinement of categories. Transcriptions of each interview
were coded individually; sections were coded in more than one category.
Diagrams such as flow charts, structure charts and tables were used to
support interpretations and the analysis of data. These tables and figures are
used in the case study analysis and discussion in subsequent chapters.

Research questions and Data Analysis

RQ1 seeks to identify the practices used by senior leaders to communicate
with other staff. Also RQ1 researches how staff are empowered and
motivated to undertake e-learning RDD activities. Data gathered from the
managers as well as from academics and administrative staff provided
insights into this question. The HEIs procedures were also useful in
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gathering this information. Further, observations that took place provided
first hand information, and these were recorded in the learning journal. All
of this information was taken in the data analysis to create the categories
and emerging themes.

The data for RQ2 and RQ3 sought policy and procedural information, that
were mainly gathered through the collection and analysis of the HEIs policy
and procedure manuals. Further, the participants provided their views to
indicate how these policies and procedures were implemented in the elearning RDD environment. However, the students were not involved in this
research, limiting the views for RQ3. Nevertheless, there were several
categories and themes that were derived from the specific questions;
Strategic Planning RQ1, Q2, Q3, and Student, Stakeholder, Market Focus
Q2. The themes derived are further discussed in Chapter 5. RQ5 and RQ6
focus on ascertaining the information in relation to the support that staff
receive, and how the processes in place assist in them receiving this support.
There were recurring questions in the interviews by which to invite
responses to RQ5 and RQ6. The views and perspectives are presented in the
voices of participants in Chapter 5. The analysis of relationships between
participants and their institutional units and culture, as well as the emergent
themes, are discussed in Chapter 6.

RQ4 is about what innovative management practices are in place to
measure, analyse and manage knowledge in an e-learning RDD
environment. Considering the local settings in SL, the participants were
invited to respond to two questions in relation to the RQ4. However, the
categories that emerged in this area are further discussed in Chapters 5 and
6.
4.5.

Summary

The research management of e-learning RDD in HEIs in Sri Lanka is
carried out with a qualitative interpretive approach that incorporates a case
study method. The cases are selected by a purposive approach so as to gain
maximum variation. Validity and reliability of the data gathering is
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maintained by establishing triangulation, member checks, peer examination
and collaborative work. The research participants‟ details are provided in
Chapter 5, along with their responsibilities within the HEIs.
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Chapter Five – Analysis

The chapter introduces the research participants and then describes the
selected institutes as research cases, describing the institute‟s background;
its leadership style; strategic planning processes; student stakeholder and
market focus; work focus and process management.
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Chapter Five – Analysis

5. Chapter Five Introduction

The previous chapter, Chapter Four discussed the selection of HEIs for this
research. The only Distance Education Institution, OUSL, was selected to
represent the Open and Distance Education in Sri Lanka. On the other hand the
leader in e-learning in Sri Lanka, UCSC, was selected to represent the
developments in the state university sector. A case study approach was selected
to conduct the research with interviews, observations, group discussions and the
review of documents as information gathering methods. Validity and reliability
of the data gathering was maintained by establishing triangulation, member
checks, peer examination and collaborative work.

Chapter Five introduces the research participants and provides an analysis of
the two cases OUSL and UCSC and a discussion of the findings. This includes
an analysis of the participants and their ideas about e-learning RDD activities
within HEIs. The chapter is divided into two main sections. Section One
introduces the research participants, while Section Two analyses and discusses
the two cases.
Section One
5.1.

Participants

There were six participants from the two selected HEIs. The participants are:
Sadu, Guna and Tony from OUSL; and Nima, Hidu and Rita from UCSC. To
provide confidentiality and anonymity the participants‟ names are withheld.
The participants have been given a coded name (as outlined above). The
general biographies provide a sense of who the respondents are and how they
are embedding e-learning into their teaching and learning practices. Their
opinions about the management practices are also analysed. The biographical
information provides a background description of the participant and the
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institute. To gain a further understanding of the factors that support the
embedding of e-learning and RDD related to these institutes, participants‟
management practices are investigated.

Chapter Four explored how the participating organisations and research
participants were selected. Chapter Three discussed why this research was done
from a Sri Lankan perspective, giving an in depth description of the country‟s
educational background as well as a brief history of the participating Higher
Education Institutes. Using the information presented, this chapter describes
how people in Sri Lankan HEIs embed e-learning while adhering to different
management practices. It also identifies the factors that have influenced the
management of e-learning RDD. The investigations identified several factors
that have influenced and contributed to the management of e-learning RDD.
This chapter analyses the management practices of each participant as well as
the practices of each selected institute.

5.1.1. Introduction to the Participants
Sadu
Sadu is a Lecturer in the faculty of Education at OUSL. She completed her
Masters at OUSL with an overview of sociology and education. Sadu is
interested in the changes that could be beneficial to Sri Lankan Higher
Education students. She feels that many more tasks could be done for the
students if they had more resources.

Sadu has taken part in the OUSL Capacity Enhancement Project for several
years. She has worked in the planning stages of the e-learning courses, and
liaised with the DEPM. Her involvement from the inception of e-learning at
OUSL has given her a broad understanding of the processes involved, and how
OUSL has reached the current level of excellence in using e-learning.

In promoting e-learning at OUSL Sadu has been assisting the Leaders, Heads of
the Department, Dean and Program Coordinators. These tasks have allowed
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OUSL to make some progress with the plan to embed e-learning into Distance
Education. Sadu has attended some of the training provided by donor
organisations. She also has taken interest in attending internal training. She has
been recognised as a competent e-learning Facilitator within the faculty who
helps other academic staff to implement courses using e-learning.

Sadu has been in the faculty for more than ten years. It was mentioned that her
knowledge of the faculty, e-learning, courses, and administration procedures
has been very useful for the faculty staff and projects.

She thinks that the younger generation of employees needs more motivation to
work and stated:
People are different nowadays, the younger generation has become
more money focused, and if they do not get their promotions or
substantial salary package, then they will not do the work.
Sadu also thinks that training is crucial as many staff members are not used to
computers. Further, she said that the rejection of e-learning is mainly due to the
need for a different approach regarding the implementation of e-learning within
traditional organisations. Sadu thinks:

People are very backward about e-learning as there are fewer
computers that can be used for these tasks within the Institute.
However, Sadu believes that e-learning is capable of providing equal
opportunities to many disadvantaged or underprivileged students in the country.
She is quite enthusiastic about e-learning concepts and using them for teaching
and learning purposes.

Guna
Guna is a senior managerial person at the OUSL, holding a leading role in the
Education Technology Department. She has been to several countries in order
to continue her higher studies, and she gained her Ph.D. in a western country.
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Her experience in this position, as well as her studies in the western country
have added substance to her tasks in this position, and she is passionate about
finding ways to add value to teaching and learning environments in Sri Lanka.

She uses e-learning for course delivery, and manages e-learning RDD activities.
At the same time she assists other staff to develop and use e-learning for course
delivery. She enjoys teaching using e-learning and is constantly looking for
opportunities to improve her teaching and learning practices. Guna‟s passion
and skill with technology drive her to learn new technologies and software for
e-learning RDD activities. However, she has faced several bottlenecks in the
process when carrying out these tasks. As OUSL operates under UGC, the
decision making, approval of funds for purchasing and resource allocation are
carried out according to the OUSL policies that are governed by UGC.
According to Guna these processes are time consuming hence many tasks are
held up until these decisions have been made.

Guna has had some interesting experiences in her online classes. When asked
how students have taken to online learning and she said:

The students are benefitting from this type of course delivery. There are
students who follow this e-learning course from all over the country and
there are some students from Batticalo (Eastern Province of Sri Lanka)
where there is currently a war. These students are so enthusiastic, and
you just want to teach them.
Their participation in online forums is unbelievable, peer learning and
collaboration is of a very high level. If this knowledge transfer can take
place throughout our education system then the country’s socio
economic conditions will be much better.
She is an enthusiastic participant in the e-learning RDD at OUSL. Her team has
assisted many staff members to embed e-learning into Distance Education. Her
technical expertise has given substance to the e-learning tasks, and with the
assistance of the other team members she has run Training Sessions for internal
staff, and she helps out with the course delivery when using e-learning.
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Guna‟s main concern is improving the quality of teaching and learning, and she
has been searching for answers within the system in order to enhance student
learning capabilities.

Tony
Tony is a very special person at OUSL; he is qualified in two different
disciplines, namely Education and Business Administration, with a Masters
Degree in both these areas. He only has a year‟s experience at OUSL, however,
he has been in similar work environments, as well as in overseas employment
from where he brings these experiences to his course delivery. He coordinates
five e-learning courses at OUSL.
Tony‟s experience with the Distance Education Modernisation Project (DEMP)
has made him into an expert in e-learning RDD tasks, as well as a Trainer in elearning. He has worked as an Educational Specialist at the DEMP, and his
capabilities and expertise are well placed and utilised by the OUSL leaders
because they are handing over the responsibility of coordinating the e-learning
courses to him.

His enthusiasm when assisting disadvantaged students is very high. He is self
motivated and can progress in even the most difficult of situations. He describes
himself as an old hand who has gone through life with less luxurious facilities.

Tony has an interesting perspective on life, he mentioned that one of his main
concerns is how he can help this country. Having overcome many obstacles in
his life, he is determined to help improve the country‟s standard of education.
He has already started this process by writing and publishing books for use in
rural areas. He supports village students who like learning in these rural areas,
and then teaches during weekends and holidays.
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He is concerned about the infrastructure capabilities at OUSL to carry out such
tasks. When asked what he thinks about the e-learning RDD at OUSL he
responded with this statement:

Can you play new games with old rules? You need new rules for new
games
He is faced with several obstacles in course coordination and delivery.
According to Tony there are many inputs to a successful e-learning
environment. He says that there are four main categories: Policies and Plans,
Infrastructure, Decision making, Leadership.

Hidu
Hidu is a Senior Leader at UCSC. He completed his B.Sc. at the University of
Colombo, and continued his studies up to Ph.D. level in an overseas university.
His return to UCSC is a bonus as his time and energy has been dedicated to the
growth of UCSC.

Such dedication benefits institutions as it helps them to attain high quality
course delivery. His dedication and enthusiasm, with the support of his staff,
has taken the UCSC on a long journey in order to set up and establish the
National e-learning Centre at the UCSC. He states:

Professor Samaranayake, the pioneer of this Institute developed a
culture that makes us feel that we belong and that we are appreciated.
Also, the thought that we can help our country by doing our job well has
become an important concept that we can earnestly work towards. The
path was set for us and we only had to contribute; It gives us an
immense pleasure in working.
Hidu has been at the UCSC (earlier known as ICT and DCS) for more than ten
years. His contribution has helped the staff as well as the Institute a great deal.
The fact that he is ready to accept the challenge provides opportunities for
growth.
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I am a technical expert, not a management expert. Therefore, I am open
to any suggestions from a managerial aspect that will improve this
organisation.
Hidu has a strong vision about the changes required. Even though he mentioned
that he is not a management expert, his ability to get each and every staff
member involved in e-learning activities shows great managerial capability.

In collaboration with the SIDA he has organised training for internal staff as
well as for external personnel; he „grabs‟ any opportunity that comes his way.
The main project plan is through the SIDA, and the governing factors are
decided according to this project plan. However, the flexibility in the plan
allows Hidu to make decisions according to the local requirements. Hidu has a
committee that handles project decisions, and which meets once a week, and
this allows them to adjust as requirements change.

Hidu manages the e-BIT course that has more than 2000 students at any given
time. This is a very demanding course in Sri Lanka where students study purely
using e-learning and carry out the examinations in an online Examination
Centre.

Hidu is proud and confident about his work, and he says:

We are here to help the country, by educating them to reach better
standards in life.
Statements such as the above indicate the level of commitment required to
create a sound learning environment for students.
He also mentioned their motto:

Gamata Upadiyak
which means: „Taking the degree to the village‟.
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Nima
Nima is a very senior staff member; he was a Senior Lecturer twenty years ago.
He also completed his Ph.D. a long time ago and has since participated in
different learning activities and carried out post doctoral studies in the U.K. His
interest in e-learning has helped him to deliver courses using e-learning.

His seniority has not prevented him from attending training, or trialling new
technological inventions. Rather, he has played a major role in utilising these
technological advancements to carry out teaching and learning in an innovative
manner.

He also mentioned the time factor that is required to deliver a course with elearning. He is trialling e-government course delivery and has a good
understanding about the concepts of e-learning. He also has a good knowledge
of the requirements of e-government concepts which he shared with me.

Nima feels that some lecturers are not happy to take up the challenge of change.
They feel:
Why do I have to do this when I can use the face-to-face classroom?
One of the reasons is that people are resentful of change and that there
is a limited time allocation
He is also concerned about the implementation of e-learning and its
sustainability.
Rita
Rita has successfully completed her fifth year at the UCSC, and is an academic
as well as a Teaching and Learning Support Team Leader. She has been a major
contributor to the success of the national e-learning centre. During her stay at
UCSC she has led teams to carry out e-learning RDD tasks as well as delivered
courses online. She works as an Instructional Designer as well as an
Educational Technologist. With an IT background she is capable of handling
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many types of software and applying her technological knowledge to the
Instructional Design tasks.

There are many projects that Rita has undertaken in the Centre, and also she is
also combining her experiences in class with the e-learning centre RDD
activities. Her proven team leadership is depicted in the RDD activities that
were made available for student learning.

5.1.2.

Overview Analysis of Participants’ Biographies

Given the criteria established for the selection of research participants it is not
surprising that the backgrounds of the individuals reported on here show some
similarities. Four participants have been in their academic positions for a long
time. Two participants had less than five years‟ as full time in the educational
field. The differences identified clearly indicate which Institute they were from,
showing institute dependent differences, such as their workload and support.

All participants have a good background understanding of higher education in
Sri Lanka. They are all in the process of learning and implementing e-learning
and e-learning RDD concepts. They are trialling different mechanisms and
techniques to enhance teaching and learning with e-learning. Five participants
have already implemented e-learning and are in the process of learning in an
iterative mode where they apply what they have learned and move to the next
stage of learning.

Five of the research participants were full-time employees of the selected
institutes with five of them having experience in the field of Education field.
Becoming a full time employee has given them the authority to carry out certain
tasks in the e-learning RDD environment.

Five out of six participants commenced their career in Education Institutions
and all participants joined the Education Sector because they were passionate
about teaching. The participants‟ enthusiasm for being socially active has
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assisted them in improving teaching and learning. However, the participants
indicated that in order for people to be successful as educators, their passion has
to be supported by the Institute‟s management.

It was possible to identify the similarities within the Institution which were
considered to be “a case” as well as within employment categories such as
Academic, Management or Teaching and Learning Support staff. At the same
time there were differences that were purely based on the institutional
environment. However, there were similarities among the institutions when an
individual‟s passion, enthusiasm and “giving back to society” was considered.

Tony was the only participant who has had relatively little experience in his
current position as an academic, just over one year. However, he was also
found to be very enthusiastic and passionate about what he was doing. Since he
was working as a consultant in the DEMP project it is not possible to conclude
that he is new to the education sector. At the same time he has been teaching as
a part time Lecturer for several years getting involved in the education and elearning environment.

The UCSC and the OUSL were catering for Undergraduate and Master level
courses. On the other hand, the OUSL depended mainly on the DEMP grants
and the UGC regulations while the UCSC had a grant to proceed with its elearning project from the SIDA. Knowledge transfer from the SIDA mainly
provided soft skills such as educational technology theory, instructional design,
digital learning environments as well as pedagogy methodology and
management of e-learning. The project at the UCSC has gone through many
stages, where hardware, software and other equipment were exchanged through
the grant. Also, the grant has facilitated the construction of new buildings for
the UCSC. In relation to the DEMP grant which was only five million rupees
(DEMP, 2005), the monetary value of the SIDA grant was more; that is, each
stage of the SIDA grant was over ten million rupees, and involved several
stages. These differences were highlighted as each aspect investigated either
enhanced or suppressed the progress of the e-learning RDD.
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In relating the identified areas from the participants‟ biographies, to Khan‟s
model as shown in Figure 2.5, the P3s (People, Processes and Products) were
found to be important. Each participant indicated how they participated in the elearning RDD activities because of the encouragement from their management.
The participants from OUSL also showed an interest in long term planning.
They were interested in gaining ability to make quick decisions, rather than
waiting for lengthy decision making. This argument is linked back to the P3
model‟s planning stage which includes the planning of teams, the planning of
design, the planning of course delivery and management, and the planning of
infrastructures and payments. OUSL had several issues relating to management,
as they are governed by their organisation, the UGC and the project. The UCSC
was working towards e-learning as an independent project through the School
of Computing, so it had autonomy to make decisions and to act according to the
requirements faster than those with an independent project plan, and which
were not linked to the UGC.

Khan, in his P3 model discussed how content development and delivery
processes become vital when implementing e-learning. Further, Khan stated
that sub processes such as planning, designing, and analysis are important.
HEIs in Sri Lanka were not concentrating on these processes as there were
many other issues that they had to deal with. The pedagogical planning was
brought into e-learning RDD with many international trainers being financed by
the project funds at the OUSL and the UCSC. However, some participants felt
that their managerial qualities could be improved, and such training was not
included. Rather, the training was focused more on teaching and learning with
technology, e-learning environments and Instructional Design.

Regardless of their Institute, all the participants were finding e-learning exciting
and interesting. However, they indicated that some staff members were not
ready to take up the challenge.
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5.1.3.

Conclusions about Participants

The participants‟ backgrounds were taken into consideration in this chapter to
identify the similarities and differences of their views about e-learning RDD. It
was identified that case based similarities were common rather than
employment category, academic, management or teaching and learning support
based similarities.

Section Two
Section Two of Chapter Five discusses the topics that have emerged through
the data gathering process. The data related to the two selected institutions, i.e.
the OUSL, and the UCSC are described in this chapter. This section of the
chapter takes the reader through the six categories based on BEEM: leadership;
strategic planning; student stakeholder and market focus; measure analysis and
knowledge management; workforce focus; and process management, which
were investigated in relation to each case. It describes the current situations at
the OUSL, and the UCSC, while bringing the researcher‟s ideas together to link
the emerging patterns in the research.

As discussed in Chapter Two, the Baldrige Education Excellence Model was
used to identify areas in the investigation process to identify the main factors in
the process of management in e-learning RDD environments. The interviews
were based on the research questions and, as shown in Appendix C, research
participants‟ interviews were carried out based on questions in accordance with
their employment category.
The main research questions are re-stated here for the convenience of the
reader:

What management practices are used in the Higher Education Institutes
in e-learning resource development and delivery in Sri Lanka?
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RQ1. What management practices are used by senior leaders to
communicate with, empower and motivate staff members in elearning RDD?
RQ2. What policies and procedures exist that assist in managing elearning RDD?
RQ3. What procedures exist to gather e-learning requirements of the
users?
RQ4. What innovative management practices are in place to measure
analyse and manage knowledge in an e-learning RDD
environment?
RQ5. What support do the faculty and staff members get to participate
in e-learning RDD?
RQ6. What processes are in place to support e-learning RDD?

With the research questions re-stated, the following section discusses the
participants‟ views gathered in relation to these six areas, considering each
institute as an individual case. The following section describes the institute,
then analyses the participant‟s views.
5.2.

Case one – OUSL

The participants at OUSL were Sadu (involved in the capacity enhancement
program), Guna (senior managerial person) and Tony (worked at DEMP
earlier).
Look and feel
My visit to OUSL was by appointment. However, I reached the place ahead of
time giving me the opportunity to quietly observe the Institute‟s Department
and the Faculty activities from an external perspective.
The institute is located in a central city Nawala, Nugegoda in Colombo. The
area covered by the institute stretches out from one side of the road to the other
covering several kilometres. The river that runs alongside the university adds
beauty to the settings. Several new buildings were visible, with hostels,
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playground and a huge library. There were several security check points and
security guards, who did not worry about my entry to the university. My
research participant‟s instructions led me to the correct building. However,
since I was early, I sat in a corner taking notes of my observations.

The staff members were slowly moving into the building, many signed the
attendance register and others moved into their departments. The lobby was a
great place for social networking. People spend their time chatting about the
recent developments, rain and political status of the country early in the
morning. Some were having breakfast in the canteen area while others were
having tea. Tea and chatting is a great way of networking. Networking and
social discussion in Sri Lanka were identified as important means of
communication in the work environment. However, the motivation of some of
the staff members did not sound promising as their discussions were indicating
the problems that they were facing at work and in their social life.

People walked in at different times, slowly getting into their work after
breakfast and tea. Everyone had some topic to talk about which opened up their
mind to a new conversation. This appeared to be a way of releasing stress, I
assumed. But most of this chattering was not work related, mainly personal or
political conversations that filled the lobby and the canteen.

With these observations, I started my interview with Sadu, who has been at
OUSL for the past ten years.
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5.2.1. Brief Introduction to the Case
A Brief History of the Faculty of Education and MATE Program at OUSL
Sadu gave me a description of the institute, as well as providing material that
described the institute and its history. She also showed me the organisation‟s
strategic policies and course material.
OUSL now has four main faculties: Education; National Science; Engineering
and Humanities; and Social Science. Earlier the Department of Education was
under the faculty of Humanities and Social Sciences but in February 2002 it
became an entity of its own, known as the Faculty of Education. The Faculty
consisted of three main departments: Secondary and Tertiary Education (STE);
Early Childhood and Primary Education (ECPE); and Special Needs Education
(SNE).

In early 1997 the Department of Education submitted a proposal to the Ministry
of Education Sri Lanka for a new course called Master of Arts Teacher
Education. The initial purpose of the course was to provide quality education
for the educators in the country as there was no such program for teachers in Sri
Lanka. This course focused on teacher educators. These changes were found in
the documents that were shown to me.

There were Masters level courses such as: Master of Education, Master of Arts
and Master of Technology. However, there was no Master level course for
teacher educators. Considering this, OUSL proposed this course and as a result
the TETD (Teacher Education and Teacher Development Project) has funded
the course development and provided resources to begin the course. This
project was funded by the World Bank and through the project many resources
such as computers, laboratory facilities, and similar resources were acquired.
The main objective of this project was to provide a comprehensive knowledge
in a practical environment in order to be a contemporary teacher and to develop
a teacher educator‟s attitude.
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This project targeted a student population from national colleges of educators,
university lecturers, and teacher educators. These students were selected and
directed to OUSL by the Ministry of Education. The Gazette has records of
these course announcements, and paper advertisements were shown to me by
Sadu.

The program was designed to be delivered in two academic years. It consists of
six professional courses: Psychology; Perspectives of Teacher Education;
Curriculum and Evaluation of Learning; Educational Technology Teaching
Methods and Communication Skills; Management in Teacher Education; and
Research Evaluation. Based on this course, the Master of Arts Teacher
Education was developed.

Master of Arts Teacher Education (MATE)
The above course was converted to a three semester program (18 months) and
the target participant group was expected to have a basic entry requirement. The
course was advertised through newspaper advertisements. All educators were
encouraged to follow the course, including teacher educators, principals, inservice advisors, university academics, and academic advisors.
One of the units in the MATE program, „Education Technology Teaching
Method and Communication Skills‟, was offered online.
The following analysis is in relation to e-learning RDD for the MATE program
after discussion with Guna, Tony and Sadu.
5.2.2. Leadership
In gathering information, one of the main research questions was “How have
staff been led, guided and motivated to carry out e-learning RDD activities?”
(RQ1). The participants provided their views in different ways. These
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participant views, perceptions, and gathered feelings are discussed in the
following section.

Leading
Sadu says that staff members who are leading the project at the OUSL found
managing e-learning RDD difficult, because there were several aspects to be
considered when leading the e-learning RDD tasks. There were areas such as
requirements, institution capabilities, infrastructure, governing policies and
procedures linked to the University Grants Commission (UGC) to be
considered, and decisions to be made based on these rules and regulations.

Guna said:

Sometimes it takes months to make a small decision

Adding to the same idea, Tony mentioned:
Sometimes a simple purchase has to get approved and needs to go
through many procedures that slow down our progress
Guna indicated that decision making through the teams has taken time, and
continues to hinder the progress of their e-learning RDD tasks. Leaders found
that taking all of this into consideration when decision making, was a time
consuming and tedious task. Therefore, many staff members were hesitant to
become involved in the e-learning RDD project. Sadu appreciated the Head of
Department (HOD) taking the project initiative and developing schedules to
meet the requirements of the university, as instructed by the University Grants
Commission.
My HOD takes so much trouble to prepare all these requirements to
carry out the project. She is very busy and has no time to attend to all
these tasks.
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In the group discussion Guna who also works with the HOD, highlighted that
some HODs take the initiative while others do not take much interest in the elearning RDD tasks.

The University Grants Commission, as the main governing body of OUSL, was
also managing the institution. However, sometimes these governing rules and
regulations created restrictive environments in which to carry out the required
tasks in a timely manner. The main reason indicated by the participants for this
was that UGC governs state universities and higher education institutions that
deliver courses in a face-to-face mode. With these restrictions, quick and
flexible decision making was not possible and has led to a delayed progress of
the RDD activities. The participant stated:

We have to go through many red tape procedures to get some work done,
which hinders progress.
This statement indicates her frustration regarding delays and obligations. Along
similar lines, Tony‟s argument about the need for change in management style
indicated that they were waiting for changes which would allow them to
support their students in an efficient manner.
OUSL‟s linkage to DEMP was also creating boundaries, as the scope was
defined according to funding requirements.
We get instructions from multiple directions, sometimes two different
sets that make the work complicated at times.
Tony said:
Sometimes we need resources urgently. However, due to the work over
load the decision making gets neglected or delayed, and the project
suffers.

Guna, who is a leader at OUSL, says that projects were carried out at OUSL
with the provision of information to the necessary parties such as HODs and
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Program Coordinators. This was time consuming, as individual faculties had
their own agendas when embarking on the project. She said that:
It is so difficult to start something like selecting a course for e-learning
as we all have different interests in relation to our department.
The DEMP project was one of the many projects that have been initiated at
OUSL. Other similar projects were initiated through funds granted from ADB,
the World Bank or the Commonwealth of Learning. According to these project
requirements, the leaders have been given opportunities to provide their elearning RDD specification. These are then discussed and leaders are informed
of changes in funding requirements or the department‟s software and hardware
requirements via meetings and memos.

Guna stated that most of the leadership activities were emerging from the
Heads of Departments or through Faculty Leaders. She further explained
however, that these ideas were merely requirements for training; or for starting
up a new course. They were not directly related to e-learning RDD. Some
training sessions were organised as a result of such directives from the leaders.
When mentioning these initiatives she also said:
Gathering requirements from individual departments is a tedious task.
However, we manage to get them after several requests.
Sadu, in a similar manner, added:
Getting people together is a big challenge, at the same time it is difficult
to make decisions as the requirements of the separate departments are
unique and can not be generalised.
Tony feels that management leads the work of OUSL by allocating work
according to the experience and capabilities of the staff members. He stated:
This is why I have been assigned to coordinate the next round of elearning RDD. I did similar tasks when I was at DEMP.
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Similarly Guna and Sadu felt:
Middle level management understands the current situation, and
allocates work according to the ability and commitment of the
employee.
Work teams created by the Head of the Department (HOD), worked together in
resource development for the identified courses. At the HOD level, these
identified courses were further subdivided according to the work teams and
formal arrangements that were made in order to carry out the required tasks.

When providing her views on RQ1, Guna said that the staff members have been
guided to work towards achieving the deadlines set by the HOD to complete the
e-learning RDD tasks. However, the staff found it extremely difficult to achieve
these targets, as well as attending to their other work loads. Guna showed me
the work schedules that had been created and a participant indicated:

These assignments were arranged without considering the other work
loads that they already have.
She also stated that their workload has not been reduced even though additional
work has been assigned. This has generated several coping mechanisms by the
staff members. Some staff members just do not carry out any development,
leaving the responsibility to the Team Leader, while some get involved at only
a minimum level. She said:
There are many staff members who would prefer not to be involved,
leaving conveniently, the responsibilities to the others.
Many staff members are academics, their managerial skills are limited and they
require guidance to organise, be technically ready, and implement e-learning.
The staff at OUSL were especially closely guided by DEMP when carrying out
the development. Sadu described their involvement:
When we started we had many training sessions that were organised by
DEMP. These training sessions helped us to learn more about elearning and software that we have to use to develop the e-learning
resources.
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There was insufficient evidence to find ways of leading the projects that
occurred in e-learning RDD activities. Most of the guidance was provided by
international consultants, and the projects were led according to the guidance
given by those consultants.

Communication

It was necessary to identify what communication strategies were used at the
institutions. As a subsection of RQ1, the participants were invited to comment
on the communication strategies used in their work environments. It was
mentioned that at OUSL the main communication mechanism was through
informal and formal meetings. Some of the informal meetings took place while
talking to each other, either over the phone or when meeting in the corridor, in
the lunchroom or in the canteen. The two extremes were found to be formal
meetings and informal, friendly, working environment chat sessions. Informal
setting discussions took place regardless of the gravity of the problem or issues
concerned.

Many tasks were jotted down on a piece of paper or on the white boards in the
staff member‟s office. It was hard to see a person referring to an organiser or a
calendar; however, most of the managers were maintaining a diary in which to
record their appointments.

A great deal of important information was exchanged while having tea or lunch.
This was evident from my visit to OUSL, my observations and participant
responses were the same, thus providing triangulation to my data collection.

Occasionally OUSL staff used email, but one of the reasons for not being able
to use email was that individual staff members did not have access to
computers. This was mentioned by the respondents and I was taken to the
computer laboratory to provide evidence of why they could not access emails.
Hence important information, such as regulation changes and similar official
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information was circulated by sending a memo to the staff members. A sample
of these memos was shown to me. OUSL participants indicated:
We generally talk to each other when we have a problem, but there are
times that we have formal meetings so that we all sit in a common place
to discuss our issue.
Formal meetings were scheduled as and when they were needed, but took place
at least once a month. Many meetings took place for the managers to report on
their progress and requirements. The participants‟ feelings about the meetings
were not positive, rather, they considered these meetings to be boring and said
that they were held in accordance with the institutions requirements, and most
were considered to be a waste of time.
Most of the time many meetings are of less use for us as individual
workers. Many are decision making tasks that could have been carried
out at a different level. Some are dispute resolution; again the entire
department sitting together is not the best way.
Adding to this statement, Guna highlighted that they spent hours attending
meetings while piles of work were left in the office, and the meetings were of
little meaning or relevance to their area or department.
Sometimes memos were used to record the information that had been sent to the
staff members. I was also shown signature book notices where the messages
were attached to the signature book. I was told that if not given in a written
format, some staff members tended to avoid or neglect the instructions. The use
of memos and letters was found to be an attractive mechanism for having
evidence of what information was passed on to the staff member. However, on
the other side of the spectrum there were people to whom you only had to give
a hint to about a requirement.
I feel that the informal meetings are the most desired method of
communication. They are good at keeping people informed in a friendly
manner.
This was a statement made by the respondent.
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As the observer I found it interesting how people wanted to interact in a faceto-face mode. Even in the time I spent at OUSL I could see how people enjoyed
talking and found that face-to-face discussion was preferred as opposed to
emails or memos.
Rewards
Some staff members are interested in getting involved in e-learning RDD even
though they are not formally rewarded. They showed dedication, self
motivation and indicated that they are concerned about how they can help
society. While gathering information about leading and guiding staff in RQ1,
the participants were requested to comment on their rewards and motivation for
being involved in the e-learning RDD activities.

Tony mentioned:
I am here to help students; it is my duty to do so as I have also come to
this position through free education. Who will help our students if we
don’t?
Sadu also had similar thoughts:
Many students who follow these courses are coming to study with great
difficulties and it is our responsibility to help them. They are struggling
to get their qualification and if we can improve the facilities it will be
very helpful to them.
However, a similar enthusiasm could not be found among many of the staff
members.

Rewards were categorised as tangible and non-tangible rewards. In the current
set-up at OUSL, financial rewards play a major role. As Sri Lanka is a
developing country, expenditure is high. Therefore, monetary rewards have
begun to play a major role.
Paper marking, resource development, and extra course delivery were paid
duties. However, there were grey areas in this system where some tasks had
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been made part of the individual‟s duties. At the same time the payments were
not being done upfront, rather they were very cumbersome.

On the other hand staff members do not get these payments in a timely manner.
Therefore, from many staff members‟ points of view the payment is not
considered to be a reward, but more a mechanism by which to get the extra
work done.
The payments are carried out via the Finance Department. This takes
time and on many occasions it has taken a very long time, over six
months or so, before we get paid. By this time we have almost lost track
of what we have done and how we were to pay for the activity.

The staff members have being waiting for nearly a semester, sometimes more,
to get their payments for any extra work done, which was a comment made by
all the participants at OUSL. They also mentioned that rates were not disclosed,
the payment time was unknown and any payment was only possible when the
resources were ready. The number of people who had to approve these
payments made the process very complicated, and hence delayed the process of
payment. This payment process at OUSL was lengthy and complex hence staff
did not consider a monetary reward to be an incentive.
Guna mentioned that OUSL is planning to introduce a new reward scheme
which provides incentives to the participants who complete e-learning RDD
within a time frame. At the moment the staff members are only given a letter of
appreciation once they complete the resource development task. In addition
they are acknowledged in the developed resources for their contribution. Guna
thinks that the new scheme can be used to motivate staff to be involved in elearning RDD activities.

Tony feels that without any proper incentives or rewards it is difficult to
motivate or encourage staff members. But ironically, at the same time there are
many staff members who are self motivated, ready to serve the students, happy
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to get involved in e-learning RDD projects, and to carry out tasks whether they
are rewarded or not.

Outdated payment schemes do not attract staff members rather they opt to work
for private institutions where they get paid more than they are paid at OUSL. A
participant mentioned:
The payment structure that we have here at OUSL has not been
reviewed according to the industry standards.
Academics who take extra classes on Saturday or Sunday are paid only a
nominal amount per hour compared to the visiting lecturer‟s rates. Full time
members feel ill-treated. This discrepancy creates collegial problems within the
faulty. One respondent commented:
We do more work in comparison to a part time staff member but we get
paid less, and this de-motivates our staff.
Young people look for new opportunities and move on with a new life, where
monetary rewards are higher. In such situations the Institute loses well trained
staff members, and their tacit knowledge, in the middle of a project.
Professional Development
As part of RQ1, investigations were conducted to identify how staff were
motivated and empowered. Participants were asked to comment on professional
activities that they have undertaken and how these activities motivated them to
be involved in the e-learning RDD environment.
OUSL provided many professional development sessions to staff; some
involved international training and some were local and involved sending staff
members to other institutions for training. At the same time there was training
arranged at OUSL by DEMP bringing a huge transition within the organisation.
The professional development opportunities provided, enhanced the skills and
knowledge of staff members to a great extent. However, it was mentioned that
the institutions ability to locate the staff who received training was a difficult
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task. The tracking records were buried in the system and accessibility to such
information was limited.

The respondents mentioned that on many occasions sufficient training and
professional development sessions were provided. Sadu mentioned:
We had several Training Sessions with DEMP that were organised
within OUSL itself. The only thing that was lacking was time for us to
practice what was taught.
She also said:
Some people were motivated by these training sessions, while some
considered the Training Sessions to be an additional burden.
Guna on the other hand was more concerned about the continuity of such
training sessions. She said:
We can conduct similar Training Sessions, but with limited resources it
is not possible to arrange these as often.
But OUSL staff members were concerned about the continuity of such training
due to limited time, and a limited number of resource people to conduct
training.

The Technology Department within OUSL conducts training in many areas
such as Instructional Design, and the use of hardware for different tasks, and
software for e-learning RDD. The management of staff attendance for these
Training Sessions has been found to be problematic. Since there is no great
responsibility or authority given to the staff members who receive training, it is
taken as an additional and, optional, unimportant task.
The „Tutor Mentor‟ program has been conducted by DEMP to train OUSL staff
to be mentors in an online environment. In parallel to these Training Sessions,
the Commonwealth of Learning has provided training in RDD and related
areas. The Training Sessions have been conducted from 2001 to date at
different levels, focusing on different areas related to RDD activities.
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Sadu said:
These PD sessions were helpful for me. It helped to work in the elearning RDD activities and to assist the academics who are developing
resources for online courses.
Sadu further commented that they were taught how to use Moodle, including
uploading and managing forums. They were also introduced to new areas such
as activity based learning curriculum development. Instruction was given on
how to manage and deliver online content. The management of student
interactivity and the engagement of students to participate in online discussions
were also introduced.

Sadu said:
Without these Training Sessions I wouldn’t have come this far. The
international consultants made it especially interesting and made us
love it.
Tony highlighted the strength of the Training Sessions saying:
We were very fortunate to learn about the new trend. However, there
are problems when it comes to time and resources.
Some staff members were trained in technical areas such as Animations, Flash
Development, and in similar products, while others were trained in course
delivery and design areas. Some of the sessions that were offered were via the
OUSL Capacity Enhancement project through DEMP. These sessions were
offered to the faculty staff members who were becoming involved in e-learning
RDD activities. However, the decision to train the faculty staff members
without first training the Educational Technology Department (ETD) staff
created some problems. Guna mentioned:
Our team, ETD staff were not invited for these Training Sessions as we
did not belong to a department that delivers courses. But we feel that
this team should also have gone for training as they are the people who
have a sound technological knowledge to manage and handle technical
areas. Nevertheless, the Education Technology Department had to get
involved and help the other staff after the training was over.
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Guna further stated:
This was fine with us but it would have been more effective if we were
invited for training. Then we would have known exactly what the other
staff members are taught.
This training was not offered to technically knowledgeable people who were
ETD staff. This decision created some problems when the faculty staff had
implementation issues. The ETD staff had to spend time working out what the
faculty staff‟s requirements were, according to the training they had been given.

However, many staff members who could not attend these DEMP Training
Sessions were then trained by the ETD at a later stage. The e-learning RDD was
made easier by providing training.
The ETD conducted many Training Sessions to help the OUSL staff to
create e-learning RDD.
The option of training staff from several universities has given the OUSL staff
the opportunity to view how other universities are carrying out the e-learning
RDD tasks. Some training sessions were arranged at the Institute premises.
Some workshops and seminars were conducted outside the Institute bringing
many participants together. These sessions were provided by trainers from
international universities as well as from other similar projects. A participant
said:
The training was very successful and many staff members who were new
to technology and e-learning learned from scratch and learnt to develop
and deliver via e-learning. They were very good in picking up these
concepts and building resources on their own within a short period.
At OUSL, staff members were sent to the Indira Gandhi University (IGU) to
attend a course in a Post Graduate Diploma in Distance Education. This course
did not have any online component but gave the participants a good
understanding of distance learning. One participant said:
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The selected course did not have any online learning or e-learning.
These are some interesting decisions that were made for us.
The course selection was carried out considering factors such as the cost and
ease of transport rather than the content of the course; which led to IGU, where
they had a course on Distance Education rather than e-learning.
5.2.3. Strategic Planning
The Baldrige Education Excellence model emphasised strategies, policies and
procedures. With the intention of identifying how these were handled by the
Institute (RQ2) the participants were given time to brief me on their thoughts,
feelings and perspectives in the areas of policies and procedures especially in
relation to e-learning RDD.

Strategic Plan

The strategic plan at OUSL encompasses the overall description of strategies
that are in place there. However, the identification of any strategies specifically
related to e-learning was not clear. Nevertheless, the project proposals
highlighted the importance of using technology for course delivery. The DEMP
project is directly related to the use of technology for Distance Education
through OUSL. Hence, there were clear directions from the Faculty Board, and
higher authorities such as the Deans, Heads of Department and Program
Coordinators as well as from the projects that funded the RDD. The participants
were not very interested in discussing the strategic plan. They stated:
We are guided by our department rules and regulations and those were
built based on the wide strategies. Therefore we do not take much
interest in the overall strategies.
Sadu was aware of the strategic plan and she said:
We call this strategic plan ‘our corporate plan’ and it is a very well
printed book. But as we do not use this I will need to look for this book.
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She took the trouble to locate the strategic plan and lend me a copy to go
through at my leisure.
Tony a new employee said:
I am yet to get hold of this, but I know that there is a strategic plan for
the organisation and recently it was updated. I have seen the previous
version.
Policies and Procedures

The participants described the existing policies and procedures that were used
at OUSL (RQ2).

According to the participants there were no specific procedures to guide elearning. However, there were many other policies and procedures that related
to both education and Institute management.

I could not locate any templates or specific guidelines that indicated how to
develop resources or deliver courses. Mainly it was through experience or
according to the training given, that staff developed resources. It was implied
that they could develop resources at their own discretion. There was no specific
guidance regarding the style or standards as long as the resources were ready
for delivery.

However, training had provided the staff with printed notes and guidelines
including extensive step-by-step instructions on how to create resources. These
notes were available to the participants. One participant showed me the training
materials that he/she used for development. Among them were several
guidelines and books, including a book by Professor Som Naidu which was
shown as a guide that they used for RDD. Sadu said:
We had few Training Sessions with Professor Som Naidu who helped us
to understand what this was all about.
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Guna added:
It was really good to have experts to train us. We have learnt a lot from
them. The only concern is that with limited resources it is difficult to
implement some of these interesting teaching and learning methods.
There were some policies and procedures regarding payment rates for elearning RDD development. These were decided by the consultants who were
involved in the capacity Enhancement Development Project at an earlier stage
of the project. However, as there were traditional methods for carrying out
payments, the RDD payments were also included in this system. The
procedures were time-consuming and old colonial methods.
Tony‟s constant quote continually re-appeared:

Can you play a new game with the old rules?

He was referring to other universities where e-learning is embedded. He said
that:
UCSC and Moratuwa University also handle e-learning projects. They
consider these to be independent projects with high autonomy.
Tony was attracted to these projects because he had had an insight into them in
his previous job. Tony mentioned how the University of Moratuwa (UOM)
provided better opportunities for the staff. He said that the UOM management
identified the problems and acted accordingly, therefore providing quick
solutions. The participants were interested in the other university‟s
developments and said:
If the UOM can do these projects extremely well then why can’t we?
Our staff members are not getting paid like them and we do not have
facilities like them. The UOM is very much like a private Institute with
clean and beautiful buildings and environments.

Guna was also aware of the UOM, and said:
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UOM found ways and means to interpret the rules according to the
requirements and to get the work done.
The OUSL staff members were comparing the autonomy of the other Institutes
with its system. The autonomy at the UOM allowed staff members to take the
opportunity to work with existing staff, pay them well and to have them
involved in the e-learning RDD projects.

It was found that some staff members at the OUSL were overloaded with work
and hardly had time to attend to simple issues. It was also seen that the interest
of the top management and some of the regulations prevented people doing
what they liked. With such restrictions, enthusiastic staff members were finding
it difficult to be effective in the e-learning RDD activities. Guna and Tony
commented:
The UOM managed to motivate the young staff members to work and
made them good offers of payments according to the standard of work
done. The UOM could match the industry or market rate for academics
to be involved and enthusiastic too.
Sadu and, Guna said:
At the OUSL the top management was unable to change as they are
governed by the UGC and had little autonomy.
Tony added to the above comment:
The lecturers at the UOM were highly motivated; the resources
provided to the lecturers were also much better compared to the
resources provided at the OUSL.
Guna said that the UOM was at an advantage because of their technical skills:
The infrastructure such as computers, and the internet was creating
problems at the OUSL where as at the UCSC and the UOM they could
repair and fix the problems by themselves. Since they could manage
these minor issues there were less delays in their process.
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Since the UOM was mentioned by several OUSL staff members I contacted a
UOM staff member to discuss these issues and how they were handling things.
As a result I found that the issues mentioned by the OUSL staff members were
true and that they (UOM) had mechanisms to overcome many of the problems
raised by the OUSL staff.

The senior lecturers at the OUSL were not comfortable working in these
difficult conditions. Privacy was an issue as many staff members had to share
office space. Tony mentioned:
I do not feel comfortable going into the laboratory to check my emails
or to use the machine for e-learning RDD activities with many young
girls around. I would like to use the computer in a quiet environment,
but as my machine has not been working for few days now, I am unable
to do any of these.
The government oriented hierarchical management procedures did not
concentrate on cleanliness or use of high tech resources. Life in general was not
as comfortable as expected at the OUSL, especially compared to the UCSC or
the UOM, and this continuous comparison by the staff also de-motivated them.

In this respect the participants were feeling uncomfortable and unmotivated.
There were problematic areas such as receiving their promotions and salary
increments. The younger generation did not tolerate these discrepancies and
moved on when they found a new job opportunity. Tony said:
The young IT administrator found a job for a higher salary and in a better
work environment. The newly recruited web administrator is concerned
about the job security as her probation time is two years. There are plenty
of jobs in the IT industry in particular, and they make quick decisions to
take better positions.
Guna agreed on this matter, stating:
It is very difficult to recruit a skilled person in this area, also when we get a
good person he gets a better job opportunity soon.
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Tony feels:

New games should be played with new rules not using the old rules.
Future
The participants were given the opportunity to describe what they think about
future endeavours in relation to e-learning RDD activities. In this respect the
participants were interested in: developing procedures related to work
allocation and incentive schemes; how to gain copyrights; how to get assistance
for development tasks; and in particular, obtaining resources when necessary
for the development task.

At the group discussions that I had with OUSL participants, there were many
questions about how e-learning RDD takes place in Australian HEIs.
Participants questioned:
How do Australian HEIs make quick decisions, about how they carry out
payments, and create and communicate policies and procedures with other
staff.
The participants were keen on finding mechanisms to make a quick decision
rather than waiting for months to make a small decision that hindered their
progress. They were interested in finding mechanisms to divide the work
equally and to reward based on the work carried out.

There was no evidence of policies or procedures in relation to sharing
resources. The policies or procedures did not incorporate any information about
sharing resources within the departments or between faculties and departments.
The information disseminating process about training and schedules was also
raised by the participants, who felt that a structured arrangement rather than last
minute information would be advantageous the Institute. The participants were
looking forward to structured, professional development schedules.
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As a part of the strategic planning it was clear that the e-learning RDD
participants were interested in getting more information about procedures, and
in particular e-learning specific policies and procedures. They further expected
to have e-learning management; activities; copyright policy; sharing of
resources; workload; and time release and incentive schemes documented as
policies and procedures to be used when necessary. Further, they indicated that
they would like to see policies in relation to payment plans; work ethics;
methods of time allocation; motivation and incentive schemes; and participation
in conferences and seminars.

5.2.4. Student, Stakeholder and Market Focus
The participants were asked to describe the student stakeholder and market
focus (RQ3). There were two main areas to comment on regarding the student,
stakeholder and market focus, that is how the participants cater for diverse
learning styles and learner characteristics; and about relationship building with
students in the e-learning environment.
Catering for diverse learner characteristics
I was told by all three participants that most of the time academics at the OUSL
were providing teaching and learning materials to cover the many learning
styles. They were using audio, video and printed material to achieve these
requirements. However, identification of the learner styles was only through
experience.

The OUSL is a state funded organisation; hence its market was created for it. In
fact, there were large numbers of applications for the courses that were offered
by the OUSL. Since it was the only government funded Distance Education
Institution, various categories of students such as part time, post graduate and
undergraduate, were participating in the courses. At the OUSL it was common
practice to cater for these different learning styles and characteristics.
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One respondent mentioned that she had been used to catering to different
learning styles with print based Distance Education. She added:

Now we have more technological tools to use within the teaching and
learning environment to support different learning styles and student
groups. But, a few years ago we only used printed resources for
Distance Education.
Guna said:
With new technology, staff can provide better learning and teaching
facilities for distance learners. However, to do this first we need to
develop the resources to suit this new environment.
Staff members were confident of the great opportunities that the OUSL can
bring for their students by using e-learning. It was identified that the OUSL
caters for a large variety of learning styles, and a student population covering a
range of age groups and learning abilities. However, there was no clear
evidence of how these learning styles and skills were identified. It was said that
the academics managed through experience to identify the learning styles and
cater for pedagogical requirements.
Relationship building with students in e-learning environments
There were no specific methods found in the Institute to build relationships
with the students at the OUSL. However, through experience and by giving a
variety of activities and experiences through different media a good relationship
was built. Some academics arranged face-to-face sessions before starting their
online course. One participant mentioned:

My course starts with a face-to-face session. Then the students go back
to their own home towns and villages and start doing the activities on
their own. But they are linked with the forum and this makes them work
together. Then at the half way mark I have them in another a face-toface session.
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Another participant mentioned:

Within my teaching method I often get the students to call me to solve
their individual learning problems, but the class comes together for
face-to-face sessions once a month or so.
Some staff used a blended learning mode where they arranged for some face-toface sessions to be conducted during the course delivery.

Many academics used telephones to communicate with the students. Some
students made appointments and visited the academics to have face-to-face
meetings. These meetings provided an opportunity for the students and the
academics to build a good relationship.

Guna, who is a technology savvy person, used email to communicate with the
students. She also used discussion forums in her teaching and learning
environment; these friendly forums encouraged students to participate in
discussions that they would not have done in a face-to-face environment.
However, this was not possible for all of the academics, as they often had
accessibility problems. Guna said:
It is amazing how these young students interact when they are given the
opportunity, especially if they are not very good in English and not
computer literate. They still use the forum so effectively to communicate
among themselves as well as with me.
Students‟ evaluations were used to identify the most suitable teaching and
learning style as well as the best communication medium. Based on these
results the next semester course delivery was arranged. However, most of the
time these results were not provided immediately in order to be used to improve
teaching during the semester. Therefore, adjustments to the course delivery
could only take place in the following semester.
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5.2.5. Measure, Analysis and Knowledge Management
Through my research I was interested to find out about any innovative
management practices that were used to measure, analyse and manage
knowledge within e-learning RDD environments. With this intention, the
participants were asked (RQ4) in order to provide their views about knowledge
management and evaluation procedures that were used within their
organisations in relation to e-learning RDD activities.

Measure and Analyse Quality of e-learning
Work teams were created to develop and evaluate resources, and they are
responsible for measuring the quality:

Guna said:
Measuring is not one of our strengths. That is an area that we need to
improve. Even though work teams were created for this purpose it was
never a key activity over here.
Sadu agreed with this statement and she mentioned:
Resource development evaluations are not yet a key task, or an activity
that we are used to.
Tony also mentioned:
Evaluations are great but at our institutions such evaluations are yet to
take place in relation to e-learning RDD activities.
Student feedback has also been taken into consideration in the evaluation
process. The faculty based student evaluations were analysed to improve the
quality of delivery. The academics change course delivery based on the
feedback provided.
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At the same time, many courses are designed and created without receiving any
input from or without carrying out a needs analysis with students; it is
considered that the staff have a better understanding.
When the question was asked how the students‟ requirements and needs, and
the changes required for the courses were identified, I was told:
We design the courses. They are based on the lecturer input or
directives that have come from the government.
Student evaluations were conducted for certain courses, depending on the
faculty. From faculty to faculty the procedure for student evaluations is
different. The use of these evaluation results for course development also
depends on the faculty. These evaluations do not focus on course creation or
course design, rather they focus on course delivery and the facilities provided to
students. Many of the course evaluations are summarised at a later date and the
data becomes available at the completion of the unit. A participant informed
me:
We do have evaluation processes, and these are also used to get
feedback. But the real analysis happens after the course is complete.
Students rarely speak up and request different resources or talk about
problems with the program, but many have their own personal problems
to manage.
Knowledge Management Procedures

When asked to describe knowledge management procedures (RQ4) the
participants mentioned that the staff carried out many knowledge sharing
sessions in an informal manner. These were very specific, one-to-one,
knowledge sharing session based on the needs of the other staff member.

Staff were happy to have knowledge management and sharing sessions,
provided that time was allocated to carry out these tasks. A participant
mentioned:
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I am happy to contribute to improve the e-learning environment and to
share my knowledge and create a new culture at OUSL.
On the other hand Sadu said:
Even though we do not specifically name or label the time we spend on
sharing our thoughts and ideas, we do this often while having lunch or
tea.
The participants envisaged that the Institute would create policies and
procedures to suit the e-learning environments. They were keen on gaining
opportunities to use technology and to transfer their skills to other staff
members and new staff recruitments. Guna mentioned:
It will be nice if all staff members can be involved in such activities.
Along similar lines, Sadu commented:
I am looking forward to working with many people, sharing the work
load. We help out the HOD when she is overloaded with work. But there
are people who do not support each other.
5.2.6. Work Focus
Work focus is one of the major areas to consider in an organisation. To gather
information about what support the faculty staff receives in order to participate
in e-learning RDD the participants were given an opportunity to comment
(RQ5). The participants indicated that work focus was one of the major areas in
which they wanted to see a change at the Institute. They felt that peer support
was required to progress in a project like e-learning RDD. At the same time
they felt that some staff members were not interested in participating and
contributing towards e-learning RDD, so the entire workload was shared among
a few staff members. This had generated an imbalance in the workload, with
some staff members having too many things to coordinate and do, while other
staff members enjoying the liberty of doing the bare minimum. The participants
said that it was a cultural attitude towards how people view their work.

In addition to these factors, there were other reasons that contributed to staff not
carrying out tasks, such as lack of resources, time factors, attractive payment
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schemes and technical support. There were no funds allocated for support staff
such as Moodle administrators, web administrators and not even sufficient
funds for Institute Instructional Designers. These conditions led the staff
members to carry out e-learning RDD tasks in isolation without clear guidance
in developing resources. Similar problems were discussed by Guna, as
described earlier in 5.2.2 (Leadership).

The participants mentioned that monetary incentives, the reduction of work
loads and better time allocation will provide some incentives for staff members
to carry out RDD tasks. This was described in a previous section 5.2.3.
Strategic Planning.

Guna said that her latest plan is to get other staff; involved through this new
award, especially the academics, so that they will receive monetary incentives.
As Tony mentioned that, in the current system the payments are not valued by
the staff as they do not get paid in time, as well as the rate being low compared
to other institutions. These were highlighted as negative factors where the
support of innovation and empowerment were concerned.
It was clear that the work force was waiting for new policies and procedures
that addressed the current problems, and they also wanted infrastructure,
accessibility and support. Their main problems of finding ways to motivate
people, provide rewards and establish peaceful working environments were
raised as issues that they face today.

As stated in earlier sections, the participants were very keen to describe their
problems and issues in this area. They complained about their working
conditions, the sharing of resources, incentive schemes, training, payments,
time allocation, the workload and several similar issues. At the same time they
were satisfied with the lower level management support and with the training
they had received in the past.
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5.2.7. Process Management
As part of the analysis, it was considered worthwhile to identify the processes
in place to support e-learning RDD. The participants were therefore given the
opportunity to provide feedback about the existing processes and challenges
faced in dealing with these processes (RQ6).

When commenting on the processes at the OUSL, the participants highlighted
several processes and then went on to discuss each of them in more detail.
Many of these related to the general administration of education and to
education management, such as registration, examination, marking, research,
and advertising, However, the processes related to e-learning RDD were
embedded in the system rather than identified as separate processes. Reward,
motivation, and recreation processes such as sport, and staff social gatherings
were hidden in the main system, while staff developed the religious processes
such as Buddhist preaching, and Christmas activities.

I was told that the management of these processes was handled according to the
Leaders‟ recommendations, and the lower level staff members had to wait for
instructions from the Leaders regarding these processes. Sadu said:
We do not maintain any of the PCs or printers we only report our
problems to the IT Department.
Infrastructure management processes were unclear from this faculty as a
separate department was responsible for the management tasks. Guna also
commented:
We have to call our IT personnel to maintain these

There were many challenges that staff members faced, such as infrastructure
problems, accessibility issues, workload sharing, time management problems,
payment delays, and the assignment of suitable staff members to carry out the
tasks. Motivation is low and cultural changes were something that was
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identified as a requirement to carry out these tasks effectively. Tony
commented:
The processes will be aligned when the management commitment comes
into play. If the management is ready to move forward, then the Institute
will be able to as well. The ‘escape theory’, where people want to
escape from duties and responsibilities is common in our culture. This is
also due to a fear of making mistakes as well as lack of motivation.
Guna who has studied overseas said:
There aren’t specific processes in this place for resource development
or e-learning. We just follow our standard procedures and get the work
done.
However, it was found that innovation was a difficult task with the existing
rules and regulations that the staff members have to follow. Further innovations
have risks and there is a probability of making mistakes. In state institutions
these tasks can not be trialled because if something goes wrong, then the person
is liable for any action taken. This prevents innovative thinking.
5.2.8. Case One – OUSL Summary
It was clear that similar themes were emerging from all participants, while there
were management specific and academic specific concerns. The main concerns
were regarding the work force; policies; infrastructure and resources; and
multimodal management. The staff members were concerned about incentives
and rewards, especially monetary rewards.

The participants expressed their thoughts with confidence. The areas
investigated by posing similar questions to three of the participants brought out
their individual views as well as their work group view. At the OUSL it was
clear that participants were concerned about their workload distribution and
infrastructure, while many other areas were also discussed and identified as
needing more focus. The participants went to extreme lengths to explain how
they embedded e-learning. They even showed examples of their work and, in
particular, how they did the work.
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The participants were also able to show the strategic plans that they were using
for the course development.
5.3.

Case Two – UCSC

Participants were Hidu (a Senior Leader in Management at the UCSC), Nima (a
Senior Lecturer for more than twenty years) and Rita (an academic as well as a
Teaching and Learning support team Leader, Instructional Designer).
University of Colombo School of Computing
Look and Feel
While I was in Australia I contacted a Head of a Department (HOD) in relation
to my research, with these positive feelings. He was more than happy to assist
me with my research. After arriving in Sri Lanka I presented at the 26th
National Information Technology Conference (NITC‟08) where I met many
other UCSC staff members who showed an interest in my research. They were
interested in assisting me with data gathering as well as with becoming
participants. With these re-generated bonds, a new network was created within
the UCSC environment. Using these links as well as my previous
acquaintances, I made my appointments with the selected participants, HOD,
and e-learning Centre Coordinator. Other participants were identified via
networking once I had interviewed current participants.
The Lecturer‟ offices were well equipped with high quality devices, and these
carpeted offices were clean, partitioned rooms and had a computer with internet
and telephone for each academic. These were very impressive and, luxurious
facilities, and the laboratories caught my attention. The Media Room contained
equipment to record live sessions, and a Virtual Conferencing Centre. I could
see several student laboratories which were available for the students to
enhance their teaching and learning. My impression was one of prosperity, and
of the flourishing nature of the Centre.
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The student areas were elegant, with a roof top rest area and a fully equipped
Conference Hall. These facilities represented a higher standard than those of a
State University. This indicated that quality was a concern in the School of
Computing.

The vigilance of the security guard caught my attention, because he seemed to
be interested in what he was doing, politely questioning me before giving
permission for me to enter the university. The lady at the front desk greeted
visitors who entered the building, and helped me to locate the place where I
needed to be.

The National e-learning Centre is located in a corner of the building, with
several people working there. Separate areas had been allocated for different
tasks, such as Multimedia, Recording, and Development. Other administrative
staff were receiving messages and attending to their work. I waited in the
visitors‟ area, and observed, until Hidu arrived from another meeting.

After my interview with Hidu, a date was arranged to conduct a guest lecture at
the Institute, and to follow it with a fact-finding session and a group discussion
using multiple participants‟ views to enable triangulation. This was considered
to be a win-win situation. The group discussion was held with the e-learning
centre staff, who were constantly, and directly involved in e-learning RDD
tasks.

The people looked friendly, and spoke to each other once they met. It was not
just a hello, they carried on further discussion about some work that they had
done or a message that they have passed on. It was interesting to see „busy
bees‟ around the room. It also showed that they were concerned about making
sure the work was done in an efficient manner. This concern demonstrated that
they had a schedule or were schedule driven. The students walking around
looked focussed, searching for a particular person or asking a question of
someone in relation to a specific topic, and they appeared to be concerned with
what they were doing. The quiet environment provided a peaceful work set up
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for an Instructional Designer or a Resource Developer. The building and the
working conditions were in top condition, attracting even a private sector
worker.

5.3.1. Brief Introduction to the Case
Introduction to the Case

With great pride the participants discussed how they had reached this position
in the Higher Education Sector within the e-learning Centre at UCSC. The elearning Centre at the UCSC had begun as an initiative of Professor
Samaranayaka in 2002. The main theme was „Gamata Upadiya‟ in Sinhala
which means „taking the degree to the village‟. As I have indicated in Chapter
Three, there is a vast difference between city education and rural education.
This discrepancy was, and the idea of this Program was to minimise this
difference or educational divide, and to provide educational facilities to the
rural, village students who could not come to the city for their higher education.
The main focus of this initiative and Centre was to assist the BIT which is an
external degree that is to provide facilities to the students who do not get
selected to the state university to continue their higher education.

To carry out this project the staff at the UCSC and the e-learning centre staff
were trained by the donor organisation SIDA. The staff have trialled different
LMSs for course delivery. Some staff members were concerned about security
of the systems, while the other staff members questioned the features. But as in
any situation some staff members were not prepared to accept change or trial
anything new. Hidu, a leader at the UCSC said:
The e-learning course development and delivery at the UCSC was
initiated over 2004 and 2005 but there are still people who have not
taken up the use of e-learning for course delivery.
I was told that there are many UCSC internal degree courses delivered using the
LMS and that students appreciate the use of the LMS, Moodle. The students are
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requesting the other staff to begin using the LMS if they are not already doing
so because they find it convenient to receive their learning materials, to share
knowledge, and especially to be able to contact the lecturer in situations when
they need assistance.

The BIT course has approximately 1500 - 2000 student registrations. The
students are external degree students who do not often have the opportunity to
meet the teachers. Further, they are from different parts of the country, and they
do not usually have face-to-face contact with staff, so they make use of the
LMS to participate in learning activities. The community of students help each
other and discussions take place with industry participation while the lecturers
contribute often to the discussions or forums to support if needed.

The participants indicated that the start of course delivery using e-learning is
difficult as there were several issues that needed to be solved. Over time,
everyone has become involved and now happily takes part in this process. The
industry subject experts were invited to participate in the virtual learning space,
on a voluntary basis, and these experts were given access to login to the LMS.
The students were very interested in obtaining answers from these industry
participants. Students‟ questions were not only related to their studies but many
were about finding jobs or finding supervisors. On the other hand the industry
participants could request students to become involved in project development.
E-mentoring, e-facilitation and e-tutoring were all in electronic mode because
there are large numbers of students taking this course from around the country,
as external students. A virtual learning environment has supported the students
who learn in this new environment.

I was shown the information booklet that is given to each student at
registration, and which also contains details of the login and a user name.
„Help‟ instructions and Emergency Procedural Information are also included.
About 1200 students per semester receive this booklet when they start the BIT
course. The students are also given a printed manual called a Starter Guide.
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“Vidu piyasa” was the name given to the UCSC virtual environment, which
consists of the Virtual Campus, Learning Management System and resources
and Virtual Assistance on the UCSC virtual campus. These components had
different interfaces and logins. A question was raised about these interfaces,
and the participants were happy to discuss the different interfaces and styles.
The Leader mentioned that the university plans to have a common interface.
The main reason for this is that these components had been developed at
different times. This explanation was interesting because they knew that it was
inconsistent from an external student‟s point of view. However, it sounded as if
they had less choice during the implementation stage other than to trial different
options.

The Foundation Information Technology, (FIT) another very popular course at
the UCSC, is called the „FIT for BIT‟ at the Institute. It encourages students
who do not qualify with the G.C.E. (A/L) to start the BIT course.

This approach has attracted many students and provided further opportunities
for students to enhance learning. The name „FIT for BIT‟ was strategically
planned after identifying the needs of the market. There are three online
subjects that are offered in the „FIT for BIT‟ program. However, the students
who enrolled for this course were found to be quite weak either academically,
or due to their poor language skills or no computer literacy which is needed to
study online. Therefore Hidu said that there was a concern about the high
attrition rate due to such enrolments. Hidu suggested:

There are so many students who enrol. However, due to their lack of
either language or computer ability, or due to their inability to study
online, several students drop out of this course.
The subject tests are conducted using the Online Testing Centre that has been
especially set up for these courses. The tests are online but students have to
come to the Centre to take the tests. For students who sit for examinations this
method verifies, validates, increases security and provides standard facilities,
such as high speed internet and a good examination environment for them.
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The research participants indicated that in the past there had been delays in
releasing results, but now the system is streamlined so that the students‟
examination results are quickly released.
At the moment, two years of the degree course – the first and the second years
are delivered online. The final year is based on an individual project, which has
not been converted to an online mode.
The participants‟ ideas, perspectives and views are discussed in the next section
of this chapter. These ideas are specifically identified in line with the Baldrige
model.

5.3.2. Leadership

Based on RQ1 of the research, the participants were given the opportunity to
comment on the leadership of the Institute Management in order to identify
how e-learning staff members are led, guided, and how they communicated
with in the e-learning RDD environment.

Leading
Hidu said:
Once we started it was new to all of us, and the leadership, taken by Prof.
Samaranayaka was very good. He created a culture that made many people
feel involved. With the support of the other Heads of the Department the
junior staff progressed.
This culture, discussed by the participants, was visible within the institute. The
photos of their former Leader, along with his thoughts and newspaper reviews,
were pinned to the notice boards. The participants showed tremendous respect
for him, a Leader who had achieved a great deal when he had led the Institute.
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The participants discussed the training that they had received due to the role
taken by the former Leader who had created a highly innovative and friendly
working culture within the UCSC. The former leader, Professor Samaranayaka,
is considered to be the father of IT in Sri Lanka, although he recently passed
away, leaving Institute responsibilities in the hands of current staff members at
the UCSC. With the loss of their leader, staff members have courageously
assumed these new responsibilities, respectfully performing their duties in
memory of Professor Samaranayaka. They have accepted ownership, and their
desire to maintain standards motivates them as they work.

Rita, who is a Team Leader said:
We individually take the leadership within our scope and take
responsibility for our work. We have deadlines; we have targets to
meet; we work toward these goals, individually and collectively.
Similarly Nima, who is a HOD said:
I consider my team members to be responsible people who are potential
leaders. They are committed and do their best when they work.
Each staff member is provided with training in software, instructional design,
and environmental changes such as cultural changes. These sessions develop an
understanding among staff of the importance of the program in relation to
society and the Institute. I was told:

Fortunately most of the Middle Level Senior Management showed an
interest. Their interest helped the progress of course development and
delivery.
Hidu further stated:
If the Senior and Middle Level Management did not support this project
then it would not have been possible to proceed. To start with the leader
in this case Prof. Samaranayaka was the initiator, then the other
seniors, such as Heads of Departments, Program Coordinators and
Course Coordinators became involved and supported the idea of
introducing e-learning within the faculty.
Nima also commented on the work done by others in the Institute, stating:
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We, as Senior Leaders in the Institute, supported the innovative
approaches of teaching and learning that emerged within the Institute.

Staff who participated in resource development as content experts or subject
matter experts are being paid for their additional work. This was appreciated
and considered to be a monetary incentive in the pursuance of e-learning.

Hidu said:
Many staff members who participated in e-learning activities were
supported by Instructional Designers and technical staff who helped to
implement e-learning RDD.
The Instructional Designers are directed to carry out tasks after discussions with
the content expert. They are guided by the Team Leader who assigns them
different tasks. The Leader also gives instructions as to what to do and how to
do it. He further assists staff with the prioritisation of tasks in the work
environment, identifying the sections which need to be carried out urgently.
The Instructional Designers said that they are given a balanced workload most
of the time, apart from the few occasions when some resource development
tasks have to be carried out urgently. The participants showed a clear
understanding of having peak times where the workload is very heavy. Since
the workload only increases occasionally this was not considered to be a major
issue.

Rita, a Team Leader, and her team members mentioned during a discussion:
We are happy about the workload as it is checked so often and when
there are problems in managing, more people are allocated. Once in a
while we have extra work, but that is acceptable.
Hidu who looks after e-learning RDD activities said:
We have meetings often to make sure that the staff members are not over
loaded with work. When manageable workloads are given, so staff
members, they do not get stressed. Then the outcome is better than
overloading the staff. This also motivates staff members as they give
their full cooperation for the development task.
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On the other hand, the UCSC HOD mentioned that his staff are quite selfmotivated and that he does not have to guide them on a weekly or daily basis.
He said:
Just a gentle reminder after the initial discussion would be sufficient.
Nima is a gentle, softly spoken person, and his approach had a strong affect on
the UCSC staff members even though it was found to be somewhat of a „silent
guidance‟. He considered the staff to be responsible members of society, and
felt that they would carry out the tasks independently, given the vision and
mission. In the group discussion it was felt that different management
approaches and strategies that were personalised and applied to carry out tasks,
had brought good results to the Institute.

Hidu mentioned that the e-learning Centre staff members are motivated, that
they receive training frequently, and that the staff workload is assessed
frequently. The Instructional Design team commented:
We are looked after well here. We are sent one different Training
Session and to many conferences.
They added:
The workload is manageable and we feel free to talk to the Team
Leaders if there are problems. In that way we are comfortable working
in this environment.
Weekly review meetings are conducted to monitor if the current projects are
going smoothly. Further, Rita mentioned that they adjusted their resources
based on weekly reviews, depending on the progress of these projects.
Sometimes when we do have other commitments we have brief meetings
or we re-schedule our meeting to another day or time.
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Hidu supported this:
We are not always free to have these meetings on the arranged day, but
we make a point of keeping this time free; in situations where this is not
possible, we re-schedule the meeting. However, the important thing is
that we have the meeting, it may be at a different time or in a different
venue and sometimes it is via a different mode, for example
teleconferencing.
The UCSC faculty staff members as the content/subject experts, mainly have to
provide the content to the Instructional Designers. The e-learning Centre
Instructional Designers then liaise with the academics in developing resources
for the e-learning environment.
He added:
After the initial meeting with the content expert we are given a schedule
by the Project Leader, then we develop the e-learning resources
according to the given content, liaising continuously with the content
expert.
Communication
Communication, which is considered to be a major feature of a good Leader,
was also discussed with the participants. When participants were given the
opportunity to comment on communication strategies (RQ1) they provided their
views and ideas which are presented in the following section.
The participants said that communication was mainly via meetings, one-to-one
discussions and emailing. Many staff members had informal chat sessions
rather than formal scheduled meetings when communicating.

This is a common observation at the UCSC; whenever two people meet there
was a conversation, either about an official matter or about a personal issue. Sri
Lankans by nature are good at chatting and solving their problems during these
conversations.

This also provides them with additional ideas, options or reveals unknown
territories within their work environments. The participants mentioned that tacit
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knowledge was passed on when speaking to each other because they had few
formal knowledge exchange sessions.

I observed two staff members talking to each other about the conference
advertising that had taken place previously, and how they were going to arrange
it this year.

When questioned about communication, participants had many interesting
ideas:

We like to discuss with the content expert and understand the design or
what we need to do. This is much easier compared to going through the
specifications as we have the opportunity to clarify any doubts.

Hidu mentioned:

The main reason for discussions was to talk over and to resolve areas
which the Designer did not understand.
Further, it was indicated that due to cultural upbringing, people are not used to
reading and understanding instructions. This fact was discussed further by
Nima:

People are time constrained. It takes more time to read and understand
instructions than it does to ask the person who is involved in the
process. Therefore it is easier to discuss, rather than to read policies or
procedures.
Even if the policies and procedures are known among the staff, they would
rather learn it from someone else through a face-to-face conversation. It was
observed that the basic procedures and policies were embedded into the systems
which became common knowledge, and sometimes also became hidden.

In my observations I saw staff coming to see Hidu several times to get his
opinion or approval on different tasks:
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Sir I have completed the letter, shall I send it across?
Sir they called, the letter is ready and they promised to send it across,
should I wait for them or go and collect it?
What should I do with the new admission? Should I give it to you or
send it to the Administrator?
Through these conversations it could be seen that several simple issues had to
be clarified or verified before processing. These processes were dynamic and
required authority in order to proceed.

It was mentioned that communication within the e-learning RDD team was
regular even with their busy schedule. The team members said:
We have separate meetings with the content experts, and sometimes we
contact Web Designers. Similarly Editors contact us when they need
clarification.
E-learning Centre staff members meet weekly to review progress with the
Instructional Designers and Administrative Evaluators. These meetings gave
each of them a transparent view with regard to the project, and many times
these discussions have solved issues which could have dragged on for quite
some time. When asked about communication strategies, one participant said:

We use different communication methods, we even use Skype to
communicate when our team members are away.
Rita mentioned that Skype chatting also takes place with staff members and
some students when it was not possible to use other communication
mechanisms. These techniques were especially used when staff members were
overseas.

The participants commented that the e-learning Committee meets often to
discuss progress. This committee consists of several staff members, including
the Registrar of the e-learning Centre Coordinator, and several other high
ranking staff members from the University of Colombo.
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One participant said:

Apart from our reviews, we have Committee meetings on a regular
basis. This keeps our development and management tasks on schedule.
The discussions indicated the importance of having two different types of teams
and meetings arranged for these two categories. One mainly focused on the
management of the project at the strategy level and project management level,
while the other group was at the operational level. It was highlighted that even
at the operational level, emphasis on management was important if they
intended to have the best outcomes.
Rewards

To review whether rewards had a direct relationship to leading, guiding and
management of e-learning RDD (RQ1) the participants were requested to give
their views about the rewards system at the UCSC.

Hidu said that, at the UCSC e-learning Centre, the rewards are based on the
work that one carries out. Staff members are able to participate in conferences
and attend training when such opportunities are available. Rita commented:
We are encouraged by our leaders to participate in conferences and
workshops it gives us an opportunity to learn about the new
technologies and trends within the industry.
The staff members are encouraged to carry out higher studies while working
and their courses are sponsored by the UCSC which motivated them to be more
involved and carry out self study.

Two participants from the group meeting with the e-learning centre staff
explained how their education has been sponsored by the centre. They said:

We have been given the opportunity to carry out further studies. Our
course fees are paid by the Institute. It is a great privilege and we feel
committed when such facilities are provided.
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Further, Hidu said:
I make sure my team is up-to-date with the skills and knowledge that are
required in this field. We are fortunate to have so many skilled people
around, and arranging training is not too hard for us.
Rita and Hidu said:
When there are conferences, especially within the country, we are able
to attend them. Otherwise if they are outside the country there is a
procedure to apply to follow for those expressing interest in attending
these conferences.
I witnessed the evidence of these statements regarding their conference
attendance when I met many of these e-learning Centre staff while attending the
9th International Information Technology Conference held at BMICH in
October 2008. When asked about verbal motivation or commenting about the
juniors‟ work the leader said:

I comment on the good efforts. However sometimes these comments
have created problems such as jealousy.
The group mentioned that verbal appreciation is common. However, Hidu
highlighted that sometimes such appreciation creates an uncomfortable working
environment where jealousy often arises.

Rita indicated that the work environment was good. She refrained from
expressing verbal appreciation. Interest was shown in doing the work as a team,
rather than receiving special individual appreciations. As she said:

We work together as a team and help each other when needed.

Salary increments also depend on the work that has been carried out and this is
considered to be a motivational factor.
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Nima said:
In the e-learning Centre, the rewards system works well because the
staff are motivated to carry out its routine work; however, this scheme
does not apply to the other staff.
This indicates that different categories of staff have different reward schemes
and they work in a team collaboratively.

More than monetary rewards, staff members at the UCSC are involved because
they understand their work and, how it should be carried out. Hidu mentioned
that getting a grant to carry out an e-learning project was considered to be a
blessing, and the Leaders would drive the project so that the benefit to staff
could be maximized. Since the UCSC is full of IT-savvy people, they have
found starting up e-learning at the UCSC to be motivational rather than seen as
additional work. Staff are enthusiastic about improving teaching and learning
using these new techniques and technologies.
Professional Development
The staff described the Professional Development opportunities available at the
UCSC and how these Professional Development Sessions have motivated them
to carry out e-learning RDD activities.
The participants said that Professional Development Workshops were used to
encourage staff members to learn new concepts and to adapt to changes in the
work environment. This was visible when I met the UCSC staff who had
participated in several conferences such as the IITC, the CSSL Conference and
the IT Symposium in Sri Lanka.

Hidu mentioned:
Staff members at the e-learning Centre are often sent for training to
learn new technologies.
The UCSC e-learning Centre staff have been trained by donor organisations and
several other guest lectures that were held to enhance skills and knowledge.
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Tutor-Mentor Programs, Instructional Design Courses and Technical Courses
such as Flash and Adobe training have been provided. Hidu says:
It was easy to adapt to the new software and hardware, particularly as
we all specialised in the IT industry, and technical training is not a
problem for us. However, new teaching and learning methodologies had
to be learned, and new management skills had to be embedded in order
to be successful.
At the UCSC, the staff had mastered the areas of IT and Education. Therefore,
they only had to master the teaching using e-learning. Hidu said that even the
hiccups of technology were handled in a more controlled and professional
manner compared with a non-IT person struggling to resolve a technical
problem.
5.3.3. Strategic Planning
Strategic Plan
An organisations management is gauged by its strategies, policies and
procedures. Hence as mentioned earlier in the chapter (RQ2), the research
included the investigation of the strategies and procedures used within the
organisation.

Strategic Planning

According to the informants, the main strategy was dependent on the project
plan. In addition to the project plan the UCSC had a strategic plan, specially
incorporating the e-learning Centre‟s activities. At the group meeting, this
question was asked:

Have you seen your Strategic Plan?

The answer revealed that many had not seen the Strategic Plan.

Hidu, the leader, commented:
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Well, we do have a separate Strategic Plan. Until now, it had not struck
me that you have not been given this.
Management was aware of these strategies and could tell me where they were
located. These Strategic Plans, however, were held by them, and had been
generated and stored in places that only they could access, and these strategic
plans were not available to staff members for them to study.
Policies and Procedures

In line with strategies, the participants were asked to comment on policies and
procedures (RQ2) used within the e-learning RDD environment.

The participants indicated that the current policies and procedures were mainly
concerned with payment, registration, and the setting up of the team. These
policies and procedures had been in place for several years and staff members
were used to them. In addition, I was told that the e-Learning Centre had their
procedures for resource development. These were initially introduced through
their project with SIDA and have now become part of the e-Learning Centre
processes.

Hidu mentioned:
We have policies for resource development tasks, especially for content
expert contribution
These policies guide how many hours should be allocated for resource
development and how much to pay per unit.

There are other policies and procedures such as student registration for elearning courses and online testing that involved the overall management of the
Institution. However, not many policies and procedures are available in relation
to RDD activities.
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Hidu said:
Student registration is an important process in our system and we spend
a lot of time making sure the registrations are okay.
I was told that many resources are allocated to this registration process as it is
the first thing that students must do in relation to e-learning when they arrive at
the Centre.

The existing Resource Development Policies and Procedures were guiding staff
when they are following the RDD activities. Rita said:
We follow the procedures that have been given to us in relation to elearning RDD.
Some procedures elaborate on Development activities, stating where to start
and how to proceed. Some procedures are very specific and provide step-bystep instructions for the new resource developments, while others address the
overall processes.
Nima said:
There are few policies that the Development Team use and they have a
scheme to reward the content experts as well.
Rita said:
We find it very easy to work when the step-by-step instructions are
given. But after sometime when we get used to them we can manage on
our own. At the beginning it was very handy.
However, a clear structure was identified at UCSC for RDD activities. All the
members knew their duty, what should be done next, when to send the
resources for editing and evaluations, and so on.
The general induction manuals were not visible and when I asked; “How do
you train new staff members, and what type of orientation and induction
programs do they go through?” Management said that staff members were
individually trained by a senior person.
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Hidu said:
A senior staff member trains new staff members by going through the
Procedures with them.
He said that this was a time consuming task. It was noted that this method
resulted in undocumented tacit knowledge.

Hidu said:
New staff training procedures have to be streamlined. This is done once
the other major tasks have been carried out.
Team collaboration is visible. While some teams were well organised, others
have problems. The projects focused on providing support in order to develop
quality higher education resources. These objectives were achieved by creating
high quality resources for teaching and learning.

Future
The staff members are aware of the Centre‟s weaknesses. They realise that the
policies and procedures have to be streamlined. There are problems with
strategy development and making them available to staff, who were interested
in international developments and strategies used in other countries. Hidu
promised to give the staff access to these strategies. He also felt that some
policies and procedures needed to be streamlined for this to be successful.

During discussions, the UCSC staff showed an interest in finding out about
international perspectives, and Hidu asked:

How do they handle projects like this in Australia?
Rita also wanted to know:
What type of policies and procedures do they have in developed
countries?
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This interest showed that staff at UCSC were prepared to be innovative and to
adapt accordingly.
5.3.4. Student Stake-holder and Market Focus
Gathering the students‟ requirements, and market demand are other major areas
of importance in the e-learning environment. RQ3 emphasises this area and the
participants were invited to comment on two main areas: catering for diverse
learner characteristics and building relationships with the students.

Catering for diverse learner characteristics
The USCS has created a name in the market, hence marketing, and attracting
new students was not a problem. There have been many positive activities
implemented when catering for the students‟ needs at the UCSC; and students‟
feedback is taken into consideration when planning new courses. Hidu said:

We like to give what they want, therefore when planning new courses we
carry out a survey in order to receive student feedback. This helps our
planning.
Course content is created according to market requirements; with many
industry driven experts on board, the content is aligned to the needs of the
market. As the Institute has many industry links, the Institute is kept well
informed of the latest updates and changes. Rita said:

There are many industry partners for our courses. They tell us what new
technologies are required and how these can be used for the e-learning
RDD.
Hidu said:
The contributions of the industry partners are invaluable, that is one of
the main reasons why our course is special, and different from the
others courses.
Considering both student and industry feedback the course content was
modified to suit their requirements.
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The e-BIT program was designed to cater to the needs of students from diverse
cultures, geographic locations and age groups. Hence, all these factors were
taken into consideration when designing the courses.

Hidu said:

We consider many factors when designing the courses. However, the
course becomes too challenging for the students who do not have any
computing background.
Further, Course Designers considered the capabilities of the students, and
arranged activities to suit these requirements.

According to the information gathered from the participants, the UCSC Course
Design and Requirement Analysis is handled accordingly, considering several
areas such as student needs, industry needs and by taking the academics‟
insights into account. They identified the requirements well and were training
the staff to create resources accordingly.

Diverse learning styles and requirements were identified during the
development process in order to cater for the wide range of learning
capabilities.
Relationship building with students in the e-learning environment

The nature of building relationships with students in the e-learning environment
at the UCSC had taken on a new form. That is, the forums that the UCSC use
have been supported by the industry partners.

Nima, a senior staff member, indicated that the student-academic relationships
have been built through emails and Discussion Forums.
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We have a variety of students in the Department; some are fulltime and
some are doing the e-BIT Program. Most of the e-BIT students are very
active in the online forums and discussions.
However, the full-time students preferred face-to-face discussions.
He further stated:

This is not the case with our fulltime students, their interests are
different and they look at education in a totally different manner.
Many students who participated in the e-BIT program contact staff via emails
and discussion forums. Staff members who have been trained to be e-mentors
and e-tutors carry out these tasks to support students. Online chat sessions are
used to solve problems that students face in their learning.

All participants commented on the industry partnerships that were built into the
discussion forums, where the students get support from industry members. The
e-society provides students with a learning environment where the industry
participants who were arranged by the Institute provide answers to the student‟s
questions, even giving support in the projects. This interaction has been
appreciated by the students said Hidu.

The descriptions provided by Hidu and Rita showed their total commitment to
this project. Their dedication was expressed in every movement in their face
and every word that was spoken. This dedication has changed the institution‟s
position in the education arena.
Hidu and Rita mentioned that they supported staff as well as industry
participants to build closely knitted relationship with the students. Hidu stated:

The more we give to the students the more they become interested about
their education. I always encourage staff to have a good relationship
with the students, either online or face-to-face. However, with the e-BIT
Program, the interactions are only via online.
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5.3.5. Measure, Analysis and Knowledge Management

Innovative management practices were identified (RQ4) through the
participants‟ replies to questions posed to them.

Measure and analysis of quality e-learning
I was told about the different measuring systems available in the institute,
namely student evaluations and staff appraisal. Further, the projects were
guided by milestones set up at different stages of the project. These systems are
combined to measure the progress of e-learning RDD activities. Rita said:

We measure student progress via the evaluations that they complete at
the end of each module. We also measure using the Projects Guidelines.
Hidu proudly added:
We want to know what the students’ feel about the course, module and
every component that they complete. Therefore we get their feedback as
early as possible to make any necessary changes. However, there are
times when the analysis is delayed although we try our best to keep on
track.
Hindu and Rita were invited to comment on how they measure the progress of
these activities, and they said that the e-learning projects were often discussed
at Review Meetings. The participants said that they measure progress against
the original Action Plans and Project Plans and then adjustments are made if
necessary.

Hidu said:

These adjustments could be: re-allocating staff, re-scheduling work
deadlines or allocating additional staff to a project.

The participants said:
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Through our Review Meetings, our Team Leaders with the help of the
Coordinator, allocate tasks for us to do, and sometimes if the tasks have
slowed down, then they add more IDs or the necessary staff to complete the
job.
The National e-learning Centre at the UCSC mainly conducts the e-BIT and
FIT (Foundation for Information Technology) courses. With these courses the
students who participate are expected to provide feedback. The data collected
from students is analysed and used for course modifications and design. This
analysis affects the teaching material development and delivery features.

Knowledge Management Procedures
Many businesses use Knowledge Management Procedures (Schermerhorn,
2001). The participants at the UCSC gave their views of these procedures.

The Institute has had Knowledge-sharing Sessions on a small scale. Hidu
mentioned:
We have meetings where we share knowledge gained from attending
conferences and other workshops
However, there was no repository or knowledge-base of the resources that were
maintained. Sometimes the staff members design modules from scratch rather
than re-using some of the resources that have already been acquired. When
discussing the knowledge sharing sessions, Hidu stated:
We do not have a repository, therefore sometimes we do the same
Resource Development again and again without identifying that it has
been developed before. I would say there are knowledge leaks.

Rita also commented on Knowledge-sharing, stating:
We have seminars and guest lectures, but we do not maintain records of
these Knowledge-sharing sessions. It would be ideal if we have a
system.
Hidu mentioned:
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We intend to have such systems but there are other priorities at the
moment.
The Institute plans to have more Knowledge-sharing sessions and better
Knowledge-sharing mechanisms to use within the Institute. However, Hidu said
that they need more staff to carry out these tasks, and because e-learning has
been evolving at the UCSC, these tasks have been delayed.
5.3.6. Work Focus

The participants commented on the work focus (RQ5) in relation to supporting
the staff involved in e-learning RDD.
The workforce at the UCSC consists of different categories, one of which is
government-funded staff members. In this category there are two sub-categories
of academics and non academic staff. On the other hand, the e-learning Centre
consists of mostly, contract staff to work on the project. They are only attached
to the e-learning Centre.

Hidu said:
We have different categories of employees working together in one team
developing resources.
Interestingly, these categories of employees work together harmoniously. The
UCSC academics receive additional allowances for being involved in e-learning
projects, as it is additional work that is beyond the terms of their employment
contracts. This was welcomed by the academics, and they did not complain
about the workload. At the same time these academics were rewarded well for
their contributions. Hidu said:
The academic staff members were given an allowance for their expert
content contribution.

Hidu further stated:
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Team-work with a large number of employee categories who have
different payment schemes and allowances is a challenge. However, we
have managed to provide sufficient financial support for the work that
they carry out and this has lead to a good working environment.
E-learning Centre staff members have been empowered by providing salary
increments, scholarships, sponsoring for higher education, and providing
opportunities to attend conferences.
At the same time the UCSC visionaries have searched for sustainable
management methods, therefore a hierarchical organisation structure was
created. This has led to different authorities, lines of command and
management structures. However, the structure that has been created has some
networking management properties where more than one person has been made
responsible for a particular task. This lower hierarchy, with a networked
orientation made for a good working environment at the UCSC.
I was introduced to e-learning RDD teams which included an Academic
Coordinator, supporting academic staff, an ID person, a Language Editor, and
Team Leader. It was mentioned that some academics share content
development sections of the unit while others manage the whole unit on their
own. The ID who develops resources, works with the academic who is the
subject expert.

Turnover of the team members has sometimes become problematic, said Hidu.
He stated that as the new staff members have to be trained in e-learning RDD
activities, the rate of progress has decreased.

There were clear areas where improvements were possible. One of the main
areas was a repository to maintain and manage collaborative work. The
workload balance was also seen as an important factor. It showed that only a
few people were taking responsibility for this. Nevertheless, there was
commitment shown from the people who were involved as academic experts.
These experts played a major role in managing the project.
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5.3.7. Process Management

As the final area of investigation at UCSC the participants were requested to
comment on the processes used to support e-learning activities (RQ6).
The Institute contains several processes, including both traditional educational
institution processes such as registration, the issuing of results, and certificates,
and e-learning specific processes such as e-testing, e-mentoring, e-tutoring,
administration checks, a language editor, validation, instructional design and
analysis processes.

Challenges:
The most difficult part identified was not the content or e-content management
but managing the human resources (HR) in this environment. Many people who
are involved as Content Developers or IDs were employed on a contract basis
funded by the grant, so when they found better job opportunities they moved to
other places. Hidu said:
The other institutes’ e-learning Resource Development Projects are
happy to employ our staff for a higher rate of pay, therefore we do have
a problem, retaining staff.
An interesting challenge was learning management performance capacity and
accessibility in stressed situations (load balancing). As the student population
was high, when a large number of people attempted to log in at the same time in
order to submit an assignment the system was not capable of handling the load.
It has taken a long time to arrange accurate load balancing procedures. Since
the UCSC is a Computing Department finding answers to such problems was
not difficult.
When we started we had many challenges, and one of them was load
balancing. It was very interesting how we attended to this problem. We
had to work, applying theory to practical situations, mainly by trialling.
Now we have mastered this area and have no problems.
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However, the content development was considered to be a time-consuming
task. The lecturers found it difficult to understand what e-learning RDD was
and how to be effective in an online environment. In addition, convincing
teachers to participate in the content development was found to be a challenge.
Busy academics were not taking a great interest since they had other tasks
assigned to them that received a higher priority than e-learning RDD.
Sometimes collaboration with the ID person became very challenging, with
hierarchical differences such as a Senior Lecturer working with a Junior
Instructional Designer (contract employee).
Sometimes the ID and academics had communication problems however in this
environment they rarely blame each other for delays in development.

5.3.8. Case Two – UCSC Summary

According to the findings, the USCS is well ahead in ITS e-learning RDD.
With the national e-learning centre the UCSC has embarked on a major project
to support the country. There were many reasons for this development, such as
clear vision and leadership within the organisation, and a culture that has been
developed from the inception of the e-learning Centre within the organisation.

The management of strategies was found to be weak. However, the UCSC had
created special e-learning specific strategies for the Centre. Policies and
Procedures were also found to be available even though they could still be
improved.

The staff members were focussed on work and on facing the challenges in a
positive manner. They were motivated and rewarded using various strategies.
The input and feedback from the students had been taken into consideration
when developing resources.

It was found that processes needed to be better aligned with the strategies and
procedures.
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However, there are a number of areas that can be developed and enhanced to
reap better results in e-learning RDD. These will be discussed in the next
chapter.
5.4.

Summary

This chapter contains the views and thoughts of the participants regarding the
two institutions that were investigated. The participants‟ explanations were
reviewed and analysed to identify the current procedures, policies, work
environment practices and the way in which management facilitated teaching
and learning in a new environment. The work processes and, Knowledge
Management practices were also identified by the participants.

181

Chapter Six – Cross Case Analysis

The chapter analyses the areas such as leadership, strategic planning, student
stakeholder and market focus, knowledge management, work focus and process
management with institutional level comparisons.
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Chapter Six – Cross Case Analysis

6. Chapter Six Introduction
In Chapter Five the participant‟s biographies and their views in different areas
of e-learning RDD activities that have taken place in Sri Lankan HEIs are
discussed. To this point, I have used the data collected through semi-structured
interviews, group discussions, observations and document analysis to
investigate the views, ideas and perceptions of the participants in relation to elearning RDD. The Baldrige Education Excellence Model was used as a basis
for the analysis of the findings and to relay the findings in Chapter Five.

In Chapter Six the views of the participants from different institutions are
compared in order to identify the similarities and differences of the participant‟s
views of the management of e-learning RDD that are emerging through the data
gathered from each institute.

Chapter Six also draws on the findings of theoretical resources such as the
models of Khan (2005), Baldrige National Quality Program (2008), Seymour
and Collett (2005), Surry and Land (2000) and other relevant literature to
compare each institutions implemented and plausible management practices in
e-learning RDD.
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6.1. Multiple Case Study Analysis

Based on the detailed descriptions of the six participants who were discussed in
Chapter Five, this chapter addresses the following questions:

What are the important areas of commonality and contrast across the
case studies?
How do findings from the two case studies and six participants
collectively address the research questions?
What significant themes emerge?

Chapter Four, Methodology, explains the decision made in selecting the case
study approach. Since two cases are used for this research, this chapter
describes a cross case analysis to further identify the similarities and
differences. BEEM is used as the foundation to compare and present the
information in this chapter.

6.1.1. Leadership
The respondents‟ views for research question one “What management practices
are used by Senior Leaders to communicate with, empower and motivate staff
members in e-learning RDD?” were described in the previous chapter. The
following discussion highlights the emerging themes while relating the
identified themes to reviewed literature.

6.1.1.1. Management Models
The Baldrige Education Excellence Model‟s Leadership category is used to
examine how an organisation‟s Senior Leaders guide and sustain the
organisation (Baldrige National Quality Program, 2008). The Baldrige Model
also examines the organisation‟s governance and addresses ethical, legal and
community responsibility. When investigating these areas in the two selected
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HEIs in Sri Lanka, questions were raised to identify how governance of elearning RDD takes place.
In Chapter Two, Reviewing the Literature, Paul‟s (1990) argument on a
historical and systematic review was discussed. Paul revealed how conventional
institutional management operates on a bureaucratic model while academic
staff operate on a collegial model. Similar to Paul‟s findings, it was evident in
the analysis how the OUSL staff members struggle to balance the bureaucratic
and collegial models. Specifically, the theme that was reiterated by a participant
“playing new games with old rules” clearly highlighted the struggle that the
staff members have been facing.
Similarly, in Chapter Two I have highlighted Patterson‟s (1997) argument for
the existence of different models. He stated that “the academic collegial and
administrative bureaucratic models that exist in the HEIs drive the educational
delivery while academics integrate between these two models” (p. 5). The
current findings at the OUSL were similar to the literature that was highlighted
by Patterson in 1997.

These identified problems that staff face in the Sri Lankan HEIs were mainly
due to their work environments. That is, staff members work in different
models and in large hierarchical structures that are bureaucratic. Interestingly,
the UCSC has managed to overcome this problem by adapting a different
model.

Uys (2004a, 2000) suggested a Networked Educational Management that
discusses four main features: Distributed Nature, Convergence, Adaptability,
and Transitory that assist HEI management. The Networked Educational
Management, which is based on a distributed or Networked Model, couples
centralised

(strengthening

conformity)

and

decentralised

(encouraging

divergence) management approaches (Uys, 2002, p. 4). Uys (2007) also
discusses the LASO model which depends on the network model ensuring
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sustainable transformation. The HEI staff members in Sri Lanka are found to be
working in multi-model management environments that created difficulties.

When comparing the current models at the selected HEIs, The UCSC staff
members have shown its satisfaction with the current Management Model. On
the other hand, the OUSL staff members were waiting for changes that would
help them carry out their work in a more productive manner.

Table 6.1: Management Models
Management Models
CASE

OUSL

UCSC

Management

Bureaucratic,
Collegial and
Administrative
Need for possible
refining/change
of Management
Model

Charismatic,
Transactional and
Transformational
To continue with
the existing
Management
Model and enhance
characteristics
within the existing
model

Model
Research
Findings

The UCSC had based its Management on a participative Leadership style with a
history of charismatic leadership. With this model, the UCSC has reached a
high level in e-learning RDD activities.

However, this research has shown the need to have a Management Model that
can link management, work teams, content experts, administrative staff,
technical staff and Instructional Designers together in a more cohesive manner.
It is emerging through the analysis that the UCSC with their Management
Model is progressing well with e-learning RDD activities.

Theme 1:
Working in more than one Management Model was found to be challenging.
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Also, the HEIs use different Management Models within their institute.
6.1.1.2. Leadership Style
As described in Chapter Two, there are many Leadership styles that are suitable
for managing projects similar to e-learning RDD. However, according to the
participants‟ views, the UCSC had a charismatic Leadership management style
that was followed by both transactional and transformational styles while the
OUSL had a bureaucratic Leadership style.

Table 6.2: Leadership
Leadership
CASE

OUSL

Leadership style

Bureaucratic
Leadership style

Research
Findings

UCSC

Charismatic,
Transactional and
Transformational
Leadership style
Preferred to have Preferred to have
a Leadership style the same
that provides
Leadership style
more individual
academic
autonomy

The Middle Level Leaders such as HODs and Program Coordinators, were
working to reach and to implement an affirmed belief that they could help rural
students to build a better country. These thoughts were driving the projects. The
Middle Level managers‟ personal interests and contributions to the success of
the projects to date have been at a commendable level. However, a similar level
of contribution to the projects‟ success from every staff member was not
visible.
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6.1.1.3. Motivation and Encouragement
Referring to Bates (2000), building congruity between different Management
Models is challenging. As in his argument about working in different
Management Models, HEIs in Sri Lanka have to develop a system that
encourages teaching units to be innovative and to respond quickly to change.
Bates (2000) also stated that encouragement has to be initiated by the
management without having redundant and conflicting standards, policies and
procedures. This is an important point for Sri Lankan HEIs because with
multimodal instructions it was evident that staff had to deal with conflicting
standards and mis-matching instructions. This applies to UCSC as well as to
OUSL since they also work towards project goals and tend to have more than
one person instructing the lower level staff.
Table 6.3: Management Aspirations
Management Aspirations
CASE

OUSL

UCSC

Management
Aspirations

Multimodal
instructions

Clear
instructions

Research
Findings

Teaching staff
expect
encouraging
feedback
Need to refine
standards,
policies and
strategies.
Need to redesign
standards,
policies and
strategies
eliminating
redundancies
and conflicts
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Sometimes
more than one
instruction
given
Required
communication
strategies to
communicate
institution
strategies and
procedures

Some staff were unmotivated due to certain management issues such as
payment delays, mis-matches in payment schemes and lack of e-learning
Resource Development training. However, through clear policies, procedures,
and a common understanding, working teams can achieve better results in elearning RDD activities.

When considering the employment categories of the participants, it showed that
different employment categories also had different focal points to be
considered. They are as follows:
Management was concerned about the other employees‟ capabilities and
their capacity to take on responsibility. The academic staff members, on
the other hand, were concerned about the workload. Staff members felt
that they were given extra work without considering their other
responsibilities. Technical and Administrative Support staff members
found it difficult to manage getting instructions from more than one
party. Technical and administrative support staff at the OUSL also
found it difficult to manage their workload.

Again the workload considerations varied across institutions. For example, at
the UCSC the workload was reviewed weekly as well as being based on the
project. According to the participant at the UCSC, weekly review meetings
provided them with the opportunity to discuss their problems and adjust work
priorities according to the requirements. However, this was not the case with
the OUSL, where reviews rarely took place.

In responding, some academics showed an interest in receiving training in areas
of management. They wanted to explore areas such as Leadership and
Management, and were interested in having training sessions in these areas.
They wanted to be more professional in what they did, in terms of managing
and leading staff towards e-learning RDD. They were especially concerned as
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to whether they were using correct management strategies to lead projects such
as e-learning RDD.

Theme 2:
Required a variety of training to enhance Management and Leadership skills
with staff needing motivational activities and continuous encouragement
Needed clear guidelines or procedures to motivate, encourage and involve
staff in the process of e-learning RDD. The Leaders have to understand the
staff problems and to provide support in order to solve these problems.

6.1.1.4. Leadership
Leadership styles depended on employment category. The academic staff
members were using their own Leadership style to lead other staff, while the
institutional differences were evident. That is, the Management style was
dependent on the institute‟s restrictions and limitations, as well as the
institutions capacity to invest in new resources, recruitments and expenditure.

Table 6.4: Leadership Based on Employee Category
Leadership
Staff Category

Management

Academic

Support Staff

Leadership style

Some were
leading by
experience.

No specific
Management or
Leadership style
was specifically
identified.

Some were trained
to be leaders, and
it was through
organisational
culture that they
were identified
and trained

Some academics
had their own
personal style of
handling a project

No specific
Leadership style
was used. Staff
followed the
instructions
given or the
tasks assigned
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Some staff
showed
innovativeness in
getting the work

done
Research
findings Expectations of
the Participants

Need for:
Training and workshops
Mentoring and facilitating sessions
Opportunity to be provided to more than one person so that
there will be successors to lead the organisation

Leaders showed interest in the different skills and facilities that they require in
order to lead e-learning RDD activities.

Theme 3: The need to take the innovativeness of staff into consideration, and
support staff in order to build innovative resources.

6.1.1.5. Roles and Responsibilities

As Khan (2005) stated, staff need to be assigned roles and responsibilities when
carrying out tasks.
A high level of sustainability of e-learning RDD activities was shown to be
present at the UCSC. This was due to the arrangements that were permanently
in place within the structure of the organisation as well as understanding and
implementation strategies that were in use, in order to effectively delegate and
promote e-learning RDD within that organisation. Further enhancements
seemed to be possible through training and dividing the work among the staff
members.

The OUSL has to adhere to several rules and regulations in terms of managing
e-learning projects due to a pre-arranged set-up within the organisation.
However, the person in charge was very committed and his personal
contribution drove the project. Sustainability of the project was at risk due to
the number of people who were not committed to contributing and who were
hesitant in taking on responsibilities.

191

Sri Lanka is still in its initial stages of embarking on the project of e-learning
RDD activities, hence current projects are running with the support of
international aid and with the guidance of external consultants. To make these
e-learning RDD activities sustainable the HEIs have to create an environment in
which all staff are encouraged to be highly involved. They also have to plan for
sustainability beyond the project life span in order to carry out these tasks to
support learners in the future.

Table 6.5: Sustainability
Sustainability
CASE

OUSL

UCSC

Sustainability

No plan

No plan

Research Findings

Need to create a plan and embed into the strategies to
promote the sustainability of e-learning RDD activities.

Theme 4:
Arrangements to increase the sustainability of e-learning RDD activities
through training, the allocation of responsibilities and the accountability of
the people accountable
Table 6.6: Leader Motivating Staff in Relation to e-learning RDD
OUSL Senior Leaders

UCSC Senior Leaders

Less involved
Less support

Actively involved

Motivation through
procedures

Support all staff
Motivate staff

Recognise efforts
Minimum communication

Constant

with other levels

communication with
other levels

Performance appraised
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Performance taken for
appraisal

Project performance
measured
Take corrective
actions
Re-allocate resources
The UCSC leaders have taken an active role in re-enforcing high performance
requirements in e-learning RDD activities. At the OUSL it was found that the
Middle Management were engaged in the above mentioned tasks; however,
Senior Management were less involved in re-enforcing high performance at the
OUSL. Hence, motivation among the staff was less due to delays in information
flow, working environment issues and flaws in the reward systems. Academics
are motivated to carry out their teaching in the e-learning mode through their
own interest. Since there is less recognition of such activities, the staff members
at the OUSL are not highly motivated.

The OUSL staff members were working through a project plan to carry out elearning RDD. Even though the project plan‟s time schedule has lapsed, the
staff of OUSL were trying to work towards e-learning RDD activities. On the
other hand the UCSC staff were working in accordance with work plans and
action plans. The staff reviewed these plans weekly, as well as on demand.
Taking corrective actions according to the current work being carried out, the
UCSC identified what needed to be done and re-arranged the workloads in
collaboration with the Team Leaders. Through these activities the Managers
were driving the e-learning RDD activities. At the UCSC, peak times and
workload imbalances were identified and arrangements were made to have a
smoother work environment.

Accountability for actions by all levels of staff was only seen at the UCSC. In
comparison, at the OUSL accountability was mainly resting on the Manager‟s
shoulders. The actions of Management were considered to be accountable in
relation to government rules and regulations. However, their actions were not
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particularly transparent. Knowledge was restricted as a cultural practice; it was
kept for people in positions of authority. Policy makers and policy
implementers were different, and thus policy misinterpretation within the
organisations was common. As all the institutions are state funded
organisations, there are audits that take place yearly. These audits investigate
financial and other Resource Management Procedures. However, so far there
have not been any e-learning RDD audits internally or externally.

The promotion of e-learning RDD to foster development, generate results, and
maintain legal and ethical behaviour within the two institutions was quite
different between the two HEIs. The USCS promoted e-learning RDD activities
by encouraging staff and by abiding with current polices and procedures. At the
moment OUSL are concentrating on obtaining resources for their project.

The OUSL was less able to be responsive to opportunities as they are governed
by red tape procedures. The UCSC had found a way around this problem by
initiating and setting up the school of computing rather than purely depending
on the UGC governance. The UCSC has a high degree of autonomy compared
to the OUSL. At the UCSC e-learning RDD purely takes place through project
funding. This method of management has proven to be more responsive to
requirements, whereas the OUSL governed mainly according to project
directives in collaboration with standard government procedures.
6.1.1.6. Encouragement Through Training
The two participating institutions provide facilities in the workforce to increase
learning for staff. The UCSC provides scholarships, conference attendance
opportunities and training within the organisation, while the OUSL provides
facilities in the workforce to enhance learning and to increase skills and
knowledge in the areas required to effectively carry out RDD tasks. As stated
by the participants, tutor-mentor training provided by the DEMP has helped
them to understand online learning environments. The training provided by
internal trainers for the OUSL staff, such as the Educational Technology
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department and the Computer Department, has involved some of the most
important workforce learning sessions to have helped staff to learn and
implement new technologies.

Theme 5:
All the HEIs investigated were training staff to encourage them to be involved
in e-learning RDD
Other aspects of leadership were also contributing to Management roles. Some
of the identified areas were communication, motivation, and the building of
team aspirations.
6.1.1.7. Communication
Communication strategies in the organisations were mainly found to be via
informal discussions. The current communication procedures do not keep track
of incidents, nor do they provide evidence of events that have taken place
within the organisation.

The UCSC uses email as a communication mechanism, whereas the other
institute uses memos and signature book notices for formal communication.
Two-way open communication is encouraged within all the institutions.
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Table 6.7: Communication in e-learning RDD Environment
Communication in e-learning RDD

1

2

Informal
Discussions
Formal
Meetings

High

Medium

Frequency

UCSC

Frequency

OUSL

Method

ation

No

Communic

Environments

High

High

3

Telephone

Medium

Medium

4

Emails

Low

High

5

Skype

Nil

Medium

6

Forums/Chats

Nil

Low

The above table shows the level of use of different communication tools by the
two institutes investigated. Leaders of the two institutions communicate using
different strategies with the main strategy being talking to one another.
However, there were instances where my observations provided evidence of
vital decisions made via discussions carried out in a casual environment. Some
decisions that were made in such environments were neither noted nor
recorded.
Top

Middle

Lower

Figure 6.1 Management Hierarchy

Communication flow can be improved through effective strategies. It also can
improve the speed of information flow from the leaders in relation to decisions
and changes made at other levels. It was clear that there were different
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managerial levels, with the most Senior Leaders being the Ministry secretary
and Vice Chancellor. Middle Level Leaders including Deans, the Faculty Board
Senate, Heads of Department, and similar people, and Low Level Leaders were
at the Operations Level, being Team Leaders, Program Coordinators and
Course Coordinators. The Highest Level Leaders at the OUSL made decisions
and the Middle Level Leaders assisted in this decision making. The Operations
Level Leaders implemented initiatives and had little input into the decision
making process. The UCSC could make decisions at a different level, however,
as the School of Computing was more independent.

A weakness of the current system in the two institutions was seen to be that key
decisions were not communicated in a timely manner. There were many reasons
for slow information flow including processes that held back information, the
hierarchical structure of the organisation, and the workload of the people who
handled the information flow. Further, decision makers sometimes had to
authorise the information release, leading to further delays.

Theme 6:
The HEIs investigated were slow in communicating the decisions made by
higher level management
A variety of methods and tools were used to communicate while face-to-face
dialogue was identified as the main form of communication.

6.1.1.8. Communication Strategy
Schermerhorn (2001) discussed the importance of communication and how
technology can be used to communicate effectively (p. 355). However, there
were many occasions where staff encountered problems due to communication
gaps. As stated by Schermerhorn (2001), if technology was used for effective
communication such problems could have been easily avoided. There were
several instances where meetings had to be re-scheduled due to communication
problems.
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The OUSL participants indicated that their time was wasted due to long
meetings that they had to attend, but which had no direct impact on their
activities. Some of these problems could be avoided by creating schedules and
reminders. Online or manual organisers would help to avoid the above
mentioned problems. Even managing a diary could be effective rather than
trying to remember all the activities individually. It was also found that several
Leaders depend purely on their memory without even using a diary to record
scheduled activities. In such situations the sustainability of the organisation
becomes problematic as many of the scheduled activities become hidden or
unknown to others, and in the absence of such a leader the organisation may
become disorganised. With such poor management strategies in e-learning
RDD the progress of the projects becomes hindered and will depend more upon
particular individuals.

The UCSC is equipped with the technology, skills and culture to use such
communication strategies.

Table 6.8: Communications Strategy
Communications Strategy
CASE

OUSL

UCSC

Communication
Strategy
Research
findings

Difficulties
identified
Use of
technology to
increase
communication
efficiency

Satisfactory

Use of refined
methods to
record
activities
Use of separate
meetings for
different levels
Consider
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Communication
strategies to be
refined

conducting
high quality,
short and
effective
meetings
The identified communication difficulties need to be considered in the elearning RDD environments. The HEIs in Sri Lanka are striving to gain better
teaching and learning facilities for students, and in order to continue with this
objective communication strategies need closer attention.
Theme 7:
All of the HEIs investigated mainly used face-to-face communication.
Require effective communication strategies.
6.1.1.9. Communication in the e-learning RDD Environment
Table 6.9: Communication in the e-learning RDD Environment
Communication in the e-learning RDD environment
CASE

OUSL

UCSC

Communication

Limited

Two way
communication is
supported

Research
Findings

Enhance two-way communication
strategy
Plan and implement
communication strategies that
engage the entire workforce

Communication in the two HEIs needed consideration. It was evident that the
cultural behaviours of people such as talking to each other about their decisions,
roles, responsibilities and work, all needed to be practised. However, a means
of engaging the entire work force in communicating work related issues and
possible improvements was not available in a formal manner. The two-way
communication described in BEEM which streamlined communication
problems was not visible in the HEIs in SL.
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6.1.1.10.

Personal Commitment

The personal commitment of staff members involved in the projects at the
OUSL and the UCSC was high, and this was mainly driving the projects. At the
same time the participants raised concerns about receiving a full commitment
from all staff in e-learning RDD activities due to the current incompatible
polices and regulations.
Table 6.10: Staff Personal Commitment
Staff Personal Commitment
CASE

OUSL

UCSC

Staff personal
commitment

High –among the
people who are
involved
Low –among
others
Create a working
environment that
engages and
motivates staff

High

Research findings

Enhance

Support and
encourage staff
Theme 8:
Many staff members are highly committed in the Education Sector. At the
same time it was found that the younger generation’s commitment was not as
high as that of the older generation.
6.1.2. Strategic Planning

BEEM was used to investigate the way that HEIs conduct their strategic
planning. According to the findings, the investigated HEIs conduct their
strategic planning at a high level based on Government Strategic Plans, and
under the guidance of their governing body. The Ministry of Education and
Higher Education liaise with several international organisations to build
strategies for the country‟s education. This strategy building takes place in
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teams after undertaking market research and after considering current issues in
the education sector. Hence, building strategy takes place at a very high level,
most of the time at the University Grants Commission (UGC) level or at the
Ministry of Higher Education level. The universities and higher education
institutions follow these strategies when creating their own university strategic
plans. At the university level, strategy development takes place at a higher level
where Faculty Heads and Administration Heads get together.

The strategic plans that were investigated from the OUSL addressed general
strategies related to the HEIs and barely included any technology-specific
strategies. On the other hand, the UCSC had prepared a specific strategic plan
for the National e-learning Centre.

As described in Chapter Two, according to BECTA (2003) and Wills (2006)
only some universities in the world have published a separate strategic plan for
IT in Teaching and Learning. Similar to Australia, New Zealand and the UK,
Sri Lanka has introduced national strategies in relation to IT and education
(Hanna, 2008).

Even though the above mentioned national IT strategies have been developed,
Sri Lankan HEIs face many problems due to insufficient distinct strategies
related to embedding IT for teaching and learning purposes. Considering Wills‟
(2006) argument, Sri Lankan HEIs would benefit by generating strategic plans
for IT in teaching and learning. These could be based on the National e-Strategy
Plan that Sri Lanka has already developed.
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Table 6.11: Strategic Plan
Strategic Plan
CASE

OUSL

Strategic plan for Not available
IT in teaching and
learning

UCSC
A strategic plan

for

the

National e-learning Centre is
available.

Research Findings

Absence of a strategic plan specific for IT in Teaching
and Learning.
The strategic plans need to be communicated to the
staff.
The current strategic plans are complex and abstract
leading them to be irrelevant in the work environment.
The new strategic plans need to be simple and relevant
to the work environment.
The strategic plans are not readily accessible.

Theme 9:
Strategic plans specific for IT in Teaching and Learning need to be developed
and communicated to the staff

6.1.2.1. Communicating a Vision and a Mission
The BEEM indicates that organisations need to identify key processes and
participants. However, in the HEIs the processes were determined according to
the project or based on existing traditional mechanisms. The UCSC, working on
a different model, had reached a better level in e-learning RDD compared to
other institutions.

The identification of the blind spots highlighted in the BEEM by the Leaders is
another area that was found to be weak, as revealed by the Managers who were
interviewed. Tony, who had worked in industry, emphasised these issues
because he could view the problems from a different angle.
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It was found in the research that Senior Leaders were aware of the visions and
values of the organisation. They had a clear understanding of the plans and
strategies that were in place. However, lower level staff was found to be either
uninterested or ill informed regarding the organisational strategies which were
in place. At UCSC, the lower level staff members who participated in the study
were unaware of strategies within the institution. Similarly, in the other
institution, the staff members who were interviewed in the study were not
concerned about the Strategic Plan, as it was not seen to be relevant to their
work environment. It was pleasant to see the vision being communicated. The
vision of each institute was made clear to internal staff as well as to other
stakeholders such as the students, suppliers, competitors and the other
communities by making the Vision and the Mission visible on notice boards
and in newspaper advertisements.

Theme 10:
Institute Vision and Mission was made clear while the Strategic Plan was not
given high priority
6.1.2.2. Strategy Identification
The emphasis in the identification of the Business Process Re-Engineering
tasks and issues about managing change was found to be insufficient because
implementation issues have hindered progress. According to the OUSL
participants, key issues were enclosed in the bottom triangle of the Will‟s
(2006) “Dual Roles for IT” Figure 2.1, which was discussed in Chapter Two.
The re-engineering process has not considered the problems that the staff
members face when implementing e-learning RDD activities. The integration
that was proposed by researchers such as Wills was not taken into consideration
when implementing e-learning RDD activities in Sri Lankan HEIs.
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Table 6.12: Strategy Identification
Strategy identification
CASE

OUSL

UCSC

Identify key
processes
Identify key
participants
Identify potential
blind spots
Create SWOT
Research Findings

Not available

Average

Average

Good

Not available

Not available

Project dependent
Project dependent
Absence of clear authority and assignment of
responsibilities
Average level of identification of key people for tasks
Creation of SWOT, mainly project dependent

The BEEM states that strategies should be supported by the data and SWOT
analysis, as well as educational technology shifts. Market demand and
stakeholder preferences are areas that should be considered in strategy and
policy making. However, participants such as Guna and Tony provided
evidence to indicate that this information was not taken into consideration in
developing strategies.

According to the BEEM, the staff members need to be provided with sufficient
technological resources to carry out the tasks effectively. Khan (2005) and
Wills (2006) have discussed the technological requirements of HEIs to carry
out e-learning RDD.

Theme 11:
The key processes, people, and responsibilities need to be identified, and their
responsibilities and roles have to be embedded into the institute’s strategic
plan that is specific to IT in teaching and learning.
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6.1.2.3. Technology for e-learning RDD
Insufficient facilities have generated discrepancies in education, and as a
solution the institute has strategically planned to purchase new resources and
computers. As the identified competitors are providing facilities, the institute is
searching for similar solutions that can be implemented with the granted project
funds. Long-term organisational stability was evident; however, it may be
beneficial to make arrangements to involve many staff members rather than
depending on only a few.

Table 6.13: Technology for e-learning RDD
Technology for e-learning RDD
CASE

OUSL

UCSC

Technology

Scarce Resources

Embedded

Research Findings

Resources
provided Sufficient resources were
were not sufficient to provided
carry out the assigned
tasks
Additional
resources Enhanced resources desired
may be required
to carry out tasks effectively

The OUSL was in line with the government strategies that they had developed
in consultation with project partners, consultants, and governing authorities.
However, at the OUSL the ability to execute the strategies according to the
schedule was poor. The strategic plan was very well-written, with goals and
objectives covering the strategies of the Institute.

At the OUSL many staff members who participated in this research knew about
the strategic plan, even though locating a copy was difficult. This showed that
the strategic plan was not used to carry out daily tasks.

Further, I could not see any templates or specific guidelines as to how to
develop e-learning RDD resources. It was mainly carried out through
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experience, or according to the training manuals that were given to develop the
resources. The participants outlined that they could develop the resources at
their own discretion, with style and standards not being a problem as long as the
resources were ready for delivery. The main criteria for the OUSL were the
DEMP guidelines. These were comprehensive, but the guidelines were not
specific to the institute, rather they were generic, that is they were suitable for
any organisation or institute that is involved in collaboration with a DEMP
project. Therefore customised templates and guidelines were not available at
OUSL.
6.1.2.4. Strategy Development
The development of strategies in the institutes was different from one to
another. The UCSC development strategies followed to the SLIDA and the
UCSC standards, and were less bound by the UGC, while the OUSL was
constrained by different rules and regulations in accordance with the funding,
and the governing bodies (UGC).

OUSL
Top level
Management

University
Grants
Commission

Projects
IRQUE

OUSL
Strategies,
Policies and
Procedures

Ministry of
Higher
Education

DEMP

Figure 6.2 Strategies, Policies and Procedural Development
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There was a minimum number of policies and procedures in relation to elearning RDD at the OUSL. The informants were concerned about current
policies and procedures. They were envisaging changes and looking forward to
having new policies and procedures specifically for e-learning RDD activities.

Table 6.14: Strategy Development
Strategy Development
CASE

OUSL

UCSC

Strategy
Development
Research Findings

Project-based
Project based
Governed by UGC
Limited amount of data and information used to create
strategies
Project-based information used to identify
organisational strengths, weaknesses, opportunities and
threats
Need to use market demand and stakeholder
preferences

Another quite visible fact according to the participants‟ views was that strategic
objectives and strategic plans were mainly considered to be higher level
concepts. Therefore the strategies, policies and procedures were mainly in a
written format, and not many of the staff had an interest in them. However, at
the UCSC, the Managers created action plans based on these strategies for the
other staff to implement e-learning. These action plans were reviewed and
compared on a weekly basis in order to guide the actions of the staff members.
The OUSL lacked clear processes in relation to e-learning RDD, and did not
use action plans to guide the staff. Evaluations were only project-based and the
RDD activities were less guided by senior staff.

Theme 12:
The strategies were mainly project-based and developed at a high level.
However, these strategies were not representing the market needs.
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6.1.2.5. Strategy Deployment
The UCSC had created a strategic plan, action plans, and team work plans as
short-term and long-term plans. These plans were developed by the Leaders in
line with government strategies. School of Computing and e-learning Centre
strategies were developed within the institute, as they had the autonomy to do
so. This facility allowed the UCSC Management to adjust quickly according to
requirements. Management had been building strategies which had yet to be
made transparent to the lower level staff members.
Table 6.15: Strategy Deployment
Strategy Deployment
CASE

OUSL

Strategy Deployment Project-based
Not reviewed

Research Findings

UCSC
Project-based
Reviewed often

Used action
plans
Enhance review process
Absence of
action plans to
guide staff
Absence of
continuous
guidance to staff
Need review
Need specific
procedures
review
procedures
Absence of
clearly guided
implementation
and
performancemeasuring
methods

The participants at the OUSL were not enthusiastic about the policies that
existed to govern their e-learning activities, as these policies were created for
face-to-face teaching and learning. It would be ideal to have separate policies
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for e-learning activities. The leaders in the HEIs need to attend to this problem
and to raise the issue at higher levels in order to bring suitable changes to the
policies and strategies that are currently in place.

Table 6.16: Governance
Governance
CASE

OUSL

UCSC

Governance

No special
strategies for elearning

Research Findings

Need to review
and refine
existing strategies
and create
separate policies
for e-learning
RDD

Existing
strategies for elearning are
separate from the
face-to face
delivery
strategies
Enhance existing
strategies

Leaders need to be proactive and
raise the issue at higher levels
Need for change in order to create a
better working environment

Theme 13:
Develop and use action plans to deploy strategies in relation to e-learning
RDD

6.1.3.

Student Stakeholder and Market Focus

The BEEM discusses the identification and determination of the students‟
requirements, needs, expectations and preferences. At the HEIs in Sri Lanka the
identification of these is mainly based on the students‟ feedback or through
government research statistics. Most of the time the information produced by
the Statistical Department is for the previous year, as the collection and analysis
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of data takes time. Therefore, decision making is not in line with the current
students‟ requirements and expectations. The UCSC conducts continuous
reviews, and through this review data decisions are made to incorporate student
requirements. Consequently, progress development at the UCSC can be seen
both in the course development process and in the steps that have been taken to
increase the course delivery facilities, such as the setting up of an e-Testing
Centre and the creation of uniform login procedures.

User requirements were analysed through the feedback provided by students,
market surveys and through research carried out by international consultants.
However, it was seen that there were gaps in these procedures as the
stakeholders were not well represented in the gathering of requirements.

The UCSC carried out frequent surveys and information gathering to identify
the requirements of courses designed by the e-learning Centre, however, full
time university courses had little input from the stakeholders in this area. At the
OUSL there were even fewer opportunities to gather market information from
the stakeholders. The emphasis was on other issues rather than identifying
market trends.

It was considered that there is a demand for the courses that are delivered by the
State Universities. Therefore, not much time and energy was spent on
identifying stakeholder requirements. However, the use of proactive methods
when taking customer feedback into consideration within the system, and
adapting according to requirements, will refine requirement identification at an
early stage. As OUSL depends on government rules and regulations it is not
possible to adapt to requirements without going through the appropriate
procedures. The identification of customer needs in business organisations is
carried out in a formal manner (Schermerhorn, 2001), whereas it is not done in
this manner in the HEIs in Sri Lanka.
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Surry and Land (2000), Khan (2005), and Wills (2006) have mentioned that
people who become involved in the process of e-learning become a key
component of the process. This includes customers (students), stakeholders,
developers and management. According to the findings, the customers‟ and
stakeholders‟ engagement in the process of Education Programs, offerings and
services, is limited in Sri Lankan HEIs. Even though it has been discussed as a
key component, it was not clear how the HEIs identified the stakeholders‟ and
customers‟ requirements and how the Educational Programs had become
innovative enough to meet these requirements. Since the selected HEIs are
government-funded organisations and have a high demand for their courses,
innovative Educational Program expansions are limited. However, with
government support, e-learning courses have been developed for delivery.

The mechanisms to support Educational Programs were via projects which
were governed by the UGC or by the Ministry of Higher Education‟s Policies
and Procedures. These policies and procedures were communicated through
hierarchical channels and took time to filter down. The communication of these
innovations and Educational Programs to students and stakeholders were
through the mass media, as there was a large number of interested parties.
Students were told about the changes via various publications on the student
notice board, and also by written messages passed on from the academics.

Khan (2005) stated that the identification of stakeholders is important to the
sustainability of Educational Programs. However, the HEIs in Sri Lanka mainly
identify the requirements of students with student feedback which is provided
through course evaluations.
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Table 6.17: Identification of customer requirements
Customer requirements identification
CASE

OUSL

UCSC

Identify customer
requirements

Limited identification

Only through feedback

Research Findings

Only through feedback
Limited customer engagement in designing
Educational Programs and offerings
Absence of customer involvement in designing and
developing courses that represent market requirements
Less adaptability according to market changes
Limited information was provided to students about
transfers, making complaints and receiving referrals

Theme 14:
Customer engagement, customer satisfaction and, dissatisfaction,
identification, and complaint-handling procedures are limited, and hidden
within the system. There is a need to put some innovative processes in place
in order to engage the customers and, stakeholders.
The institutes identified the students learning styles. The staff members at the
institute were considering different learning styles, and provided the resources
to satisfy a variety of these styles. Staff also indicated the different technologies
that they had used for this purpose.

Staff used these technologies to communicate and build relationships with the
students. These relationship-building sessions were used as teaching and
learning enhancement procedures.
6.1.4.

Measure, Analysis and Knowledge Management

Chapter Two discussed Marshall and Mitchell‟s (2002) identification of the elearning Resource Development and Delivery requirements of multidisciplinary
skilled personnel for e-learning RDD. The identification of skilled staff to carry
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out e-learning RDD within Sri Lankan HEIs was a challenge, as data and
information for such tasks were not readily available within the HEIs.

The UCSC has come a long way with a national e-learning Centre, with the
recruitment and training of staff in order to encourage them to develop their elearning Centre. However, it was only at the UCSC that action plans were used
to carry out planning within the e-learning Centre. In contrast, the OUSL did
not have mechanisms to integrate data or methods to track daily operations that
were aligned with the organisational strategies regarding e-learning RDD tasks.

Key organisational performance measures in relation to e-learning RDD were
not found in the Sri Lankan HEIs. Stone (2002) identified three areas that need
to be addressed in performance appraisals: goal setting, performance review
feedback and discussion, and performance improvement. He stated that
performance measurement is an absolute necessity for effective feedback.
Feedback in turn is also necessary for quality goal setting programs.

However, the UCSC has performance appraisal mechanisms that assist
performance measures in the e-learning RDD environment. The UCSC showed
how they use data for decision making such as re-scheduling work and
allocating more resources. Also, the UCSC respondents described how they
used this information for new staff recruitments.

Table 6.18: Performance Measuring
Performance Measuring
CASE

OUSL

UCSC

Performance
Measurement

Limited performance
measuring processes

Established through
action plans

Research Findings

Absence of performance
measuring related to elearning RDD
Performance measuring processes were weak
The use of performance measures to support decision213

making were used at UCSC to a certain extent
No relation was found between Performance
Measurement and Educational Need and Direction

Theme 15:
Need clear relationship between Performance Measurement; and Business
Strategy, Educational Service Needs and Direction.
The UCSC used performance measurements in the e-learning RDD
environment. Performance measurement is a key area that requires closer
attention.

6.1.4.1. Analysis Procedures
As discussed in Chapter Two, the RIPPLES model (Jasinski, 2007) analyses
four key areas: the use of technology for teaching and learning; the use of new
practices; the effectiveness in working with staff both individually and
collectively; the cost benefit in determining the return on investment. In the
investigated HEIs, analysis as described in the RIPPLES model was not clearly
evident. There were project-based analyses available, but institute based
analyses in relation to the above mentioned areas was not available.

Table 6.19: Analysis Procedures
Analysis Procedures
CASE

UCSC

Use of
technology for
teaching and
learning

Analysis Procedures to identify the effectiveness of using
technology for teaching and learning were unavailable

Use of new
practices

Analysis procedures to identify and implement required
new practices in management, teaching and learning were
limited

Effectiveness in

OUSL

Analysis procedures to identify possible collaborations in
the e-learning RDD and teaching and learning environment
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collaborative
work

were not identified
Analysis procedures to identify the cost benefit and to
implement the most desirable methods accordingly, were
limited

Cost benefit to
determine return
on investment
Theme 16:
The use of analysis procedures to identify: required new practices; the
effective use of technology; and, possible collaborations in the teaching and
learning environment, was found to be limited and weak.
6.1.4.2. Knowledge Management
In each participating HEI the staff members were more than happy to share the
knowledge gained through various Training and Professional Development
sessions. However, due to many reasons, such as time constraints, a lack of
Management support or similar factors, not many processes for sharing
knowledge were in put place.

The cascading PD model (De Silva Lokuge, 2008b) that was described in
Chapter Two highlights the benefits of sharing knowledge and „trickling down‟
information within an organisation. Thus it was mentioned that it would be
desirable to have a system that facilitates such activities within the HEIs, where
staff could share their tacit knowledge and experiences.
The HEIs‟ strategic alignment with information gathered was hidden within
processes rather than being included in the organisational Knowledge
Management Procedures. The UCSC was tracking projects in a timely manner
but the OUSL was struggling to keep up with lapsed time schedules. As
mentioned in the BEEM, the systematic use of information to evaluate results
and manage knowledge will assist in improving the HEIs‟ processes.
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Knowledge Management addresses learning by incorporating knowledgesharing processes, and attending to specific forms of informal learning such as
communities of practice or providing access to learning resources or experts
(Efimova, Swaak 2003). However, in the HEIs it was difficult to find such
communities of practice or formal Knowledge-sharing Sessions. Many staff
have shown interest in participating in Knowledge-sharing Sessions provided
that there is time allocated for such activities. At their review meetings the
UCSC created an opportunity to share knowledge, to some extent.

It was clear that several organisational barriers such as different perceptions
from management and a lack of shared understanding and common
methodologies, prevented knowledge-sharing within the HEIs in Sri Lanka.

Business organisations such as IBM, Google and similar companies have
formal Knowledge-sharing Sessions (Hong et. al, 2004). Compared to these
business organisations, HEIs did not have assigned staff to take responsibility
for knowledge-sharing. In business organisations there are roles created to
manage such tasks, for example, Chief Knowledge Officers. The Human
Resource Department is another area in which business organisations depends
on Knowledge Management. In the HEIs in Sri Lanka such roles were not
created and HR Management was handled by Administrative Officers, with the
assistance of Faculty Management.

It was clear that a change of work environments would encourage knowledgesharing and workplace learning. Allocating time, space and equipment to do
their work could also encourage staff to share knowledge in the new working
environments. Further, creating a culture with a community of practice that
provides staff training, coaching and mentoring would encourage staff to
participate in e-learning RDD activities.

Mentoring Programs were organised within the Institute, and across all of the
institutes for a better understanding of staff RDD support. This began while the
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DEMP project was in place, however, after the demise of the project, these
Mentoring Programs were faced out. Hence, there was a lack of continuity
within the organisation‟s processes.

By making the community an important source of input for future plans, it is
possible to create more interest among staff members. Gaining community
support to identify student requirements, market changes, and course delivery
changes can also assist in developing a new culture within the organisation
which will, in turn, help e-learning RDD to advance.

One of the main complaints from the participants is that they did not a have
suitable infrastructure. By providing infrastructure support, it is possible to
retain the knowledge that is passed on from other people who are either about
to retire or who worked on a short assignment.

It is also seen that the new Staff Recruitment Orientation Program could be setup as a community practice. This would provide sufficient orientation for new
staff to adapt quickly and efficiently, therefore creating a greater potential for
new staff to become effective members of that community within a short period
of time.

6.1.5.

Work Focus

Khan, in his P3 Model, discussed People, Products and Processes (Khan, 2005).
Surry and Land (2000) in their discussion, explain how staff members‟ goals,
skills and talents; and, backgrounds, beliefs, opinions and feelings, contribute to
organisational development. These factors were emphasised in Chapter Two,
Literature Review. Both of the HEIs investigated showed that the people were
the key driving elements of the process of embedding e-learning. At the OUSL
the three participants were self-motivated, and emphasised how they wanted to
help society, the rural students and the country. These feelings drove the
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projects even though the monetary incentives were not in line with the level of
service and contribution that the participants were providing.

The two Institutes placed a different degree of focus on the staff. The main
concern of the staff members at OUSL was the discrepancy in payment that
they were experiencing. The participants indicated differences between industry
standards and the payment schemes that they were offered. Further, the
participants showed how the staff members were not motivated to work due to
these discrepancies. The main reason given by the OUSL staff was that the
policies and regulations that were built for traditional teaching and learning had
been applied to e-learning RDD activities. It was evident that the commitment,
time, innovation and creativity required to develop e-learning activities was not
clearly analysed, understood and measured by the OUSL Management. This
had not created an encouraging environment for staff to engage in e-learning
activities.

At the UCSC, payment procedures were clearly defined, and time allocations
were closely monitored and reviewed therefore staff were highly motivated.
Staff members contributed to the projects and took initiatives when doing elearning RDD work. Further, the UCSC has taken steps to motivate staff by
providing work-based rewards.

The comparison between the UCSC and the OUSL shows a large contrast in the
work focus area. The participants at the UCSC have mentioned that many of the
initiatives were proposed by their former leader, Prof. Samaranayake.

Table 6.20: Incentives
Incentives
CASE

OUSL

UCSC

Incentives

Low

Satisfactory

Research Findings

Need clear
policies and
procedures for

Incentive
Schemes were
available
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incentives
Existing
Incentive
Schemes have to
be made public

The existing
Incentive
Schemes have to
be made publicly
available so as to
encourage staff

Theme 17:
Clear policies and procedures are needed to motivate and encourage staff to
carry out e-learning RDD activities.

6.1.5.1. Staff Contribution
Khan (2005) stated that clearly listed roles and responsibilities of e-learning
Team Members result in effective management. However, specified roles
within the OUSL in relation to e-learning RDD activities were not visible.
Teams were allocated responsibilities but these responsibilities were vague.
This led the way for some staff to contribute to the project at a minimum level
or even to avoid the activity altogether.

Table 6.21: Staff Contribution
Staff Contribution
CASE

OUSL

UCSC

Staff Contribution

Varies

High

Clearly

specified Not available

Available

roles
Research Findings

Need to define
staff-roles and to
make them
available

219

Roles clearly
defined and staff
were made
responsible for
assigned tasks

Theme 18:
Staff contribution increases with clearly defined roles, and assigned
responsibilities.

6.1.5.2. Staff Support
Surry and Land (2000) in their RIPPLES Model indicated how important it is to
have staff support when carrying out routine tasks. This is especially true in the
e-learning environment where staff go through drastic changes in using
technology and developing resources, and where the use of teaching support
becomes a critical factor. Even teaching methodology is different and staff need
assistance in this area as well. In the OUSL, support is less compared to the
UCSC, mainly due to the fact that the use of technology is new to the staff
members at the OUSL. Hence efficient and effective support methods need to
be developed and implemented by the organisations where new developments
are taking place. To be effective in e-learning RDD the HEIs need to provide
technical, training, pedagogical and administrative support for teachers, learners
and those supporting the process.

Table 6.22: Staff Support
Staff Support
CASE

OUSL

UCSC

Support

Low

Good

Research Findings

Low level of
support provided
in technical,
training,
pedagogical and
administrative
areas

Support exists
Enhanced
support may
increase
productivity

Grunwald (2002) identified the necessity to be able to support and provide staff
with development opportunities, time, prompt technical support and, incentives,
and to give them a positive attitude towards technology, he also mentioned that
incentives and rewards are key areas needed to encourage staff to use
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technology. Encouraging risk-taking is also an important area as staff become
more innovative. Further, in his discussion several other similar requirements
have been mentioned which I have cited in Chapter Two. Considering these
requirements, it is ideal for Sri Lankan HEIs to provide staff with development
opportunities that support their work rather than providing Professional
Development Sessions that are not utilised to the full.
Theme 19:
Providing a high level of support increases the commitment and motivation of
e-learning RDD
6.1.5.3. Training in e-learning RDD
Table 6.23: Training in e-learning RDD
Training in e-learning RDD
No

Training Type

OUSL

UCSC

1

DEMP

Tutor
Mentor
Instructional
Design
Software
Training
DEMPrelated
√

Tutor
Mentor
-

√

√

Education
Technology
Department
DEMP
visiting other
institutes

Adobe/Flash
through
UCSC
SIDA and
other

DEMP
2
3
4
5
6

7

Development
Resources
International
Training
Conference
Moodle
Administration
Internal

External
Collaborations

Software
Training
SIDA
√

Training was provided to staff in both of the Institutes. As mentioned in Table
6.23 and Table 6.24, a variety of training sessions were arranged to support
staff in learning new technologies and teaching and learning methods in order
to be able to develop e-learning resources effectively.
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The UCSC identified the work force requirements for learning and skill
developments by analysing the desires, requirements and capabilities of the
staff. Similarly, the UCSC determined suitable training sessions by requesting
the staff members to identify and recommend training sessions or courses that
they would like to attend. This method of identifying the required training has
established a better understanding and relationship between the staff,
Management and Trainers. To some extent the OUSL has provided staff
members with the chance to select training; however most of the training is
based on the project, and selected by the senior Leaders rather than by the users
themselves. There was less appreciation of these management decisions
compared to the UCSC where collaborative decisions were made.

Table 6.24: Staff Development
Staff Development
CASE

OUSL

UCSC

Staff Development

Provided

Provided

Professional

Not Effective

Good

Support and
provide PD that
encourages staff

Enhance support

Development
Recommendation

Provide PD that
can be utilised
for e-learning
RDD activities
The staff at OUSL found difficulties in learning what was taught to them, and
faced constraints in preparing and communicating the Training Schedules. The
OUSL had difficulties in locating the trained staff once they had been trained.
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Theme 20:
Clear policies and procedures are needed to motivate and encourage staff to
carry out e-learning RDD activities.

6.1.5.4. Workforce Satisfaction
According to the Baldrige Model, factors such as workforce satisfaction need to
be considered in order to determine the key factors which affect work force
engagement (Baldrige, 2008). Workforce satisfaction is provided through the
implementation of a system that actively engages staff in work-related
activities.

Table 6.25: Workforce Satisfaction
Workforce Satisfaction
NO

Activity

OUSL

UCSC

1

Motivation

Medium

High

2

Time Allocation

Low

High

3

Payments

Low

High

4

Work-based rewards

Medium

High

5

Training & PD, and rewards

Medium

High

Fostering an organisational culture is important as it leads to high performance
within the organisation. Baldrige discusses the importance of this factor in
motivating the workforce to be cooperative, innovative, and to communicate
effectively (Baldrige National Quality Program, 2008). However at the OUSL,
the staff members were not able to directly comment on its performance in
relation to motivation through organisational fostering. Rather, it was
mentioned that many staff members were self-motivated, and in spite of the
lack of organisational rewards, these staff members carried out their tasks in
order to serve their country.
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The UCSC was implementing an Action Plan based approach, allocating
resources and scheduling project activities according to these action plans. The
OUSL however, was concentrating on project plans, and the influence of the
project without sufficient resources, had led to a struggle that had been felt by
all of the academics.

6.1.6.

Process Management

The Process Management aspect of BEEM examines how the organisation
determines core competencies and addresses how work systems and designs are
managed to improve the key processes. My interviews with participants, and
my observations directed me to some of the processes that were in place in
HEIs in Sri Lanka. The easily identified processes were related to routine tasks
within the HEIs, such as: employee payment; student registration and
enrolment; the issuing results; and examinations. At the OUSL, the
identification of processes relating to e-learning RDD were tedious. The
processes related to e-learning RDD were embedded within the system and
were not considered to be processes on their own. This could be due to the fact
that the general processes mentioned above have been in place for a long time,
and the new and changed processes are not being included in to the formal
procedures or systems. The creation of new processes was considered to be a
time consuming activity. The activities within processes were managed based
on the Department Leader‟s guidance. In some institutions, the processes had
been localised according to requirements which had become effective.
As discussed in Chapter Two, Khan‟s (2005) model highlighted that e-learning
RDD requires processes such as: Planning, Designing, Development and
Evaluation. He also stated that the iterative nature of e-learning processes
requires separate evaluations for each stage. Many of these tasks were carried
out by the OUSL staff members, but they were not identified as e-learning
RDD processes. The planning at the OUSL was based purely on the project.
Designing and Development were handled by the staff members who were
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responsible for Course Development. Similarly, the UCSC staff members
carried out the Planning, Designing and Development of e-learning RDD.
Surry and Land (2000) and Jasinski (2007), in discussing the RIPPLES model,
emphasised an evaluation process that includes four key areas: the evaluation of
technology in relation to learning goals; the evaluation of new practices; and
the evaluation of the effectiveness in working with staff both individually and
collectively. The evaluations at the OUSL were only via the project and mainly
for the purpose of releasing funds for the next stage of the project. In depth
evaluations were not available at the OUSL, and it was found that the OUSL
would benefit by focussing in this area. However, the UCSC has continuous
evaluation processes in place that assist it to excel in e-learning RDD activities.

Table 6.26: Processes in e-learning RDD Environments
Processes in e-learning RDD Environments
CASE

OUSL

Planning

Included in the Based on the
project plan
project as well as
on the course/unit
development
activity
Individual staff Processes identified
member
Team-based

Designing

UCSC

Course level
Subject/Unit level

Development

Team/individual
staff member

Weekly review
Processes identified
Team-based
Course level
Subject/Unit level

Evaluation

Weekly review
Only through the Based on the
project
project as well as
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Recommendation

To create
separate
processes with
guidelines for
each e-learning
RDD

on the course/unit
development
activity
Enhance the
processes and
create very specific
guidelines
To make the
guidelines available
to all staff

Theme 21:
The processes used to plan, design, and to innovate staff when carrying out
work systems were embedded in the general processes rather than specifically
in e-learning.
BEEM (2008) investigates how organisations integrate internal and external
processes to support work systems. E-learning-specific tasks, and internal and
external tasks were also embedded within the general HEI processes. Therefore
the separation of external tasks from internal tasks was not possible in the Sri
Lankan HEIs. For this reason it was not possible to clearly identify which
processes within the work systems supported e-learning RDD tasks.

6.1.6.1. Process Management Procedures
All institutes had different Process Management Procedures, however many of
them did not directly relate to the e-learning RDD. These common processes
were, for example, student registration; administration; and examinations;
which were common in the face-to-face course delivery processes. The
identification of e-learning RDD processes was only visible at the UCSC where
they practiced e-learning RDD activities at the e-learning Centre. At the UCSC,
e-learning RDD processes such as the resource, designing and development
stage, the resource validating and evaluating stage; and Team Management
were discussed by the participants. Further, the Manager at the UCSC discussed
how they review and motivate staff through an annual review process which
they called Performance Appraisal.
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Table 6.27: Process Management
Process Management
NO

Activity

OUSL

UCSC

1

Design Process

Medium

High

2

Development Process

Low

High

3

RDD Team Work Review Process

Low

High

4

Resource Review

Medium

High

Medium

High

and Evaluating Process
5

Payment Process

Theme 22:
According to the findings, Process Management was an area that needed
more attention in the Sri Lankan HEIs. Most of the organisations depended
on their traditional processes and did not create e-learning RDD specific
processes to manage e-learning RDD activities.
6.2. Summary
The analysis has revealed the views of participants from two Sri Lankan HEIs
regarding their institute‟s management practices in relation to e-learning RDD
activities. These identified views, feelings and observations were further
discussed in this chapter to reveal the current situation in relation to e-learning
RDD activities, and at the same time, to present the identified themes.

Many participants were concerned about the processes that were in place as
they did not match the real e-learning RDD environments, while others were
concerned about the payment procedures. Policies and strategies that were in
place did not match e-learning environments, and suitable adaptations in these
would be necessary to operate according to the current work environments.
Further, knowledge-sharing was not considered to be a strong area in the Sri
Lankan HEIs, especially when conducting e-learning RDD activities. Building
a new culture for e-learning RDD was an idea that had been brought up by the
participants.
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It was identified that staff who were involved were highly enthusiastic, and
motivated to provide a better teaching and learning environment for a larger
population of students via e-learning.

The research findings were summarised and tabulated in a manner that could
assist the HEIs which work with e-learning RDD activities. The HEIs
investigated were mainly Government funded universities, with the inclusion of
one Vocational Education Institute. The findings were directly related to the
Government-funded Sri Lankan HEIs; however it was quite clear that some
common themes were emerging. This has enabled the development of
recommendations

using

the

themes

that

have

recommendations are described in the next chapter.
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emerged

and

these

Chapter Seven – Conclusions and Recommendations

The chapter summarises the research, derives conclusions and suggests
recommendations. The implications and identified limitations are also
specified. Finally, plausible future research that has emerged through this
research is discussed.
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Chapter Seven – Conclusions and Recommendations
7. Chapter Seven Introduction
Chapter One describes my intention of carrying out this research. To this point I
have used a literature review; participants‟ views, beliefs, and practices, and
their personal experiences to improve my understanding of the information
which I have gathered during the course of my investigation. I have used the
BEEM to investigate and to report my findings of management practices in Sri
Lankan HEIs in relation to e-learning RDD activities.

Chapter Five describes the information gathered by myself in order to provide
evidence of the current practices of e-learning RDD activities and procedures at
Sri Lankan HEIs. Chapter Six presents a cross-case analysis of the gathered
data. My findings and analysis of the relationships between each case are used
to provide recommendations that could be employed to enhance the
management of e-learning RDD activities at the investigated Sri Lankan HEIs.

This chapter returns to the research problem outlined in Chapter One. I
summarise my investigation stating how the research question has been
addressed, while at the same time, detailing my conclusions. A discussion in
relation to how the study has contributed to established research in the field is
then presented. Further, the chapter discusses the implications, limitations and
future enhancements of e-learning RDD activities.
7.1.

Conclusions

At the core of this study, in Chapter One, the question to be researched:
“What management practices are used in the Higher Education
Institutions in e-learning Resource Development and Delivery in Sri
Lanka?”
My research findings in response to this question are presented in Chapters Five
and Six and a summary of these findings appear in the following section.
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Research: Conclusions

All of the respondents considered Management to be an important area for
HEIs, and specifically in relation to e-learning RDD. The sample of participants
showed a variety of criteria which had an affect on the management of elearning RDD. The view of each participant has been taken into consideration
in the formulation of the following conclusions:

7.1.1.

Conclusion One – Management Practices

The management practices of Senior Leaders when communicating with,
empowering, and motivating staff members in e-learning RDD, are different
from one institute to another (RQ1). The practices usually depend on the culture
and infrastructure of each Institute (as discussed in Chapter 6: Theme 1-6).

Patterson (1997) critiqued the problems that conventional tertiary education
institutes face with the practice and perception of management. It was also
mentioned that communication in hierarchical organisations needs to be
developed to suit the specific behaviour of the organisation (as discussed in
Chapter 6: Theme 7-10). However, Uys (1998) indicates that a decentralised,
less bureaucratic management model such as the Network Model, would
respond to change more effectively. Traditional educators found e-learning
RDD to be a new concept, hence, Patterson (1997) and Uys (1998), stated that
e-learning RDD tasks needed to be facilitated with decentralised, localised
attempts to suit an institute‟s needs. Paul (1990) argues that organisations
should have an open management style that motivates and encourages staff, and
delegate‟s power. Staff members who are empowered and motivated easily
engage themselves in RDD activities (as discussed in Chapter 6: Theme 19-20).
The management practices of each institute were found to be different, and
dependent on the capabilities of each institute.
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It was evident that the UCSC, with an established infrastructure, uses
technology for communication and work allocated tasks (Chapter 5 – 5.3). The
OUSL, however, uses techniques, such as attaching notices to a signature book
(Chapter 5 – 5.2), print policies and procedures for staff, and the
accommodation of friendly face-to-face conversations as a method of
communication (Chapter 5 – 5.2).

Karunanayaka (2008), Kruse (2004) and Drucker (1989) also indicate that
management style should be shaped according to the environment. The
management practices that were in use in the two participatory institutes were
found different from one another.

7.1.2.

Conclusion Two – Policies and Procedures

Institute policies and procedures were developed mainly by the HEIs; however
fewer policies and procedures existed in relation to e-learning RDD activities
(as discussed in Chapter 6: Theme 11-13 and 22). As most of the e-learning
RDD activities took place through funded projects, the policies and procedures
were dependent on the various project guidelines.

In relation to e-learning RDD activities, Wills (2000) indicated that many
universities did not have their policies and procedures published. Inglis, Ling,
and Joosten (1999) also highlighted the fact that the lack of clear policies,
procedures and strategies, created problems in the management of technologybased RDD projects (RQ2).

Further, DEMP (2005) and DEPP (2006) described the project guidelines for
the e-learning RDD activities that were in place, with those of the ADB. These
project guidelines indicated that policies and procedures were dependent on the
project guidelines. Further, some project guidelines were set-out in the „OUSL
Capacity Enhancement Guidelines‟ for a project which was to be done in
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collaboration with the OUSL (OUSL, 2005) and which had been funded by the
ADB.

The participants indicated that policies and procedures are heavily dependent on
the UGC input and on project guidelines (Chapter 5 – 5.2). However, the UCSC
was given the autonomy since it was institutionalised as a separate School,
(Chapter 5 – 5.2). Educational Development Units are critiqued by Lee (2005)
as generally being structurally separated units. Hence, the use of separate
policies and procedures within structurally separated units creates limitations in
Management. According to research findings it was evident that individual
projects were given separate project guidelines.

7.1.3.

Conclusion Three – Leadership

Emerging leadership was driving e-learning RDD activities even though the
plans were project specific.

Jasinski (2007) indicates that most of the leaders take additional personal
responsibility in order to support student learning. The implementation of
project specific action plans aligns with the Seymour and Collett (1992)
Cascading Model. De Silva Lokuge (2008a) indicates that the use of e-learning
facilitators as agents of change is effective in building enthusiasm among
educational staff. It was highlighted how these agents of change take the
leadership, and inculcate new teaching and learning practices within the
teaching units.

It was found that even with limited strategies the leaders were self-motivated.
They had taken leading role with in their institutes supporting e-learning RDD
(as discussed in Chapter 6: Theme 8-13 and 2-4). They were also found to be
driving the progress of these projects to progress via these roles (RQ4 and
RQ5).
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7.1.4.

Conclusion Four – Requirements Gathering

The gathering of requirements from users was found to be a challenge as many
of the requirements were predetermined (RQ3). There were also, only a few
innovative management practices in place to measure, analyse and manage
knowledge in the e-learning RDD environment in HEIs in Sri Lanka (RQ4).

E-learning RDD activities are carried out to provide education to the students
via e-learning. Therefore, the users of the e-learning resources vary from
tertiary students to post graduate students. Hence, the development should
incorporate many user requirements. However, according to the research
carried out, it was found that user requirements were given a low priority
(Chapter 5, 5 – 5.2, 5 – 5.3). Similarly, participants such as Guna, Anu and Dili
indicated that there were limited procedures with which to gather requirements
(as discussed in Chapter 6: Theme 14-16).

Khan (2005) indicates the importance of identifying the requirements for elearning RDD. Also, BEEM (Baldrige National Quality Program, 2008)
highlights the importance of gaining accurate requirements in order to
implement a successful course delivery and management within the HEIs.
However, according to the participants‟ views, the HEIs that were investigated
faced a challenge in the area of requirement gathering (Chapter 5 – 5.2 and 5.3).

In addition to requirement gathering, the management of knowledge, and
measurement, analysis and were found to be challenging and less developed in
areas within the e-learning RDD environment (RQ3 and RQ4). Khan (2005)
and BEEM (Baldrige National Quality Program 2008, 2008) highlight the
importance of ensuring analysis, measurement and the management of
knowledge. Stone (2002) indicates how these can be achieved through various
mechanisms, such as setting goals, performance indicators and appraisals.
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Implementation procedures, requirement gathering, measurement, analysis and
knowledge management, are high priority and were put in place to achieve the
goals in e-learning RDD.

7.1.5.

Conclusion Five – Support for Faculty Staff

It was found that support for the faculty and staff members who were
participating in e-learning RDD was in a very high level (RQ5). It was clear
that the people and their contributions were a major factor in e-learning RDD
and therefore it is concluded that people management plays a major role in the
development and delivery of e-learning (as discussed in Chapter 6: Theme 1720).
Khan‟s P3 Model (2005) discusses the importance of people, processes and
products. He highlights the importance of people management in order to
succeed in e-learning RDD. In line with this idea, Jasinski (2007) indicates that
people within the e-learning RDD play a major role in the leading of, and
taking responsibility for the course delivery using e-learning RDD. Jasinski
(2007) and Wills (2000) further support the idea of becoming innovative
through the support and encouragement provided by the organisation. Bonk
(2004) discussed the need for pedagogical changes in order to support elearning. It was found that staff at the HEIs were motivated and given the
support to carry out their e-learning RDD tasks.

The participants indicated that they had been trained at different times (Chapter
5 – 5.2, 5.3) so as to be competent in course delivery when using technology.
The participants described the Training Sessions and how this training
motivated them (Chapter 5 – 5.2). It was also highlighted that incentives play a
major role in the management of people (Chapter 5 – 5.2). The progress
efficiency can be improved by providing the required support to staff members
in order for them to carry out e-learning RDD.
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7.1.6.

Conclusion Six – Staff Development

Staff development was at a high level because all of the institutes were
providing the opportunity for constant staff development with a variety of
training sessions provided, and with the encouragement of staff attendance at
various conferences.

Rosenberg (2001) discusses the importance of staff being trained to carry out elearning RDD activities. Jasinski (2007) also indicates that to embed new
teaching and learning practices, the staff have to be trained to use new
technology. Through several identified international grants, such as the ADB
(2005, 2006), the IRQUE (2009), and the JICA (UCSC, 2008), training had
been organised to enhance staff technological skills. The DEMP (2005) project
had supported staff teaching skills.

The participants indicated that many skills were developed due to training that
were provided through different programs such as the DEMP Project (Chapter 5
– 5.2), JICA (Chapter 5 – 5.3) and IRQUE (Chapter 5 – 5.2). The participants
stated that due to the training provided by the organisations, they could progress
in the development of e-learning RDD activities. Hindu, indicated (Chapter 5 –
5.3) that staff at the UCSC are given opportunities to be aligned with the latest
technological developments through the provision of either training or with the
support and encouragement to attend conferences (RQ5 and RQ6).

All respondents who participated in the research provided positive feedback in
relation to the training which was conducted by the Institute with regards to the
re-enforcement of an institute‟s engagement of staff in e-learning RDD training
(as discussed in Chapter 6: Theme 18-20 and 6). Therefore, staff development
was at a high level in all of the HEIs investigated in Sri Lanka.
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7.1.7.

Conclusion Seven – Staff Motivation

The staff members were enthusiastic and self-motivated to provide better
teaching and learning facilities for students (RQ6).

It was found that many staff members were enthusiastic in supporting teaching
and learning (as discussed in Chapter 6: Theme 18-21 and 8). Clark, O'Brian,
and Smith (2006) indicate that the Institute should support motivated staff
members to continue their work. Efimova and Swaak, (2003) indicate the
importance of knowledge management to enhance teaching and learning
practices.

The participants indicated that they support student learning even with limited
resources (Chapter 5 – 5.2). The OUSL participants indicated that using the
available resources (Chapter 5 – 5.2) they like to assist the students.

There was sufficient evidence to conclude that a high percentage of the staff
(83%) were enthusiastic and motivated, and supported both teaching and
learning. However, it should be noted that this research sample is limited to six
participants and does not represent the total population. Therefore, it is not
possible to make generalisations regarding the findings. However, due to this
positive outcome, many students will be able to take advantage of the available
assistance that is in place which will give them an opportunity to excel in their
higher education.

7.2. Theoretical Implications

This study moves on from the earlier research findings by focussing on
management practices, such as the Network Management Model (Uys, 1999),
237

RIPPLES Model (Surry and Land, 2000) and e-learning models such as Khan‟s
(2005) P3 Model. More specifically it has further progressed on BEEM to
identify the e-learning RDD Management Practices.

The most significant finding from a theoretical perspective is in relation to the
Management of RDD. Despite the widespread usage of different management
models, participants believe that management in educational institutes with elearning, needs to have specific management practices. Also, they believe that
to implement these models, support from „top to bottom‟ as well as from
„bottom to top‟ are important, while the staff remain motivated and encouraged
with incentives.

The educational managers, academics and administrative staff who participated
in this research possessed a clear theoretical idea of e-learning RDD and its
importance. They were aware of the benefits of e-learning for students and were
enthusiastic about developing e-learning resources.

The findings of the study have theoretical implications for HEIs that embrace elearning. The models of management, e-learning and e-learning RDD are
combined in this study to support the management of e-learning RDD for staff
who are involved in e-learning. Some respondents, such as Hidu, indicated the
need for management concepts to be embedded into training. On the other
hand, the participants discussed the importance of clear strategies for staff
development.

Finally, the implication for the e-learning RDD Management was found to be:
e-learning is institute-specific because the management cannot be separated
from the organisational culture and context in which the staff carries out the elearning activities.
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7.3. Recommendations
However, there are several areas that would assist the HEIs. The following
factors need to be closely monitored and attended to in order to produce better
outcomes within the e-learning RDD environments:

7.3.1.

Recommendation One – Leadership:

It is important to lead staff members through specific procedures and policies,
while at the same time encouraging them to be motivated and innovative, with
open communication strategies that support them as they progress within their
new environment.
 Create clear leadership to guide staff when carrying out e-learning
RDD.
 Provide a variety of training, to encourage, motivate and to assist
innovative developmental activities.
 Use a variety of communication strategies to encourage two-way
communication among the teams.
 Develop guidelines or procedures to motivate and encourage staff.
 Lead the staff in a supportive manner in order to involve them in the
process of e-learning RDD.

Fullan (1991) indicates the importance of educational change by stating that
organisations should provide clear leadership and have the authority to
undertake any necessary activities. In line with this idea Ginige (2002) states
how clear leadership and encouragement will make a difference to changing the
management within the Education Sector. Also, Hanna (2008) highlights how
change takes place in the Sri Lankan context, and what the implications will be
if clear guidance is not provided. Therefore, it is important to provide specific
procedures and policies so as to encourage staff to be motivated, and innovative
when carrying out e-learning RDD activities.
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7.3.2.

Recommendation Two – Strategic Planning:

Develop and deploy institute specific strategies, policies and procedures
including communication strategies, and procedures to motivate and encourage
staff to embed e-learning.
 Create an e-learning RDD Strategic Plan, as well as specific procedures
and policies.
 Embed e-learning specific procedures and policies into organisational
policies and procedures, and make the procedures and policies public.
 Provide clear directions and guidelines for carrying out e-learning RDD
activities.
 Embed e-learning RDD into the organisation.
 Make e-learning RDD an organisational activity rather than an external
activity.

According to Wills (2006) less than 20% of Australian universities do not
have e-learning or e-teaching specific policies, procedures and strategies.
Wills states that due to the lack of strategies related to e-learning, many
HEIs have faced problems in the management of e-learning RDD activities.

Lee (2005) states the implications of having isolated individual policies and
procedures. However, he indicates that sometimes institute wide generalised
procedures and policies need to be refined to suit a particular requirement.
Therefore it is important to embed e-learning procedures and policies into
an organisation‟s policies and procedures, therefore making them public
and available to all staff. This will enable the embedding of e-learning RDD
within the organisation.
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7.3.3.

Recommendation Three – Worker Focus:

Create an innovative culture within the organisation so as to gain the support of
all staff, and to encourage staff to take risks, and to take on more
responsibilities. Encourage staff to carry out tasks in teams which will lead to a
cultural shift encompassing knowledge sharing and support for improvements
in teaching and learning.
 Provide management training to all staff to suit the requirements of
individual levels of employment and job responsibility.
 Include business concepts such as the marketing of e-learning,
scheduling and time management so that the e-learning team members
become pro-active, responsible, responsive and supportive.
 Key processes and responsibilities of staff need to be identified and staff
responsibilities and roles have to be embedded into the institute‟s
strategic plan, specifically in relation to the use of IT in teaching and
learning.
 Create an environment where individuals work as a team with a high
team spirit. Provide employees with clear instructions, and timely and
acceptable motivation and rewards in order to make e-learning RDD
activities rewarding and recognised tasks within the Educational
Institutes.
 Embed the processes into the institute system
 Create and use efficient RDD specific processes to manage HR and
RDD activities.

Many researchers, such as Hanna (2007), Hodgson, and Lam (2004), Inglis,
Ling, and Joosten (1999), Limerick and Cunnington (1993) identified the
importance of embedding management practices into Education Management.
Innovative culture within an organisation has been identified by Uys in the
LASO Model (2007) as a key feature necessary for success in this area. Further,
Ziegler (2005) highlights the innovations through key performance criteria.
241

Hence, it is important to create an environment where individuals can work as a
team with high team spirits, while at the same time embedding the processes
into the organisation as a whole.

7.3.4.

Recommendation Four – Customer Focus:

Using specific processes, develop, disseminate and encourage staff to gather
customer requirements, and develop, design and evaluate e-learning activities.
 Use innovative procedures to engage customers and stakeholders in
identifying their requirements, satisfaction, and dissatisfaction.

BEEM (Baldrige National Quality Program 2008, 2008) indicates that the
inclusion and identification of customer requirements, assists with the
alignment of the organisational development in relation to customer
requirements. By incorporating these customer requirements into the
development process, the Institute progresses towards satisfying the customers‟
needs. Abdulla et al. (2006) also indicate the benefits of including specific
processes in order to incorporate the gathering, development and evaluation of
customer requirements into the organisational processes.

7.3.5.

Recommendation Five – Knowledge Management:

Encourage staff to carry out Knowledge-Sharing sessions while preserving the
tacit knowledge within the Institute.
 Encourage knowledge-sharing, performance analysis, measurement and
appraisal methods to evaluate e-learning RDD activities.
 Build relationships between performance measurement, analysis and
strategy development
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Khan (2005) indicates the importance of knowledge sharing in e-learning RDD
as new methods and techniques often evolve. Therefore, to be at the forefront in
technological advancement it is important to have an organisational culture
where knowledge sharing is practiced. Further, Young and Mitchell (2001)
highlight the importance of Knowledge Management in the change
management processes. Transition from traditional teaching methods to elearning could be easily formulated when the tasks are embedded into
strategies. Further, Surry and Land (2000) discuss strategies to encourage
knowledge sharing through performance measures.

7.3.6.

Recommendation Six – Processes:

Create processes and educate the staff in e-learning RDD processes so that they
will be innovative as well independent when they work.
 Create processes that are e-learning RDD specific.
 Create processes focussing on planning, design and innovation by the
staff in order to implement work systems to embed e-learning RDD.

Khan (2005) in his P3 Model indicates that there have to be specific processes
that can be used by e-learning RDD staff when planning, developing,
implementing and evaluating e-learning RDD tasks. Wills (2006) indicates that
the lack of such processes when carrying out e-leaning RDD tasks reduces
efficiency. Further, Hanna (2008) indicates the implications due to the lack of
clear processes in governing e-Development projects. Therefore, it is important
to create and educate staff in e-learning RDD processes.
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7.4. Limitations
Even though this investigation was carried out in order to find what
management practices are used in Sri Lankan HEIs with regard to e-learning
RDD, it has to be remembered that these two cases may not typify all the
institutions in Sri Lanka. In addition, discussions were held with only a selected
number of staff in each institution. There were several other faculties within the
chosen institutes that were not included in this research. This is a limitation of
the research as a wider participation would have given further detail regarding
e-learning RDD management practices.

Further, compared to the number of people who participate in e-learning RDD
activities, only a few participated in this research. Therefore, the views, feelings
and ideas may not be representative of the population.

Even though there are private HEIs that embed e-learning for this research, only
state funded HEIs were selected, limiting the recording of another potential
view. Again, the research findings are mainly based on the one category of HEI
in Sri Lanka.

The use of the Baldrige Education Excellence Model has limited investigations
in certain areas of the research, focusing mainly on the areas specified in the
BEEM.

It needs to be emphasised that findings and recommendations from this study
cannot necessarily be generalised in relation to other settings because of the
intricately embedded contextual and institutional case study factors. Future
research may provide further knowledge and management practices within
these settings.
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7.5. Future Research
Future research could be undertaken to find out about the other institutions‟
models of implementation, and how private HEIs in Sri Lanka manage elearning RDD activities. Each factor could then be investigated further to
identify how it continues to impact upon management with the changes in elearning RDD. Future research in specific areas such as Strategy Development
and Workforce Focus can be of additional benefit to the HEIs by establishing a
relationship between the previous and the current research in relation to these
areas, which can once again only benefit the HEIs within Sri Lanka.

It was found that the latest developments in the e-learning and Education
Management Sector such as LASO (Uys, 2007); and Game based learning
methods (Williamson, 2009); and the educational uses of Second Life for
learning were not suitable for this investigation as Sri Lankan HEIs are
currently in the initial stages of e-learning development. Hence, earlier models
such as the Network Model (Uys, 1999) were used for this research. With the
developments in Sri Lanka, enhanced models such as LASO (Uys, 2007) could
be used for further investigations.
7.6. Conclusion
Seven conclusions have been drawn from the research, which relate to the
management of e-learning RDD within the Sri Lankan HEIs investigated. It
was found that the management practices are dependent on the culture of the
particular institute and on the infrastructure of the organisations. It was also
found that the procedures and policies were project-dependent, while emerging
leadership was driving the e-learning RDD activities. However, the institutes
found requirement gathering, analysis and Knowledge Management to be
challenging tasks. Staff members were provided with training and support in
order to enhance skills and knowledge. It was highlighted that one of the key
elements in management was Human Resource Management which is required
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in order to proceed with e-learning RDD activities. The participating staff
members were found to be highly motivated and enthusiastic individuals.

Six recommendations have been formulated from the findings which have the
potential to be of benefit to HEIs in Sri Lanka. They are: 1) to lead staff through
specific procedures and policies with open communication strategies; 2) to
develop and deploy institute specific strategies, policies and procedures; 3) to
create an innovative culture within the organisation; 4) to develop, disseminate
and encourage the use of specific processes to develop, design, evaluate, and to
gather customer requirements with regard to e-learning activities; 5) to
encourage staff to carry out Knowledge-sharing sessions; and 6) to create and
educate staff about e-learning RDD in order to be innovative. These
recommendations may be useful to the HEIs which engage in e-learning RDD
activities.

This investigation has explored critical issues involving the intersection of elearning Management and e-learning RDD. The perspectives of participants
from different institutes are found to be diverse in some areas while several
similarities were identified in other areas.

A major theme which emerged through the research was that committed staff
working towards innovative teaching and learning, progressed in spite of the
other constraints that they faced. At the same time it was found that better
results could be gained through strategies, policies, procedures and processes
being aligned with, and embedded into the HEIs culture.
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APPENDIX
Appendix A: Information Sheet

Information sheet
My name is Kulari De Silva and I am currently a doctoral research student of
Charles Sturt University, Wagga Wagga NSW, Australia. My research is on
„An investigation of the management of e-learning resource development and
delivery in the higher education institutions in Sri Lanka‟. My principal
supervisor is Professor Mike Keppell, Director of the Institute for Innovation in
Flexible Learning and Teaching Charles Sturt University, Murray School of
Education, Thurgoona Campus, NSW, Australia, (Tel. + +61 2 605 19480)
I would like to request your participation in my research. The data collection
will assist me to identify the existing management practices in higher education
institutions in Sri Lanka. I will be analysing the data to facilitate improvements
to current management practices.
The data may also be reviewed by Professor Mike Keppell if necessary. The
collected data will be stored securely and destroyed after five years of storage
or at the completion of the project.
Qualitative data will be collected from up to three interviews that I will conduct
with each participant. In each interview you will be asked about your
experience in the e-learning environment. Each interview will last a maximum
of twenty minutes.
No personalized or identifying data (name or identification number) will be
collected in this research. Participants are free to withdraw their participation in
the research at any time. Non participation or withdrawal will not result in any
penalty or discriminatory treatment.
If you have any hesitations in responding to management issues in the elearning environment please do not participate in this research.
NOTE:
Charles Sturt University’s Ethics in Human Research Committee has
approved this project. If you have any complaints or reservations about the ethical
conduct of this project, you may contact the Committee through the Executive
Officer:
The Executive Officer
Ethics in Human Research Committee
Academic Secretariat
Charles Sturt University
Private Mail Bag 29
Bathurst NSW 2795
Tel: (02) 6338 4628
Fax: (02) 6338 4194
Any issues you raise will be treated in confidence and investigated fully and you
will be informed of the outcome.
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Appendix B: Consent Form

An investigation of management of e-learning resource development and delivery in the higher
education institutions in Sri Lanka
Consent form
Your consent is requested to be a participant in the research project „An investigation of
management of e-learning resource development and delivery in the higher education
institutions in Sri Lanka. Details of this research can be found in the information sheet. Please
do not hesitate to contact the researcher Kulari, if further information is needed:
Kulari de Silva,
2/4 Lily Street, Glen Waverley,
VIC 3150, Australia.
Email: ChandanaL@bigpond.com.au
The research is carried out as a partial fulfilment of Doctor of Information Technology, Charles
Sturt University, under Professor Mike Keppell ‟s supervision. Professor Mike Keppell can be
contacted on Tel. +61 2 605 19480 or email mkeppell@csu.edu.au
I understand that by signing below that:
1) I am free to withdraw my participation in the research at any time, and that if I do I
will not be subjected to any penalty or discriminatory treatment
2) I have read and understood the information sheet given to me
3) The purpose of this research and risks associated have been explained to me
4) I permit the investigator to tape record my interview as part of this project
5) I have been given the opportunity to ask questions about the research and received
satisfactory answers
6) Any information gathered in the course of this research about my views and
preferences is confidential, and that neither my name nor any other identifying
information will be collected, used or published without my written permission
7) The data will be stored in a password protected file on the principal researcher‟s
computer.
Charles Sturt University’s Ethics in Human Research Committee has approved this study.
I understand that if I have any complaints or concerns about this research I can contact:
Executive Officer
Ethics in Human Research Committee,
Academic Secretariat, Charles Sturt University
Private Mail Bag 29, Bathurst NSW 2795
Phone:

(02) 6338 4628, (02) 6338 4628 Fax:(02) 6338 4194
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Appendix C: Questionnaires
The questions for Technical support for teaching and learning
NO
A

Technical support for teaching and learning
Describe the support you provide to carry out teaching and
learning in e-learning environments

Leadership
1
2

How do you lead, and guide staff in e-learning RDD?
What strategies are used to communicate with your staff in
relation to e-learning RDD?
3
What types of rewards, recognition, and support are provided to
encourage and motivate staff?
4
What professional development have you undertaken to support
teaching and learning in an e-learning environment?
5
Describe the future plans to support staff within e-learning
activities?
Strategic Planning
1
To what extent does the strategic plan guide your decision
supporting teaching and learning using e-learning?
2
Describe the policies/procedures that exists in relation to
use/development of e-learning RDD
3
What major aspects would you like to include as
policies/procedures in relation to e-learning RDD?
Student, Stakeholder and Market Focus
1
How does your institution cater for diverse characteristics of
students (learning styles, age groups, abilities)
2
How do you support staff to build relationships with students in
e-learning environments?
Measure, Analysis, and Knowledge Management
1
How does your institution measure, and analyze quality of elearning RDD?
2
Do you have any future plans to support knowledge
management procedures?
Workforce Focus
1
Give an example of how you supported innovative use of elearning RDD
2
What plans are in place to support and empower staff to be
involved in e-learning?
Process Management
1
What processes are utilized in your support activities with elearning?
2
What challenges do you face in supporting e-learning RDD?
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The questions for Academics that use e-learning for teaching and learning
NO
A

Teaching Academic
Describe how e-learning is included in your teaching and
learning activities

Leadership
1

How does your manager lead, and guide staff in e-learning
RDD?
2
What strategies are been used within the faculty/department
to communicate with staff in relation to e-learning RDD?
3
What types of rewards, recognition, and support are provided
to encourage and motivate staff?
4
What professional development have you undertaken to
develop e-learning resources?
5
Describe how you would use e-learning in the future for
teaching and learning?
Strategic Planning
1
To what extent does the strategic plan guide your decision
making in teaching using e-learning?
2
Describe the policies/procedures that exists in relation to
use/development of e-learning RDD
3
What major aspects would you like to include as
policies/procedures in relation to e-learning RDD?
Student, Stakeholder and Market Focus
1
How does your institution cater for diverse characteristics of
students in your teaching (learning styles, age groups,
abilities)
2
How do you build relationships with students in e-learning
environments?
Measure, Analysis, and Knowledge Management
1
How do you measure, and analyze quality of e-learning RDD
(now/future)?
2
Do you have any future plans to be involved in institute
knowledge management procedures?
Workforce Focus
1
Give an example of how you used e-learning innovatively
2
What support do you need to improve your teaching within
e-learning environments?
Process Management
1
What processes are utilized in your teaching within elearning?
2
What challenges do you face in e-learning RDD?
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The questions for Managers
NO
A
Leadership

Management
Describe the e-learning initiative in your institution

1
2

How do you lead, and guide staff in e-learning RDD?
What strategies are used to communicate with your staff in
relation to e-learning RDD?
3
What types of rewards, recognition, and support are provided to
encourage and motivate staff?
4
What Professional Development is provided?
5
Describe the future plans to lead staff in e-learning activities?
Strategic Planning
1
To what extent is e-learning included in the strategic planning?
2
Describe the policies/procedures that exists in relation to
use/development of e-learning RDD
3
Do you have any plans/intentions to develop e-learning related
policies/procedures?
Student, Stakeholder and Market Focus
1
How does your institution cater for diverse characteristics of
students (learning styles, age groups, abilities)
2
How do your staff build relationships with students in elearning environments?
Measure, Analysis, and Knowledge Management
1
How does your institution measure, and analyze quality elearning RDD?
2
Do you have any future plans to have knowledge management
procedures?
Workforce Focus
1
Describe how staff are using e-learning effectively for teaching
and learning purposes
2
What plans are in place to support and empower staff to be
involved in e-learning?
Process Management
1
What are the processes used to manage e-learning RDD?
2
What challenges do you face in managing e-learning RDD?
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