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Managing  
Rapid e-learning  
Thinking Rapid – Rapid Thinking 
 
Fast route to the top, or a road to nowhere? With so much hype and scepticism 
around rapid e-learning, what’s the reality?  What should your approach be?  
 Is “rapid” worth your investment, should it be part of your journey?  What will it 
mean to you, your team and your learning organisation?   
 
Elearnity have created a series of independent insights that will help you put rapid 
e-learning into perspective.  This is the second white paper in the series.  It examines 
rapid e-learning management styles, the “rapid” project life cycle, and “rapid” 
development success factors. 
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INTRODUCTION 

Rapid e-learning is being used by many large organisations including BP, Ufi, Virgin Media, M&S, HSBC Cable 

and Wireless and many more.  But, why has it been adopted and how has it been used?   

In order to help you to review the importance Rapid e-learning for your organisation, Elearnity have created a 

suite of independent white papers that consider the high level implications of Rapid e-learning.   

The purpose of the white papers is to help you develop your thinking about “Rapid” approaches.   

They may not provide you with all the answers, but they will start to inform and broaden your view. 

The papers cover three initial perspectives: 

¶ Core Insights into Rapid e-learning 

¶ Managing Rapid e-learning  

¶ The Strategic Impact of Rapid e-learning 

We have also created an Executive Overview which provides a high level summary of Rapid e-learning for L&D 

and HR generalists.  These are all available from our website.  www.elearnity.com.  

In the first white paper in the series we explored what Rapid e-learning is, reflected on some of the tools, the 

sorts of projects that might be suitable and the perceived issues with a “rapid” approach. 

In this second Elearnity white paper, we explore the fundamentals of managing rapid e-learning.  We review 

rapid e-learning management styles, team organisation, consider the “rapid “project life cycle, its processes, 

how you manage course redundancy, examine how “rapid” effects your relationship with suppliers, and 

explore the critical success factors for working through a “rapid” project.   

In next white paper in our series, we’ll explore the strategic impacts of rapid e-learning, on you, your teams 

and the market place.  There is so much more at stake for everyone than just what is often seen as low quality 

content.   

 

http://www.elearnity.com/
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MANAGING RAPID E-LEARNING PROJECTS 

If the production of “rapid” content comes down to building and distributing content quickly, then there are 

also a few considerations you need to make about how you manage the development of your “rapid” content.  

There is no right or wrong approach, only that they need to be judged against the circumstances and the level 

of risk they expose you to.  In some instances that level of risk may be too great, and too disruptive to your 

wider learning technologies strategy, for you to want to use them.  In other instances there may not be 

another choice. 

Rapid e-learning Management Styles 

In the simplest view there are three ways to manage “rapid” development.   

 

 

Managed 

In a managed approach you and your team have a very controlling and specific responsibility to produce and 

launch the content.   

You maintain the project controls and oversee all aspects of the project deliverables.   

That doesn’t mean you have a hand in the development of every screen, but it does mean that you co-ordinate 

and control the process of producing every screen and how it is structured.   

Within this model there are different layers of control which cover the development activities themselves, in-

sourced, outsourced and partnered.  

¶ In-sourced means that you do everything yourself as a development team. 

 

¶ Outsourced means that an external party develops the materials on your behalf. 

 

¶ Partnered means you create a deliverable shared between you and an external development 

group.  You work together to enable you to minimize risk, but this also enables you to scale 

against demands on your resources.  It helps to smooth your peak work volumes.   

The extent to which you flex your team with externally partnered resources is really dependent on how 

stretched your people are on other projects, the levels of quality demanded and the levels of risk, or criticality, 

there is in creating the right learning outcomes.   

© Copyright Elearnity Limited. All Rights Reserved. 
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It is also affected by the level of partnership you have with your suppliers, the complexity of project 

management your team can manage and the maturity of your team in flexing their approach to share in the 

development process. 

Facilitated  

In the Facilitated approach you work with the subject matter expert (SME) to enable them to create some 

viable content.  

   

 

Here the effort is really a 70/30 split, with the SME doing up to 70% of the real grunt work and you are there to 

guide, support, structure, challenge and coach a quality outcome.  This requires the deployment and 

management of your SMEs through supporting processes, scoping exercises, templates and reviews.   

Your input is focussed in raising the design quality and impact of the SME themselves.   

To some extent this plays very simply into the realms of virtual classrooms, systems simulations, first time 

video / podcasts and recorded presentation briefings.  It also works for content development tools which have 

emerged into the market over the past five years which are template driven and have a host of inbuilt e-

learning interactivity built in.  

Many of the tools are an entry point to low technical user expertise 

and offer a valuable scaling point for your deployment of e-leaning 

materials.   

What is essential to your success here is the support you provide for 

your SMEs as they create and distribute their courseware or 

sessions.  Simple frameworks, templates, documentation, structures 

and being there, will guide and focus their efforts and enable you to 

maintain a modicum of quality control. 

 

 

Insights... 
 

“What is essential to your 

success is the support you 

provide for your SMEs as they 

create their courseware.  Simple 

frameworks, templates, 

documentation and structures 

will guide and focus their 

efforts”... 

 

© Copyright Elearnity Limited. All Rights Reserved. 
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Anarchic  

The final management style for “rapid” content is an anarchic approach.  This harnesses the energy and 

passion of your organisation through generic tools that enable anyone to create the materials they want, 

whenever they want - without strong controls to manage their outputs.  It is an approach founded on two 

premises – the primacy of enabling the business to solve its own problems and to some extent the complete 

abdication of any central responsibility for the outcomes.   The major benefit of this approach is that it enables 

you to escape from the pressures of creating content on a volume that could normally achieve.  However, it’s 

seldom possible to escape from the impact that low quality content can do to your e-learning strategy overall. 

E-learning  2.0 

But, that is the view from the traditional e-training perspective.  From the perspective of briefs, blogs, wikis, 

forums, chat rooms and virtual floor walkers there is a tremendous “rapid” learning resource that you should 

also be harnessing.  And inevitably this will become anarchic. 

   

 

Now anarchy will be very effective where there are strong circles of self and peer regulation.  Wikipedia is 

great example of an anarchic system that is dynamically creating the largest encyclopaedia known to mankind, 

so as a model for managing “rapid” content it is valid, but your effort is focussed on supporting the community 

more than being a conduit of the knowledge.   Wikipedia does have its weaknesses, it’s not perfect – but that 

is part of the limitations which need to be considered with any “open” authoring solution. 

Either or Neither  

Each of these management types isn’t necessarily a single polarity.  In sophisticated and mature e-learning 

teams you will be looking to utilise each methodology to extend both the influence and outputs of your team 

depending on the outcome you want to achieve.  Implementing an element of Action Learning would move 

towards more anarchic methods which open development to the learner.  If you are looking to deliver briefing 

materials, this would push in the direction of SME facilitated development. If you are looking to achieve pure 

training objectives, this pushes towards a more proficient instructional design resource. 

© Copyright Elearnity Limited. All Rights Reserved. 

 



 Managing Rapid e-learning   
 
 
 
 
 

©Copyright Elearnity Limited. All Rights Reserved. 5 Deep Insights, Pragmatic Advice 

Management Style, Risk & Influence 

Each style of “rapid” project management, whether it is managed, facilitated or anarchic has ever increasing 

levels of risk.  It also has greater corresponding levels of influence that your e-learning team need to exert to 

keep those risks under control.   As your control decreases the number of things can go wrong unfortunately 

start to increase.  And as you have to work increasingly through others, the amount of influence you need to 

expend to manage those risks also increases. 

  

 

Types of Risk 

There are fundamentally three risks that need to be managed through the production of materials. 

¶ Technical - The risks around the compatibility of materials to your IT infrastructure such as servers 

and PCs, but also in terms deploying the content through a Learning Management System, portal or 

intranet page. 

¶ Instructional – The risks that the instructional design will not be effective. 

¶ Content – The risk that there is inaccuracy in the content.  It’s just plain wrong. 

The risks when projects are Managed are relatively low, technically controls will be in place and experience 

will ensure that there is compatibility to your IT estate.  The level of expectation around instructional design 

will also be higher, so there is a much higher probability that the course will be engaging in the way it is 

structured and the way it challenges the learner.  The content will also be much more formally verified through 

sign offs, so the possibility of the content being wrong should also be lower.     

In a Facilitated model there is a strong likelihood that the course will be technically compatible, but with less 

experienced instructional design experience in your subject matter expert, a higher risk that the course won’t 

hit the target for the learner.   There are also increased risks that the content won’t be rigorously approved so 

it could contain inaccuracy. 

© Copyright Elearnity Limited. All Rights Reserved. 
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Finally, in the Anarchic model there is the potential that there is little technical compatibility, no instructional 

design and in the case of a wiki (where anyone can post) – the content could be misinformation.  This is not to 

say that the risks around anarchic approaches are not unacceptable.  Risk simply needs to be managed.  The 

key here is the control you extend to enable different models and the way you marginalise risk.   

  

 

A ñRapidò path to informality 

So, “rapid” can also be about the instigation of informal learning approaches within your overall mix of 

learning channels.  In the broadest view, the positioning of these rapid solutions next to the classic e-training is 

a critical evolution in your e-learning team’s capability.  The use of “informal tools” has a distinct effect on the 

impact of your learning programmes.  And if the infrastructure already exists then many of these are also 

“ultra rapid”.  

  

© Copyright Elearnity Limited. All Rights Reserved. 
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Managing Consistency & Quality  

A serious management issue for “rapid” content development, 

especially in a more anarchic model, is the management of the 

quality and consistency of what is produced.  This includes the 

quality and consistency of instructional design, assessment, 

interface, graphical design and navigation.   

To some extent the jury is out on whether consistency is an aid or 

detractor to effective learning.  But, having said that, there are some 

elements of best practice that you will want to harness and some 

elements of worst practice that you will want to avoid.  In a 

facilitated and managed environment these are easier to enable and 

enforce.  

Most people will want to take advantage of any support resources 

you provide them with. In most cases templates and frameworks 

will instantaneously provide you with a platform of credibility and 

authority.  This platform will give you the authority to guide novices 

through their decisions and the development process with greater 

effectiveness.  Even in an anarchic model people will use tools and resources that make their lives easier, so 

they are invaluable. 

Now, that does put an onus on an internal team to create and supply those supporting tools and resources, 

whether they are templates for user interfaces, planning and structuring forms or graphical asset libraries.   

To have those resources well established with documentation, frameworks, and templates requires maturity in 

your team.   

If you don’t have those frameworks you should either be seriously thinking about creating them, or you should 

be seeking independent guidance in developing them. 

Quality; not everyone is a gifted instructional designer with a deep 

understanding of how to create genuine learning experiences.  Even 

for those who have Instructional Design as their discipline struggle 

to get this right everytime.  Novices can easily become out of their 

depth without strong guidance about how to make their content 

memorable.   

The role of the e-learning team in a facilitated approach is to ensure 
that SME’s are guided to create short and impactful experiences 
that have genuine resonance with the learner by embedding 
cognitive psychology at the core of how the material is produced.  
These should be contextual, scenario based, chunked, focussed, 
short and with supporting imagery that builds understanding.   
 
Coaching, support and quality frameworks are pivotal to achieving 
this successfully. 
 
Not every SME piece of content is doomed to be low quality if you 
provide the appropriate structure.  

Insights... 
 

“To some extent the jury is out 

on whether consistency is an aid 

or detractor to effective learning.  

But, having said that, there are 

some elements of best practice 

that you will want to harness and 

some elements of worst practice 

that you will want to control. “ 

  

Insights... 
 

“the risks around anarchic 

approaches are not 

unacceptable.  Risk simply needs 

to be managed.  The key is in 

influence that you extend to 

support and enable those 

different models and marginalise 

those risks. “ 
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Organising Your Team  

Some of the essential factors that will influence how you use rapid e-learning as a method is affected by how 

your teams are structured and how you manage the content that they produce, whether that is through a 

managed, facilitated or an anarchic production model.  The extent to which you choose to flex your approach 

is affected both by the overall organisation of your L&D group within the business itself and the governance 

structures around the L&D processes.   

 

 

 

In an environment which is centralised both in terms of the organisations expertise and the learning processes, 

rapid e-learning can readily be controlled in a “Managed” approach.  The ability of a centralised team to apply 

both “Facilitated” models and increasingly “Anarchic” approaches will be relatively easy to achieve as 

loosening control is a simpler step than establishing fresh control.     

This has important implications for those operating in wholly “Localised” or “Anarchic” models.  If you start 

from a localised environment, trying to establish controls takes more energy and focus.  Processes and 

frameworks need to be implemented and previously liberated activities will need to be regulated.  Quality is 

often driven by controls and establishing the controls in localised environments must be a core objective for 

anyone looking to establish effective learning solutions from a more democratised authoring environment. 

 

© Copyright Elearnity Limited. All Rights Reserved. 
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In-sourced, Out-sourced and Flexing 

Internal, E xternal or the Middle Way 

So, how should you structure your team to take advantage of the 

potentials of rapid e-learning, and how can you manage the content 

explosion that it could create? 

The perennial question that is asked about setting up an e-learning 

team - Do I need an internal or an external team? And what sort of 

team do I need?  In the context of rapid e-learning the answer is very 

much the same.   

Now, the full complexity of how you structure, cost and organise your 

e-learning team and their roles isn’t appropriate to cover here in the 

depth that it deserves, but there is a simple principle that will help set a 

straight and sustainable path to your e-learning approaches and rapid 

e-learning. 

Put simply the principle is flexibility and balance.   

Flexibility and B alance 

Any team that is founded on the purely polarised view of being totally 

in-sourced or totally outsourced is doomed to fail at some point, 

through either their inability to respond in a timely manner to requests 

for learning solutions, or because of their inability to scale to high volume demands.   

So, you will need to have a balance of internal and external activity.  You also need processes and frameworks 

for how you engage with business teams and external providers.   

Invariably, in this situation internal learning technologists need to have a balance of development capability, 

project management and change management skills. Most importantly they need to be advocates, evangelists 

and enablers.   

Ultimately, you need people in that team who have the credibility and maturity to facilitate change through 

others.   

If you concentrate purely on having a “Managed” model of internal production in the form of a “Production 

House”, there is a distinct possibility that you will only produce self paced e-training materials, and fail to 

harness all the other learning technology opportunities that are available to support both classroom and 

informal learning through your organisation.  You are also more likely to fail to put sufficient change 

management activity in action to enable transformational change.   

 

Insights... 
 

“Any team that is founded on the 

purely polarised view of being 

totally in-sourced or totally 

outsourced is doomed to fail at 

some point, through either their 

inability to respond timely to 

requests for learning solutions 

from their business units or 

because of their inability to scale 

to high volume demands.  “ 
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That’s not to say that production houses can’t efficiently mass produce volumes of material, they can, but if 

you think about the number of requests and “The Long Tail”, smaller projects will be filtered out if the 

engagement model isn’t flexed. 

 

  

 

Perfect Flexibility  

The principle of flexibility enables you to think about how your team responds to business demands.  It helps 

you to provide choices about how you can support your business; either through tightly controlling activity or 

by remotely enabling projects.  Flexing helps you say “yes” when you would normally say “no”, especially when 

you are stretched and you cannot deliver a request purely under your own steam.  

© Copyright Elearnity Limited. All Rights Reserved. 
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It also enables you to grow internal partnerships through coaching a growth in your internal e-learning 

capability.  This in turn will enable you have a bigger strategic impact with learning technologies across your 

enterprise. 

The Perfect Balance 

So, the central premise is that you can have impact with a relatively modest team as long as its role 

encompasses enabling and scaling through others.  This means your team needs to have a broad expertise and 

experience of all stages of the development cycle; from project management, through to scripting, through to 

graphics work, development, content management, deployment and also have the skills to influence and 

deliver change management.   

Mustering a group with those personal and technical skills may sound like a big ask.  But, you need special 

people to make an effective and truly transformational learning technology team.  Compromising their 

capability will invariably mean compromising your entire e-learning strategy.   

Based on this structure with confident internal agents of change, you will be able to manage resources to 

produce content that makes a difference.  

Flexing can come with its own risks.  Sometimes, teams can feel threatened if their numbers are regularly 

augmented by external headcount.  By being enabling and not being pure producers of content they are less 

likely to feel as directly threatened as you flex the size of your team.  The external roles are about 

development, and theirs is about having total ownership on delivering business impact and engaging with 

internal business teams.  A sense of personal job security is stronger where it is easy to differentiate between 

levels of business value, skills, role and responsibility. 

By having less production orientation, your internal team will be able to think holistically about creating 

effective and efficient learning solutions that start to extend the boundaries of learning beyond the traditional 

concept of the course!   

Without that view you will possibly condemn yourself to 

producing courseware and very little else.   

To use a simple analogy: “If the only tool you have is a hammer, 

then every problem may start to look like a nail.”   Having 

learning technology geeks is never enough.  They need to 

understanding the blend and use influence to make solutions bite 

in the organisation. 

 

Insights... 
 

“Your internal team will be able to 

think holistically about creating 

effective and efficient learning 

solutions and start to extend the 

boundaries of learning beyond the 

traditional concept of the course!  

Without that view you will possibly 

condemn yourself to producing 

courseware and very little else...  “ 
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THE RAPID E-LEARNING PROJECT CYCLE 

The Phases of a Ȱ2ÁÐÉÄȱ 0roject 

The phases of a rapid e-learning project are essentially the same as that of traditional development – but each 

one ideally happens faster.  Whether it is the stages of scoping, procurement, design, development, testing 

and deployment; “rapid” approaches look at how each stage can be more efficiently managed and sometimes 

attempts to merge some of them. 

 

 

 

 

The aim of a “rapid” approach is to move from the traditional production cycle, of 10 weeks or more, down to 

3 weeks.  Anything longer than 3 weeks fails the definition of a rapid e-learning project. 

 

 

© Copyright Elearnity Limited. All Rights Reserved. 
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So, why do more traditional approaches take so long?  What may have exacerbated the traditional 

development timelines was the drawn out and a “get it right eventually” psychology that was often at the core 

of the entire drawn out detached process.    

A typical process for developing a traditional course might stretch over 7 stages and have numerous points of 

sign off.  These sign offs are all about managing risk and creating a clear trail of expectation setting – so that 

the solution hits the mark.  The stages are outlined: 

1. Project Request (r) 

2. Project Initiation (A) 

3. Design (D) 

4. Content Scripting (s) 

5. Development (D) 

6. Implementation (I) 

7. Support, Closure & Evaluation (E) 

To all extents and purposes it’s a project working in an rADsDIE model. 

In a “rapid” project what starts to happen is that the middle three stages begin to merge into one and even at 

a micro level within each stage, the nature of the project cycle also changes.  For example, in the traditional 

Design phase you would have a considerable amount of time taken up with the creation of a detailed Design 

Document.  This would extensively outline the treatment, structure and course content.  In a “rapid” process 

much of the detailed design happens on the fly.  It is this compression of controls that has a major effect of 

how quickly “rapid” projects happen.  So, you start to move to a rADIE approach where design, scripting and 

development start to merge into one. 

 

 

Size Matters - Putting on the Squeeze 

In a rapid e-learning project the use of a smaller teams, of more generically skilled experts also puts the 

squeeze on the traditional timelines.  Rather than having a larger number of specialist to pass the project 

through its different stages - by having a smaller team, decisions can happen faster and this reduces the 

number of sign off points and decision gates.  This means the project proceeds at greater speed and is 

delivered rapidly. 

 

© Copyright Elearnity Limited. All Rights Reserved. 
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Scoping a Rapid e-learning Project 

There are a number of core areas that need to be defined to effectively scope a project. They involve Need 

Definition, Resource & Content Gathering, Audience Analysis, Success Criteria and Resource Requirements.  

And these do not differ extensively from the stages of a traditional project path. 

Unlike some traditional projects, much of the scoping exercise can be captured in a one page Scoping 

Document. 

 

 

 

 Need Definition 

It is essential to have a clear project statement that explains the core dimensions and desired outcomes.  The 

need definition should cover: 

 

© Copyright Elearnity Limited. All Rights Reserved. 
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It may not be possible to accelerate the need definition phase that much especially if your stakeholders aren’t 

under time pressure to deliver the project quickly themselves. 

The 5 Ȱ7ÈÁÔȭÓȱ of Resource & Content Gathering  

The first step is to identify the subject matter experts and hone these down to the subject matter authority.  

That is really the most critical person you need to be engaged on the project. Then the content needs to be 

gathered, packaged and a draft structure of what should be covered needs to be clearly defined.  It is 

important to define: 

 

 

Audience Analysis  

It is essential to analyse your audiences, breaking them out where necessary into discreet areas and niches.  

You need to characterise different groups and outline their demographics into: 

 

 

© Copyright Elearnity Limited. All Rights Reserved. 
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What does success look like to the stakeholder, the learner and you? 

A critical aspect of defining your scope is a summary of the tangible and intangible outcomes of the 

programme.  These need to cover the business objectives and to some extent your own strategic learning and 

development objectives.   What you often get in terms of feedback from learners completing a “rapid” project 

output is  a suitable reaction, rather than great reaction.  They will usually consider it as adequate, but not 

brilliant.  Your stakeholders will be most interested in the impact and as long as the scoping was well 

conducted and the solution is contextual and timely then they will probably be ecstatic that something was 

delivered on time and filled a training gap.  

 

 

 

If pure quality is part of your L&D Strategy then you may want to manage expectations, or outputs more 

proactively – and you may want to filter some the activity into alternative channels if enabling more informal 

channels is part of your overall objectives.  

Often you will have to satisfy tactical needs and they will be your main driver, but by having your strategic 

reference points on the table, your supplier will be able to think about how the project outputs and outcomes 

support you holistically. 
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Partner & Internal Resource Allocation  

It is important to be clear about the roles each party will be playing in the development process.   

In a project where you are looking to acquire resource rather than a closed resource pool this is essential. 

 

 

 

In the Traditional e-learning project these roles were often conducted by very different and specialist 

individuals.   

With a “rapid” approach you start to see some of these roles merge.  You are unlikely to get a specific script 

writer, instructional design and graphics developer.  You are likely to start to get a combination of all three into 

an Instructional Developer. Whilst they may not be able to create complex graphics and interactive Flash 

assets, the tools set will provide a modicum of interactivity out of the box and high end asset will need to be 

developed be specialists.  However, in our digitally rich world where everyone has a digital camera and many 

have camcorders, just good enough assets are never that far away from capture and the expertise to process 

them cheaply into something useful. 
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The Rapid Development Cycle 

The goal of a “rapid” development cycle is to produce the content as quickly as possible.  This means the 

adoption of iterative development and continuous sign off. The creation of graphics and rich assets are slightly 

lagged in their delivery. They are produced in a stepped parallel to the instructional design work, filling draft 

images and rough mock-ups with real images and interactions.    

 

 

 Iterative Developmen t 

In the traditional e-learning approach the subject matter expert 

would usually work more remotely from the script writer and 

instructional designer than they do in “rapid” projects.  They would 

exchange outline and reference information and the process would 

continue at arm’s length with the subject matter expert having end 

of module reviews to correct, question and update the script.   This 

is a drawn out process and it usually escalate across a number of 

subject matter experts into a competition of supremacy for which 

update will have priority. 

In the “rapid” world there is a much more intimate relationship 

between the subject matter expert and the instructional designer.  

Ideally there is a higher level of proximity and much of the 

development is conducted through a day by day and iterative 

dialogue. 

Insights... 
 

“In the rapid world there is a 

much more intimate relationship 

between the subject matter 

expert and the instructional 

designer.  Ideally there is a 

higher level of proximity and 

much of the development is 

conducted on a day by day and 

iterative basis. “ 
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Templates, Graphics & Rich assets 

In the traditional e-learning script, graphical assets are referenced vaguely in scripting documents with their 

image filename.  They were unlikely to be mocked up and unlikely to be visible in the development process. 

In the “rapid” world they are likely to appear sooner and in graphical form as part of the accelerated graphics 

process.  They are also likely to be more generic and less fully customised to speed up the process.  With a 

wide range of royalty free graphics resources available, worrying about the use of stock images isn’t normally a 

big deal.  Of course, this is dependent on the sector and level of branding demanded by your Brand team.  In 

the digital age, the ability to rapidly acquire good enough images of bespoke products or environments is 

equally simple. 

One way of easing this issue is to provide your supplier with access to an internal media catalogue and very 

early in the process send branded graphic catalogues and image galleries from the Marketing department. 

 Continuous Sign-off 

This creates a cycle of continuous improvement rather than a more rigid adherence to fixed sign off 

milestones.  These may still exist, but by the nature of the iterative development process this is less a critical 

milestone; it is more of a ratification of output rather than an approval of output. 

 Final F2F review / Update / Sign -Off  

Acceptance of a learning product is the final stage for any provider of your material.  In order to ensure the 

product meets your requirements it is important that you don’t just leave the iterative sign off to the subject 

authority.  You do need to be engaged too – especially if external resources are involved. 

The more engaged you are in guiding the development process at the outset the stronger the solution will be.  

Early in the projects life cycle the need to keep your hands closely on the project are high, so that you can set 

standards and levels of expectation around the quality of the outputs.   

As time passes and your subject authority and the developers 

becomes aware of your standards, less intense scrutiny is necessary to 

guide the project to completion.   

Even in a facilitated project, setting sign off schedules are important 

steering points in guiding the project to successful delivery – especially 

when deadlines are close. 

Deployment 

Having a “rapid” procurement and development process will come to 

nothing if you do not have a “rapid” testing and deployment 

mechanism.   

To some extent, it is a matter of considering how important it is to 

track the content and how you will measure impact at the outset.  It is 

essential to plan and engage with the people who will deploy the 

content to your audience.  If you can, ensure that testing of content 

happens early. If you are using new tools to deliver the content – why 

not test for compatibility using some supplier generated demo 

Insights... 
 

“There isn’t a successful project 

unless you have the evidence to 

prove it through learner 

feedback, stakeholder feedback 

and KPIs.  Opinion is a starting 

point, but ultimately data is 

central to proving the tangible 

and intangible benefits value you 

provide. “ 
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content, so you know that it works ok. 

Proving Impact  

To some extent the pressure to deliver something quickly often lessens the pressure to truly measure its 

effectiveness.   

That you managed to pull the proverbial rabbit out of the hat is often enough and there are another dozen 

other projects to do.   

That really isn’t a valid reason not to check that the solution had the desired effect.  As a bare minimum you 

should be verifying success through your project closure activities.  You will need to follow up with the overall 

project team to ensure that the right impacts were achieved and gather case study materials to demonstrate 

your value.   

Tangible evidence of success is the only real foundation of a secure team. 

 

What are the most critical factors to a successful ȰÒÁÐÉÄȱ ÐÒÏÊÅÃÔ? 

Whatever way you look at it, each step of a “rapid” project is important.  There are also some overall factors 

that will contribute to a successful “rapid” project.  These can be highlighted as:  

- Strategic vision in tactical situations 

- Total preparation 

- Focussed scope 

- Clear outcomes  

-  Benchmarked targets for success 

- Knowledge and information focussed goals 

- “Rapid” engagement & procurement processes 

- Limited Bureaucracy 

- Deep partnerships based on trust  

- Proximity – Being a onsite part of the team 

- Subject Matter Authority not just the Subject Matter Expert 

- Total Subject Matter Authority engagement - Short 100% Focus – Hands On 

- Open development Tools 

- Total Project Management – not all “rapid” projects are simple, and when there is little latitude for 

slippage you need expert project management skills to keep things on track.  

- The “VERY BEST” Instructional Developers – instructional design experts, creative script writers, 

talented designers, and relationship managers all in one. 
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- Iterative development 

- Template driven  

- Richer content  is produced by specialist back-office teams 

- Tried and tested deployment channels 

- Measuring and gathering evidence that you had an Impact 

Finally - there isn’t a successful project unless you have the evidence to prove it through learner feedback, 

stakeholder feedback and KPIs.  Opinion is a starting point, but ultimately data is central to proving the 

tangible and intangible benefits value you provide. 

 

Managing Course Redundancy 

The disposable course, retained content and overall course maintenance 

One inescapable consequence of using a “rapid” approach is that you are likely to create more content than 

you would through a traditional approach.  Going back to definitions, this is a naturally consequence of being 

both faster and enabling.  Think about the “Long-Tail”. However, when you combine this with the context of 

managing projects in a facilitated and anarchic model as well, there is the very distinct possibility that you will 

see  an explosion of content, and that content will need to be managed through the predictable phases of 

course updates, wholesales changes and entire course redundancy.  So, as you move through “rapid” projects 

the volume of maintenance will become a more important part of your operation. 

  

 

How do you make sure that an explosion of content is clearly owned and maintained, so that it retains its 

currency, validity and effectiveness?  It’s a very important question to answer.  The ownership and scaling to 
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provide updates was always a thorny issue, even when courses were developed with a traditional e-training 

approach.  More content can make this situation even thornier. 

In the past this meant that a significant proportion of traditional content attempted to avoid undue volatility.  

But, the very nature of “rapid” training needs means that projects are often driven by volatile content.   

How do you scale your operation so that all you do isn’t consumed with course maintenance?  How do you 

keep your courseware live, accurate and relevant? 

There are a few approaches and methods that you can employ.  And to some extent you may find that some of 

your materials may be easier to maintain precisely because they were developed in a “rapid” way using 

generic development tools.   

The 3 Phases of the Content Maintenance Cycle 

An inescapable fact is that content either expires or it changes.  Each of these situations needs to be managed.  

Essentially there are three phases in the cycle of managing the maintenance of content; knowing the content 

needs to change, making the changes and deploying the updates. 

 

 

 

That isn’t exactly rocket science, but the reason that it’s important is that each step needs to be managed and 

represents an overhead for your team as the level and range of content grows.   

Knowing When Content Needs Updating 

Knowing that content has changed involves having a clear and managed ownership of the course which is 

transparent to the audience and the owner.   

It also requires audience alerts to enable content redundancy to be highlighted by the users, but even more 

importantly it requires regular review by the subject matter expert or owner.   In most instances this will not 

happen as a voluntary process.  It needs to be regulated proactively. 

One way of prompting this maintenance is the use of expiry dates.  Automatically expiring content with the 

Subject Matter Authority on an annual or half yearly basis.  More practically you can set an agreed expiry date 

for the content when it’s initially uploaded. This will keep your courseware up to date, or remove it when it’s 

passed its sell by date.  This is especially true if the nominated course owner or a business sponsor is notified 

weeks in advance, and prompted with rolling reminders that the course is going to become redundant.   

© Copyright Elearnity Limited. All Rights Reserved. 
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In a perfect world content redundancy would be managed through an automated content management 

system, or your learning management system.  But, the world is far from perfect and you may need to use a 

more manual spreadsheet driven process that regularly manages subject matter experts and the expiry of their 

content.  Either way, it needs to be managed.   

You can take a more “laisse faire” approach which denies responsibility for the content and its maintenance, 

but questions over the currency of your content will adversely affect 

your learning technologies strategy overall; as it becomes increasingly 

synonymous with worthless content.   

So, you do have to be more than just the gatekeeper to content 

production.  

Making the changes 

The second stage of making content changes is another significant 

phase.  And actually it can be a very time demanding phase for an 

internal team.  

A benefit of using generic tools and more significantly a learning 

content management system with inbuilt authoring functionality is 

that you can delegate simple changes back to the subject matter 

experts, who rolled out the programme in the first place. That’s a win 

for being enablers, rather than a pure production house.  Simply by 

creating the course in a more open tool this should make maintenance 

of the courseware easier and more flexible.  At any rate you are in a 

significantly better place than the worst case scenario, of your content 

being trapped in a vendor’s proprietary development tool, without any 

access to make updates yourself. 

A critical aspect to making any changes is version control – having a 

clear process that records who owns the validity/accuracy of the 

update, when it was changed, what has changed and how long those changes are valid before they should be 

reviewed. Again an LCMS has a significant role to play, but a spreadsheet may fill that gap in its absence. 

Testing & Delivering Updates  

A significant part of delivering updates is affected by how you deploy your content. Whether it is distributed 

through a Learning Management System, a portal, or simply through an intranet website, each environment 

may produce its own challenges to a timely deployment.   

In a “Managed” environment which uses controlled websites and systems for deployment you will need to 

establish quality assurance and upload processes.  In a “Facilitated” model the deployment of content will 

potentially be low risk if the tool sets are established and proven.  In an extremely “Anarchic” system where 

there is a free for all on technology and no parameters around toolsets, then the scope for disaster is much 

larger.   

Scheduling and deploying content updates may not take much time depending on the solutions you use.  

Invariably, however, it will take time and resource – not only because you will need to move the content into 

the live environment, but also because you will need to run some tests to verify that the course runs and 

Insights... 
 

“In a perfect world content 

redundancy would be managed 

through an automated content 

management system, or your 

learning management system.  

But, the world is far from perfect 

and you may need to use a more 

manual spreadsheet driven 

process that regularly manages 

subject matter experts and the 

expiry of their content.  Either 

way it needs to be managed. “ 
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possibly tracks as it should. Working with tried and tested solution types speeds up the deployment process 

considerably. 

If you have a more facilitated focus to your team, again you may devolve some of this release back to your 

subject matter expert.  This is especially true where you have established generic tools in place which have low 

complexity and low risks for broken links, or corrupted course assets. But, processes and structures will need 

to be in place to support them if a facilitated model is to be effective. 

 

 

 

 

$Ï ÎÏÔÈÉÎÇ ÉÓÎȭÔ ÁÎ ÏÐÔÉÏÎ 

Ultimately, because of the potential explosion of content you do need 

to seriously consider the redundancy of courseware and you also 

need to instigate processes of review for informal learning modes as 

well.   

In all probability a project will have a defined end date, or more 

generic and blended materials will be tied to a course which itself will 

run to its end.  Whatever the situation, it is imperative that you use 

the inherent transiency of “rapid” content to expire it and remove it 

from visibility when it is no longer relevant.  Processes needs to be set 

up, communicated, established and managed, whatever way you look 

at it.  Even disposable content won’t make it to the bin on its own, it 

needs something, or more likely someone to put it there. 

Sustainable Content Management 

Insights... 
 

“Even disposable content won’t 

make it to the bin on its own, it 

needs something or more likely 

someone to put it there.” 
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The trigger for this cycle should always be “contracted” with your sponsor or a course owner who lives and 

breathes with your business. Thereafter, depending on the capability and controls you have in place the 

emphasis is on your subject matter expert to maintain the changes and for you to control deployment. 

Rarely will you be able to neglect managing sponsors/subject matter experts to ensure content is up to date.  

Without prompting the continued validity of content your overall e-learning proposition can come into 

question. But, by enabling others to make changes within simple structures you won’t be swamped with 

updates. 

A new look at Learning Content Management Systems (LCMS) 

One of the features of a rapid e-learning project is the collaborative nature of the development process and 

the need to co-ordinate the development through a simple, established and robust workflow.   

This is particularly true when you are creating high volumes of content quickly.  Working through 

development, sign off, testing and release; keeping track of versions is an essential component of the “rapid” 

approach.   

Whether it is asset sharing, reuse or the deployment of templates, LCMSs have role to play. 

Many of these functions are very ably managed through reputable learning content management systems. 

More often than not these systems have not really had the simple business case to enable many corporates to 

invest in them heavily.  They are still an emergent tool which has yet to achieve wide spread adoption. 

With maintenance and management of ever expanding content and the business risks of redundant content 

becoming increasing more likely, it may well be an important time to re-examine your position on a Learning 

Content Management system in your organisation – especially as these solutions are becoming ever 

increasingly web-based and the internal overheads of these solutions is no longer is a barrier to harnessing 

their potential.    

There is a fresh potential to have suppliers and internal 

development teams partnering to produce content.  

With ever expanding overheads, it may well be worth re-

examining your business case and the potential impact of an 

LCMS on your business.  

Seldom does the importance of simple asset management and 

object re-use become apparent than when you need to complete 

a re-branding exercise.  Having the right solution can mean the 

difference between hours or months of work.  With mergers and 

acquisitions never too far away, it’s a key consideration in the 

sustainability of your e-learning portfolio. 

 

Insights... 
 

“With maintenance and 

management of ever expanding 

content and the business risks of 

redundant content becoming 

increasing more likely, it may be an 

important time to re-examine the 

position on a Learning Content 

Management system on you 

organisation.”  
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THE NEW RELATIONSHIP WITH SUPPLIERS 

All change for Rapid e-learning 

One of the interesting questions to ask about rapid e-learning is: 

- Should you still be working in the same way through a “rapid” project as a traditional e-training project? 

- If you are deploying content through an external supplier can you continue to maintain a distanced 

relationship with them? 

Really trusted partners  

The traditional development model has comparatively longer timescales, high levels of spending and more 

complicated approval processes – So, is it possible or appropriate to apply a heavily regulated relationship to 

something that is more transient and low cost?  Probably not.   As a consequence, there are heightened levels 

of trust and partnership that are critical to an effective rapid e-learning project.  You can’t afford to be 

worrying more about the process and systems than the outcome – so, you need those wheels to be smooth, 

predictable and to some extent well established. 

New ways of working with suppliers 

With a rapid e-learning project there are some changes to the more traditional supplier, developer, subject 

matter expert relationship. 

 

 

 

More iterative regulation ɀ steering as you go 

With lower levels of funding and tighter time frames, maintaining a traditional engagement relationship will 

probably add a level of overhead and bureaucracy that makes a “rapid” outcome more convoluted than it 

should be.   
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By working through a “rapid” process it will necessarily become more iterative.  You effectively steer the 

project not so much by setting a precise and plotted course, but more by steering as you go. 

 

 

 

 

This may cause an increased level of ambiguity and you may need to accept this as a consequence of using a 

rapid e-learning approach.  There may also be less high level formality about the development process.  It 

needs to happen at a faster and more micro level.  

Closer partnership  

When the pressure is on to do something well and quickly, can you afford to have a detached and overly 

formal relationship?  Rather than being overly regulated, you need suppliers to be a real part of your team, 

acting with initiative and involved as honest partners who have 

genuine skin in the game and pragmatric “can do” change control. 

Closer proximity  

As we have said, in the traditional e-training development world there 

is often a lower level of proximity and more heavily regulated 

processes.  This is often down to the levels of investment that you are 

making in the courseware as the controls are about formally managing 

the risk for both you and the supplier.    

They want some certainty about what they are producing as much as 

you.    

With a “rapid” project you need to start thinking seriously about 

removing the actual and metaphoric distance between you and your 

suppliers. To maximise everyone’s effectiveness you need your 

suppliers to be onsite and feel part of the team.  Accelerating this 

feeling of partnership, cultural understanding and inclusion takes time 

– so working with suppliers you have already established deep 

relationships with may help you accelerate your work flows even 

further. 

Insights... 
 

“With a “rapid” project you need 

to start thinking seriously about 

removing the actual and 

metaphoric distance between 

you and your suppliers. To 

maximise everyone’s 

effectiveness you need your 

suppliers to be onsite and feel 

part of the team. “ 
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 Pick and mix 

A significant part of the new relationship with vendors is about how you think about harnessing their resources 

to compliment your skills gaps or resource gaps.  In the past, there was always a clear demarcation between 

the roles of you and your suppliers played.  You provided the content and they produced the course.   

In a “rapid” project, where some of those roles may start to blur, you can also start to consider this as a wider 

opportunity to plan how you successfully scale your resources across your e-learning and e-training projects. 

You shouldn’t think purely in terms of the polarities of in-source and outsourced.  You can Pick and Mix your 

internal skill sets with those of an external partner to enable you to manage volume demand and enable you 

to scale your involvement in more critical projects.   

So, what could you “Pick and Mix” for a “rapid” project? 

Well, it does depend a lot on the situation and the proficiency of your internal team and your subject matter 

expert’s experience and their abilities.  But, you may consider mixing people and/or structural resources into 

your project.   

 

 

 

¶ Structural resources are process or documentation layouts to help you extract the best from your 

subject matter experts – such as course outline and scoping forms through to course templates 

including course structure and page layouts.   

¶ People resources cover instructional designers, project 

managers, graphic designers and interactivity developers 

such as Flash developers. 

What makes any “rapid” project slightly lower risk is the overall level 

of expense that is at risk if it goes wrong?  

It’s important to note that engaging additional external people on an 

ad-hoc project support role does need to be balanced to the 

management of those resources. 

It’s also important to note that establishing long term and repeat 

partnerships will help make sure that those resources become more 

aligned and effective as they become more experienced in your 

organisation.  Continuity of individuals is also important to them 

feeling like part of your team. 

 

Insights... 
 

“A significant part of the new 

relationship with vendors is 

about how you think about 

harnessing their resources to 

compliment your skills gaps or 

resource gaps... “ 
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 More open content development tools 

In most instances in the traditional e-training development approach, the content was developed in a vendor 

specific tool that was locked down.  Your assets were trapped, as was the development process.  Small and 

large changes had to be managed through change control, to be updated and eventually passed back for 

approval.   

Rapid e-training projects are characterised by the use of generic authoring tools such as Raptivity, Lectora, 

Atlantic Link, Captivate, Mohive to mention but a few. 

The use of simpler authoring tools enables a much more transparent, open and easier contribution to the 

development cycle.  It also makes subsequent maintenance updates much more flexible to apply.  It opens up 

a choice where you can make changes, or you can outsource them.  It also means that the assets aren’t 

trapped and you could look to employ graphics, templates and some Instructional design approaches to other 

projects.  Some traditional providers would give you access to editing tools, but these rarely enabled you to 

take complete control of the entire course and the assets. 

The use of more open development tools by you and your suppliers may not be a complete nirvana for your 

organisation.  The absence of a true Learning Content Management system will not mean that all of your 

assets are available for reuse; customisation and content won’t be controlled.  But it will mean extra effort in 

managing them effectively. 

Insights... 
 

“The use of simpler authoring tools 

enables is a much more 

transparent, open and easier 

participation and contribution to 

the development cycle.  It also 

makes subsequent maintenance 

updates much more flexible to 

apply... “ 
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Partnership, partnership, partnership & partnership  

 

 

 

So, the new relationship that “rapid” development requires can be summed up in one word “partnership”.   

You might say that partnership is characterised in all successful projects.  What is to some extent unique is for 

a “rapid” project to work partnership has to be more than just a hollow word.  If the project is to work it needs 

to have a proactive intent that has openness, flexibility and trust at its core.   

Your supplier needs a clear insight into your culture, fit your organisation and behave as a seamless extension 

to your team to make it happen with aplomb.  They really should feel like a genuine part of the team. 
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NEXT STEPS 

Summary 

Most people look at rapid e-learning from the perspective of tools.  True, tools are a pivotal part of the “rapid” 

movement, but, the management approach and the processes that you follow within a project are equally, if 

not more, important. 

And management isn’t about having an exclusive approach.  Each approach, like each tool isn’t a silo of 

methodology that should be used in isolation or exclusively to the denial of all others.  As we have discussed 

there are three mutually complementary ways of managing rapid e-learning in your organisation.  You can take 

a “Managed”, “Facilitated” and “Anarchic” approach to “rapid” solutions.  With each of them come different 

levels of risk in the technical, instructional and content accuracy.   

Using anarchic methods is a desirable way to introduce informal learning structures into your organisation and 

the risks associated with lower control are not an obstacle to deploying rapid e-learning more openly.  What is 

essential is that those risks are managed and influenced by the core e-learning or blended learning team. 

When it comes to your learning team, “rapid” solutions are more than another string to your bow.  If 

delivering more with less is a central part of your agenda, then they are an essential part of your production 

arsenal.  And if you consider the “Long Tail” and how they are positioned in the learning cycle – they are 

potentially part of you developing a learning organisation.   

When it comes to being rapid, the tools may give the mechanism, but your processes and methodologies are 

the way you release their potential.  In the hands of the very best cognitively aware instructional designers, 

there is no reason that truly compelling content can’t be created more efficiently than traditional approaches.  

In the hands of amateurs you may be compromising your impact.  Quality is driven by expertise and that isn’t 

necessarily found in a tool or a process.  But, the reality is that often “something” is often better than nothing 

when you are in a tight corner.  The structures you implement to support democratised development are 

critical to the effectiveness of the e-learning that is created outside of your team. And mature e-learning teams 

need to leverage their expertise to increase their impact.  

With rapid e-learning comes a change in relationship with your external vendors.  What is potentially the most 

fascinating aspect of the “rapid” movement, is the effects rapid e-learning will have on vendor strategies, as 

much as it does on internal ones.   

¶ Could we be reaching a cross roads where shades of “rapid” practices start to permeate the 

traditional models of development?   

¶ Will we start to see fresher and more efficient approaches to development from everyone involved in 

e-learning?   

¶ What are the potential impacts on the market and internal teams who employee rapid e-learning?   

¶ Do you really get more from traditional courseware? 

¶ Or, is everything going to change as it has to compete with “rapid” approaches?  
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The Final Piece in Jigsaw 

In our third Elearnity white paper about rapid e-learning, we explore the strategic impacts of rapid e-learning, 

on you, your teams and the market place.  

We address the questions - Is rapid e-learning as much an e-learning philosophy as it is a way of creating 

content?  What are the 12 killer questions that rapid poses for your e-learning team?  What are the longer 

term market implications of mass production from rapid e-learning?  And what is the biggest conundrum 

about Rapid e-learning? 

 

 

Rapid e-learning ς The Strategic Implications 

This white paper will be available to download from www.elearnity.com. 

 

Accelerate and De-risk 

To talk to us about our research on Rapid e-learning,  or to discuss what it might specifically mean for your 
organisation please contact us at info@elearnity.com. 

We will use our independent expertise to provide you with the guidance you need to accelerate and de-risk 
your decisions.  We have a wealth of experience, tools, research and profiles at our disposal.  We don’t have 
any “products” to sell and we have no “vested “interest” to bias your outcomes.  We concentrate on 
pragmatic, independent advice. 

Tel: +44 (0)20 7917 1870 
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