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Who	
  am	
  I?

University	
  of	
  Bristol	
  (2002	
  
to	
  2008)

University	
  of	
  Bath	
  (2008	
  
to	
  2010)

University	
  Campus	
  
Suffolk	
  (2010-­‐2015)

Blackboard	
  (July	
  2015)

• Head	
  of	
  e-­‐Learning	
  [Deputise for	
  Director	
  of	
  
Learning	
  &	
  Teaching	
  Enhancement	
  Office)

• Module	
  Leader	
  (TEL)	
  on	
  PGCERT

• E-­‐learning	
  Development	
  
Manager

• Lecturer	
  on	
  PGCAP

• Strategic	
  Consultant	
  (EMEA)

Steering	
  Group	
  Heads	
  of	
  e-­‐
Learning	
  Forum	
  (UK)

Chairperson	
   JISC	
  RSC	
  
(Eastern)

National	
  &	
  Institutional	
  
lead	
  on	
  JISC	
  &	
  HEA	
  

projects
• VLE	
  (Blackboard)	
  Operational	
  Manager	
  &	
  Learning	
  Technologist
• Visiting	
  Lecturer	
  in	
  Graduate	
  School	
  of	
  Education



What	
  is	
  a	
  Strategic	
  Consultant?

Learning Technology	
   Strategy

Student	
  Retention	
  /	
  Throughput

Academic Adoption

Online	
  Programmes

Online Assessment	
  &	
  Feedback	
  /	
  
Grades	
  Journey

Learning	
  Analytics	
  /	
  Data	
  

Student	
  Data	
  Lifecycle



Who	
  are	
  you?	
  (intended	
  audience)	
  – hands	
  up

• Faculty	
  /	
  Lecturers
• Executive	
  Leadership	
  &	
  Senior	
  Managers

• Professional	
  Services	
  &	
  Support	
  Teams



Aims	
  (Intended	
  outcomes)

Effective	
  adoption	
  of	
  learning	
  technology	
  is	
  a	
  little	
  bit	
  about	
  technology	
  and	
  a	
  
lot	
  about	
  managing	
  institutional	
  change

https://pixabay.com/static/uploads/photo/2015/03/26/09/57/pathway-­‐690652_960_720.jpg

https://www.flickr.com/photos/132053576@N03/18721001439



What	
  does	
  success	
  look	
  like?

In	
  pairs

1. Discuss,	
  “from	
  your	
  perspective,	
  what	
  would	
  success	
  look	
  like	
  for	
  an	
  institutional	
  wide	
  adoption	
  of	
  
learning	
  technology	
  (LMS)?”,	
  ie.,	
  

• the	
  LMS	
  being	
  used	
  on	
  all	
  modules	
  within	
  a	
  programme
• A	
  100	
  %	
  e-­‐submission,	
  e-­‐marking	
  and	
  e-­‐return	
  of	
  assessments

2.	
  Discuss,	
  how	
  close	
  do	
  you	
  think	
   the	
  institution	
   you	
  work	
  at	
  is	
  to	
  achieving	
  this	
  success?



Thinking	
  about	
  change

What	
  do	
  we	
  mean	
  by	
  managing	
  change?

• A	
  systematic	
  approach	
  to	
  dealing	
  with	
  
change	
  with	
  the	
  aim	
  of	
  achieving	
  lasting	
  
change

• Process,	
  tools	
  and	
  techniques	
  to	
  engage	
  
with	
  the	
  people	
  experiencing	
  the	
  change

• Supporting	
  the	
  academic	
  community’s	
  
transition	
  from	
  situation	
  A	
  to	
  situation	
  B

Why	
  is	
  managing	
  change	
  important?

• Need	
  to	
  recognize	
  that	
  change	
  can	
  be	
  
overwhelming	
  
• Fear	
  of	
  the	
  unknown
• Fear	
  of	
  being	
  ill-­‐informed,	
  ill-­‐

prepared,	
  vulnerable
• Need	
  to	
  engage	
  people	
  in	
  the	
  change

• Build	
  trust
• Get	
  buy-­‐in	
  and	
  sustain	
  it



The	
  starting	
  point:	
  The	
  Change	
  Equation

Eaton	
  (2010)	
  applies	
  Gleicher’s change	
  formula	
  to	
  predict	
  whether	
  an	
  
improvement	
  program	
  will	
  be	
  successful.

Change	
  Equation:	
  Successful	
  change	
  when	
  >>>	
  

D	
  *	
  V	
  *	
  F	
  >	
  R

Where,	
  D	
  is	
  the	
  level	
  dissatisfaction	
  with	
  the	
  current	
  state	
  of	
  affairs,	
  V	
  is	
  
the	
  clarity	
  of	
  the	
  vision	
  of	
  what	
  the	
  organization	
  is	
  trying	
  to	
  achieve	
  and	
  
what	
  it	
  means	
  to	
  individuals,	
  F	
  is	
  the	
  clarity	
  of	
  what	
  the	
  first	
  steps	
  will	
  
be,	
  and	
  R	
  is	
  the	
  level	
  of	
  resistance	
  to	
  the	
  change.

Effective	
  
adoption	
  of	
  
learning	
  

technology	
  is	
  a	
  
little	
  bit	
  about	
  
technology	
  and	
  
a	
  lot	
  about	
  
managing	
  

institutional	
  
change



Framework:	
  Individual	
  Lecturer	
  Perspective
Characteristics	
  of	
  Technology	
  Adoption

1. Leadership	
  from	
  the	
  top
2. Institutional	
  commitment	
  and	
  investment
3. Robust	
  and	
  reliable	
  infrastructure
4. Effective	
  and	
  available	
  support	
   for	
  

academic	
  staff
5. Ability	
   to	
  demonstrate	
  the	
  benefits	
  to	
  the	
  

student	
  and	
  staff	
  experience
6. Evidence-­‐based	
  decision-­‐making	
   and	
  a	
  

continuous	
   cycle	
  of	
  improvement

1,2,3,64,1,2,63,4 4,5,6

Collis	
  &	
  Pals	
  4	
  Es Model



A	
  senior	
  leader	
  who	
  is	
  endorsing	
  and	
  driving	
  
the	
  change

• Ensuring	
  that	
  change	
  aligns	
  with	
  
institutional	
  goals

• Bring	
  consensus	
  and	
  consensus	
  within	
  the	
  
institution’s	
  leadership	
  team

• Incorporating	
  goals	
  in	
  institutional	
  plans	
  
and	
  strategies

Institutional	
  commitment	
  and	
  investment

• Internal	
  resources	
  to	
  deliver	
  the	
  change;
• Learning	
  technology	
  support
• Change	
  /	
  project	
  management
• Funding	
  for	
  project	
  and	
  buy-­‐in

• Demonstrate	
  commitment	
  to	
  ensuring	
  its	
  
successful	
  adoption

• Reassuring	
  academic	
  community	
  that	
  
time	
  spent	
  is	
  valued	
  by	
  the	
  institution

Leadership	
  and	
  Institutional	
  Commitment	
  
(Extract:	
  Strategic	
  Review)



Leadership	
  and	
  Institutional	
  Commitment	
  (Extract:	
  
Strategic	
  Review)	
  – Full	
  economic	
  costings



Leadership	
  and	
  Institutional	
  Commitment	
  
(Extract:	
  Strategic	
  Review)

Current	
  Status

Question	
  1:	
  To	
  what	
  extent	
  do	
  you	
  agree	
  with	
  the	
  following	
   statement;

The	
  Senior	
  Management	
  at	
  the	
  institution	
  where	
  I	
  work	
  have	
  contextualised an	
  institutional	
  vision	
  for	
  
learning	
   technology	
  and	
  articulated	
  it	
  to	
  the	
  faculty	
  members

Description Title Question Score

Strongly	
  disagree Initial 1

Disagree Planned 2

Agree Defined 3

Strongly	
  Agree Managed 4



Leadership	
  and	
  Institutional	
  Commitment	
  
(Extract:	
  Strategic	
  Review)

Current	
  Status

Question	
  2:	
  To	
  what	
  extent	
  do	
  you	
  agree	
  with	
  the	
  following	
   statement;

Within	
  my	
  institution	
   there	
  is	
  a	
  coordinating	
  body	
  comprising	
  of	
  high	
   level	
  stakeholders	
  who	
  regularly	
  
meet	
  to	
  monitor	
  efforts,	
   infrastructure	
  and	
  evidence	
  around	
  our	
  learning	
   technology	
   to	
  provide	
  
guidance	
  and	
  oversight

Description Title Question Score

Strongly	
  disagree Initial 1

Disagree Planned 2

Agree Defined 3

Strongly	
  Agree Managed 4



Leadership	
  and	
  Institutional	
  Commitment	
  
(Extract:	
  Strategic	
  Review)

Current	
  Status

Question	
  3:	
  To	
  what	
  extent	
  do	
  you	
  agree	
  with	
  the	
  following	
   statement;

Within	
  my	
  institution	
   there	
  are	
  policies	
  addressing	
  key	
  aspects	
  of	
  online	
   learning,	
   these	
  are	
  updated	
  
when	
  needed	
  and	
  changes	
  are	
  effectively	
  communicated	
  and	
  understood	
   across	
  the	
  organisation

Description Title Question Score

Strongly	
  disagree Initial 1

Disagree Planned 2

Agree Defined 3

Strongly	
  Agree Managed 4



Leadership	
  and	
  Institutional	
  Commitment	
  
(Extract:	
  Strategic	
  Review)

Current	
  Status

Question	
  4:	
  To	
  what	
  extent	
  do	
  you	
  agree	
  with	
  the	
  following	
   statement;

Within	
  my	
  institution	
   incentives	
  for	
  online	
   teaching	
  and	
  course	
  development	
  are	
  adequately	
  funded	
  
and	
  centrally	
  administered;	
  recruitment	
  and	
  promotion	
   processes	
  reward	
  faculty	
  who	
  progressively	
  
master	
  online	
   teaching

Description Title Question Score

Strongly	
  disagree Initial 1

Disagree Planned 2

Agree Defined 3

Strongly	
  Agree Managed 4



Leadership	
  and	
  Institutional	
  Commitment	
  (Extract:	
  
Strategic	
  Review)	
  – where	
  does	
  your	
  institution	
  
score?

Current	
  Status

Initial Planned Defined Managed

4

8

12

16



Leadership	
  and	
  Institutional	
  Commitment	
  
(Extract:	
  Strategic	
  Review)

Future	
  Status:	
  Recommendations

Vision

To	
  maintain	
  and	
  enhance	
  a	
  high	
  quality,	
  
broadly	
  based	
  academic	
  portfolio	
  which	
  
builds	
   on	
  and	
  further	
  develops	
   areas	
  of	
  
University	
   strength	
  and	
  potential	
  including	
  
in	
  relation	
  to	
  xxxx

To	
  develop	
   increasingly	
  flexible	
  modes	
  of	
  
delivery	
   including	
  through	
  part-­‐time	
  and	
  
blended	
   learning	
  opportunities.

KPI	
  >>>	
  20%	
  of	
  teaching	
  in	
  a	
  module	
  will	
  be	
  
delivered	
  online	
   (blended)	
  

D	
  *	
   V	
  *	
   F	
  >	
  R



Effective	
  &	
  Available	
  Support	
  for	
  Academic	
  
Staff	
  (Extract:	
  Strategic	
  Planning)
To	
  step	
  away	
  from	
  the	
  comfort	
  zone	
  and	
  try	
  
something	
  new	
  requires	
  strong	
  support

• Technical	
  skill	
  development	
  (How	
  to	
  
complete	
  certain	
  tasks)

• Pedagogical	
  development	
  (why	
  use	
  it	
  in	
  a	
  
particular	
  way)



Effective	
  &	
  Available	
  Support	
  for	
  Academic	
  
Staff	
  (Extract:	
  Strategic	
  Planning)

A  community  of  practice is  a  
group  of  people  who  share  a  
concern  or  a  passion  for  something  
they  do,  and  learn  how  to  do  it  
better  as  they  interact  regularly.  

This  definition reflects  the  
fundamentally  social  nature  of  
human  learning

Wenger-­Trayner  (2011)

The  concept  of  a  person’s  
absorptive  capacity.

This  is  a  person’s  capability  
to  identify  and  evaluate  the  
potential  value  of  relevant  
(external)  knowledge.  They  
propose  the  higher  the  level  
of  absorptive  capacity  within  
the  individual  the  higher  the  
level  of  innovative  
performance.  Moilanen  et  al.,  
(2014)

The dependence between 
technology and the learning 
design. 

“Without a working knowledge of 
technologies, lecturers do not 
know what is possible … equally, 
without knowledge of the … 
pedagogical design of these 
technologies … online learning 
environments will remain an 
underutilised and ineffective 
resource” (Owens (2012)

Faculty  as  Agents  of  Change



Effective	
  &	
  Available	
  Support	
  for	
  Academic	
  
Staff	
  (Extract:	
  Strategic	
  Planning)

Question	
  1:	
  To	
  what	
  extent	
  do	
  you	
  agree	
  with	
  the	
  following	
   statement;

The	
  institution	
   I	
  work	
  at	
  provides	
  an	
  extensive	
  workshop	
  and	
  online	
  courses	
  programme for	
  hands-­‐on	
  
training	
  in	
  the	
  effective	
  use	
  of	
   leaning	
  technologies,	
   such	
  as	
  the	
  LMS	
  (Blackboard)

Description Title Question Score

Strongly	
  disagree Initial 1

Disagree Planned 2

Agree Defined 3

Strongly	
  Agree Managed 4



Effective	
  &	
  Available	
  Support	
  for	
  Academic	
  
Staff	
  (Extract:	
  Strategic	
  Planning)

Description Title Question Score

Strongly	
  disagree Initial 1

Disagree Planned 2

Agree Defined 3

Strongly	
  Agree Managed 4

Question	
  2:	
  To	
  what	
  extent	
  do	
  you	
  agree	
  with	
  the	
  following	
   statement;

The	
  institution	
   I	
  work	
  at	
  provides	
  an	
  extensive	
  number	
  of	
  workshop	
  and	
  online	
  courses	
  programme on	
  
the	
  effective	
  use	
  of	
  learning	
   technology	
   for	
  teaching,	
  learning	
  and	
  assessment,	
  such	
  as	
  the	
  LMS	
  
(Blackboard)



Effective	
  &	
  Available	
  Support	
  for	
  Academic	
  
Staff	
  (Extract:	
  Strategic	
  Planning)

Description Title Question Score

Strongly	
  disagree Initial 1

Disagree Planned 2

Agree Defined 3

Strongly	
  Agree Managed 4

Question	
  3:	
  To	
  what	
  extent	
  do	
  you	
  agree	
  with	
  the	
  following	
   statement;

The	
  institution	
   I	
  work	
  at	
  provides	
  a	
  large	
  number	
   of	
  regularly	
  updated	
  case	
  studies	
  to	
  evidence	
  from	
  
our	
  own	
  practice	
  the	
  effective	
  use	
  of	
  learning	
   technology	
   for	
  teaching,	
   learning	
  and	
  assessment,	
  such	
  
as	
  the	
  LMS	
  (Blackboard)



Effective	
  &	
  Available	
  Support	
  for	
  Academic	
  
Staff	
  (Extract:	
  Strategic	
  Planning)

Description Title Question Score

Strongly	
  disagree Initial 1

Disagree Planned 2

Agree Defined 3

Strongly	
  Agree Managed 4

Question	
  4:	
  To	
  what	
  extent	
  do	
  you	
  agree	
  with	
  the	
  following	
   statement;

The	
  institution	
   I	
  work	
  at	
  provides	
  a	
  large	
  number	
   of	
  cross	
  institutional	
  events	
  (conferences,	
  webinars)	
  
for	
  leactuers to	
  discuss	
  and	
  share	
  effective	
  practice	
  around	
  use	
  of	
  learning	
   technology	
   for	
  teaching,	
  
learning	
  and	
  assessment,	
  such	
  as	
  the	
  LMS	
  (Blackboard)



Current	
  Status

Initial Planned Defined Managed

4

8

12

16

Effective	
  &	
  Available	
  Support	
  for	
  Academic	
  Staff	
  
(Extract:	
  Strategic	
  Planning)	
  – where	
  does	
  your	
  
institution	
  score?



Step	
  1:	
  Discussion	
  themes	
  not	
  technologies

Vision

Senior	
  Management	
  
Team

Learning,	
  Teaching	
  and	
  
Assessment	
  Group

Innovative	
  Assessment	
  
&	
  Feedback Group	
  Learning	
  /	
  PBL Flipped	
  Classroom

Discussion	
  papers	
  &	
  Case	
  Studies:	
  

What	
  is	
  it?	
  Where	
  is	
  the	
  evidence	
   it	
  works?
How	
  does	
  it	
  fit	
  with	
  summative	
  assessment?
What	
  is	
  the	
  required	
  staff	
  development	
  model?

Vision

To	
  maintain	
  and	
  enhance	
  a	
  high	
  quality,	
  
broadly	
  based	
  academic	
  portfolio	
  which	
  
builds	
   on	
  and	
  further	
  develops	
   areas	
  of	
  
University	
   strength	
  and	
  potential	
  including	
  
in	
  relation	
  to	
  xxxx

To	
  develop	
   increasingly	
  flexible	
  modes	
  of	
  
delivery	
   including	
  through	
  part-­‐time	
  and	
  
blended	
   learning	
  opportunities.

KPI	
  >>>	
  20%	
  of	
  teaching	
  in	
  a	
  module	
  will	
  be	
  
delivered	
  online	
   (blended)	
  



Step	
  2:	
  Staff	
  training	
  &	
  engagement

Minimum	
  standards	
  of	
  use

Wider	
  opportunities	
   of	
  LMS

Just	
   in	
  time,	
  how	
  to	
  guides

Engagement

Online	
  Course	
  (compulsory),	
  badges

Just	
   in	
  time,	
  how	
  to	
  guides

Face	
  to	
  Face	
  Workshop	
   (voluntary)

Discussion	
  papers	
  &	
  Case	
  Studies

Discussion	
  papers	
  &	
  Case	
  Studies

Department	
  Meeting

Cross	
  institutional	
  Webinars	
  &	
  Events

Vision

To	
  maintain	
  and	
  enhance	
  a	
  high	
  quality,	
  
broadly	
  based	
  academic	
  portfolio	
  which	
  
builds	
   on	
  and	
  further	
  develops	
   areas	
  of	
  
University	
   strength	
  and	
  potential	
  including	
  
in	
  relation	
  to	
  xxxx

To	
  develop	
   increasingly	
  flexible	
  modes	
  of	
  
delivery	
   including	
  through	
  part-­‐time	
  and	
  
blended	
   learning	
  opportunities.

KPI	
  >>>	
  20%	
  of	
  teaching	
  in	
  a	
  module	
  will	
  be	
  
delivered	
  online	
   (blended)	
  

D	
  *	
   V	
  *	
   F	
  >	
  R

Co-­‐design	
  activities,	
  funded	
  projects	
  &	
  
formal	
  procedures



Framework:	
  Institutional Perspective
Characteristics	
  of	
  Technology	
  Adoption

1. Leadership	
  from	
  the	
  top
2. Institutional	
  commitment	
  and	
  investment
3. Robust	
  and	
  reliable	
  infrastructure
4. Effective	
  and	
  available	
  support	
  for	
  

academic	
  staff
5. Ability	
   to	
  demonstrate	
  the	
  benefits	
  to	
  the	
  

student	
  and	
  staff	
  experience
6. Evidence-­‐based	
  decision-­‐making	
   and	
  a	
  

continuous	
   cycle	
  of	
  improvement

1,2,3,64,1,2,63,4 4,5,6

Collis	
  &	
  Pals	
  4	
  Es Model

Role	
  of	
  TEL	
  was	
  viewed	
  as	
  an	
  "add	
  on",	
   where	
  some	
  
courses	
  used	
  it	
  within	
   the	
  T&L.	
  The	
  adoption	
   by	
  academics	
  
was	
  low,	
   effectiveness	
  varied	
  across	
  courses,	
   and	
  it	
  was	
  
driven	
  by	
  early	
  adopters	
   working	
  in	
  relative	
  isolation.

TEL	
  is	
  centrally	
  positioned	
   within	
  the	
  T&L	
  landscape.	
  It	
  use	
  
is	
  driven	
   by	
  course	
  team	
  discussions	
   around	
   effective	
  

practice.	
  It	
   is	
  viewed	
  as	
  a	
  facilitator	
   of	
  effective	
  T&L	
  and	
  not	
  
an	
  inhibitor.



Thank	
  you	
  &	
  questions

Achieving	
  Institutional	
  Wide	
  Adoption	
  in	
  
Learning	
  Technology

Andy	
  Ramsden
Blackboard	
  Strategic	
  Consultant,	
  EMEA
andrew.ramsden@blackboard.com

June,	
  2016



Appendix:	
  Useful	
  Slides



How	
  might	
  it	
  help	
  you	
  achieve	
  your	
  strategic	
  
goals?

Review	
  (Discovery) Planning Design Delivery

Assessment	
  &	
  
Feedback	
  Strategic	
  

Review

Key	
  points	
  from	
  L,T&A	
  
Strategy

As	
  partners	
  in	
  learning,	
  
students	
  will	
  experience	
  
flexible	
  and	
  innovative	
  
approaches	
  to	
  learning	
  and	
  
assessment	
  informed	
  by	
  
contemporary	
  pedagogical	
  
research

Associated	
  priority

To	
  promote	
  quality	
  in	
  all	
  
aspects	
  of	
  assessment	
  and	
  
feedback

Operational	
  Planning

Short	
  Term
>>	
  EMA
>>	
  Digital	
  Examinations
Medium	
  Term
>>	
  	
  Innovative	
  
Assessment
>>	
  ProgrammeDesign

Grade	
  Journey Provide	
  capacity	
  and	
  
mentoring	
  through	
  the	
  
change	
  management	
  

process

Enhancement	
  Requests

Moving	
   from	
  vision	
  and	
  strategy	
  to	
  implementation	
   reality



Make	
  the	
  digital	
  environment	
  invisible



A	
  collaborative	
  curriculum	
  development	
  cycle



Developing	
  the	
  change	
  agents;	
  Credibility	
  
within	
  Peer	
  Networks


