Optimizing MaxTrax Course Management System
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MaxTrax Implementation Planning Guidelines
Step 1 - Kick-Off and Team Formation 

Description

Form an implementation team by identifying and qualifying the participants.  Use the job descriptions provided to qualify key individuals.  Ensure that each team member has the support and commitment of management to complete implementation and participate in ongoing support.

Review and thoroughly discuss all the technical and non-technical ramifications of the e-learning project, impact on infrastructure, personnel etc.

Ensure that there are resource commitments up front for the ongoing support of the project.  This is particularly important for Information Technology Administrator and Training Administrator roles.  

There are generally six key roles to fill during implementation.  These roles are probably not full time assignments and the level of involvement for any particular role varies through the course of the implementation.  The key roles are:

· Program Manager

· Training Administrator

· Information Technology Administrator

· Training Developer

· PerforMax3 POC

· Subject Matter Experts (SME)
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Deliverables

· List of individuals committed to support the project during implementation.

· Long term commitment (contract?) from the organizations that will support the “ongoing” operation of MaxTrax and the training content.

Tools

Job description documents

Exercise

Brainstorm the list of possible stakeholders in your e-learning implementation.  Identify what positive and negative implications the project holds for each.  As appropriate, develop an action plan to mitigate negative implication s and to leverage support.  Consider adding key stakeholders to the implementation team or including them in periodic briefings.  

Notes

It is a good practice to include all “Stakeholders” in the kick-off meeting, planning and initial phases of the project, at least through the pilot implementation and review phase.  Failure to achieve buy-in up front with any key stakeholder can derail the project.
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Step 2 – Goal Setting

Description 

Define the goals and objectives of the project along with the measurements that will be used to gauge progress and success.  Consider both short term and long terms goals.  Discuss the technical and non-technical capabilities, requirements and limitations of MaxTrax and all other elements of the e-learning with the team.  Consider the following questions:

· What training is to be delivered/which training requirements are to be addressed?

· To whom will be training be delivered/who is the target audience?  Think about the number of employees, the job classifications etc. Where do the students reside?  During what hours will training be accessible?

· What are the major drivers? (Cost, time of training, training effectiveness and consistency, quality and availability of documentation and records)

· What criteria will be used to measure progress/success?

· What other data (soft and hard) will be collected to assess progress?

Deliverables

Identify which training requirements will be addressed using MaxTrax/e-learninig

Determine what population will be trained and the period over which training will occur

List what workstations (by group) will be used to access the training

Determine where MaxTrax will reside (Website)

Establish a goal for the pilot project start/end (tentative)

Establish a goal for production roll-out (tentative)

Draft a preliminary Implementation Schedule/Plan

Exercise
Brainstorm objectives and goals for the project.  What would you and your team like to see accomplished as a result of this project?  Prioritize and cull the list focus on the top five items.  Ensure these items are attainable, quantifiable and supported by the implementation plan

Notes

E-learning technology introduces a whole gamut of technical and non-technical changes to the work environment.  The extent of these changes is frequently underestimated, as is the complexity of implementation.  A Pilot Project seems to be the best way to assimilate the new technology and to introduce e-learning technology.  
Following the Pilot Project, a phased approach is the most effective way to roll out e-learning technology to meet a large number of training requirements.  “You don’t eat and entire apple in one bite.”  In the same way, you will have more success during implementation if you roll out “chunks” of training to address specific training requirements in waves, incrementally over time.  Following the pilot project.  Expand either the student population or the number of topics delivered via MaxTrax.  Continue to expand the project incrementally over time until all the training requirements have been addressed.


Step 3 – Implementation Plan/Schedule

Description

Develop an implementation plan and schedule for the project. Use the Shewhart Cycle aka the “continuous improvement cycle of Plan, Do, Study, Act” (PDSA) as the foundation of your implementation plan.  Task out the work for the initial milestones. Ensure that there is adequate time up front to ensure that all the planning tasks in Step 4 are accomplished. 
Include a Pilot Project to test and validate your assumptions about Computer Based Training in your organization, to gain experience with MaxTrax and to gather soft and hard data about your training implementation.  Use the lessons learned during the pilot project to recalibrate your plan for the next implementation phase.  Consider the feedback from your stakeholders and pilot participants as data for improving the process.  This is the essence of the PDSA process.
Pilot Project example: Within three months of project kickoff, deliver five annual required training topics to a pilot group of approximately 75 individuals from three different organizations and job classification using MaxTrax.  Analyze the results of the pilot project and determine where improvements or corrective actions are needed.  Consider what level of effort was involved in carrying out the pilot project.  Use this data to set goals and dates for the production roll out.  

Suggested Implementation Plan Milestones

PHASE I


Project Kick-off & Goal Setting


Implementation Planning


Installation and Testing

PHASE II


Plan/Develop Pilot Project


Run Pilot Project 


Analyze and Review Pilot Project Results


Implement Improvements

PHASE III


Plan/Develop First Production Roll-Out


First Production Roll-Out


Review Results


Implement Improvements

PHASE IV


Addition Training Roll-Outs using PDSA

PHASE V


Ongoing Support

Deliverables
Draft Implementation Plan

SOW for Pilot Project

Tools
Use the implementation plan above as a straw man for your own plan.  

Exercise
Brainstorm a Statement of Work for a pilot project.


Step 4 - Implementation Planning (Details)
Description
Implementation Planning is perhaps the most critical step of the project. During this step you will determine how you will use the MaxTrax database to deliver the training required and gather the training records in a meaningful way. You will also structure the MaxTrax database to reflect your organization and design the layout of the training to address you specific training requirements and job classifications.  

The key to success is “begin with the end in mind.”  (Deliver the required training to the correct individual when needed).
Consider: 

· How will you assign training?  Think about grouping employees with similar training requirements together

· What information do you need to get back from MaxTrax? (Evidence of training completion, exception reports, etc)

· Is MaxTrax the final repository for training data or is it bound for another application?

· How will you maintain the roster of employees in MaxTrax?

· What employee data must be loaded and maintained in MaxTrax in order to facilitate the assignment of training and reporting of results? (Organizational and job classification information)
· What role will supervisory personnel play in assigning and tracking training?

Familiarize yourself with the fundamental requirements and tools of MaxTrax by reviewing the MaxTrax Concepts white paper with the implementation team.  Use the worksheets provided to develop and collect information during this phase.  This information will be loaded into MaxTrax to build your unique Course Management System

Tasks
Determine what employee data will be used as the logon id.  The default Logon ID is e-mail address. But you can use and employee number, social security number or other unique identifier.  The logon ids you choose together with a password create a unique entry in the MaxTrax database.  Duplicates of this paring are not possible however duplicate ids are allowed which is a potential pitfall.

Define the “organization” data field.   This piece of data is the primary item for grouping individuals within the organization.  Since it is a master data field, you will need to define all of the possible values it in advance.  For example, if you choose “Ward” you will need to build a table of all the ward names.  Each individual will belong to a particular “organization” and only one organization.  Document your results in the Organization worksheet.

Define all the other data fields to be loaded for each student.  You can use most of the 12 available fields for any data you want to use.  For example, you can rename the “Fax Number” field to be “Job Code.”  You’ll define the data type, any data mask.  Document your results in the Login Info worksheet.

Identify the “source” of all the student data including the roster and additional fields you’ve chosen.  An electronic source is preferable.

Revisit the list of “training requirements” developed earlier in the project.  From this set of requirements, build a table that defines which groups of employees require training under each requirement.  The “groups” will become classes, the training requirements will be met by and training content.  Document the results in the Training Assignment worksheet.   

Define “classes” or groups of individuals with identical training requirements.  Document you results in the Classes Worksheet.

Define the specific training content that will be delivered by Lesson name and Course Name.   To completely define the training plan you will document lesson names and descriptions, course names and identify which lessons make up each course.  Document you results in the Lesson, Course and Course/Lesson Build worksheets.

Examine any external data integration requirements that may be necessary for your facility.  For example, you may have a HR application that maintains training records for each employee.  Is there a requirement to integrate this application with MaxTrax? 

Deliverables
Student Primary Identifier and Format

Student Login-Information Table

Organization Table

Employee Roster w/ Organization Information

Lesson Names and Descriptions

Course Names 

Course/Lesson Build Sheet

Class Names and Descriptions

Training Assignment Worksheet

Eternal Data Integration Requirements (*)

Notes
The following recommendations are based on our experience implementing MaxTrax at other facilities similar to yours.

· Do not use “open enrollment” 

· Use “classes” to assign training to groups of individuals with similar training requirements

· Do not allow students to “self register”

· Use the “organization” data item as the key criteria for defining the groups within your organization.

Step 5 - Installation and Testing

Description
At this point you have gathered all the data needed to build and populate the Course Management portion of the MaxTrax Database.  To complete the process, install MaxTrax and all available courseware on the designated web server or on a test server.

Tasks
The installation process has 3 major parts:

Part 1 – Install MaxTrax website, PLS website and build the MaxTrax database

Part 2 – Load SCO’s (Sharable Content Objects – a.k.a. Toolbook Export Folders)

Part 3 – Add MaxTrax data from worksheets using MaxTrax online transactions.  Implement a rigorous QC process for entering and checking the data.
Testing has 2 major parts:

Part 1 – Test the functions within each “view” of MaxTrax including the Student, Administrator and Reporter

Part 2 – Test all courseware to ensure it is interacting properly with MaxTrax (scoring, book marking etc)

Deliverables
Fully configured and tested MaxTrax installation ready for use in a pilot project or other phase of deployment.

Notes
The details of installing MaxTrax are contained in the MaxTrax Installation Instructions document shipped with the product.  
All MaxTrax instructions are documented via context sensitive help files within the program itself.  The transactions are also reviewed in the Hands On Guide to MaxTrax within this workshop.  All the data collected and documented in the worksheets can be entered into MaxTrax using online transactions.
Some of the MaxTrax data such as the Student Roster can be loaded into the database in a “batch” using SQL Enterprise Manager or similar database Tools.
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