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Abstract

The chapter gives a contribution to the understanding country-
specific e-learning models, focusing on the e-learning experience of
Italian companies in the pharmaceutical and banking industries. The
chapter analyzes the antecedents of a corporate e-learning adoption
process, asking whether it is forced by the rational search for economic
benefit, or by bandwagon pressures, whereby companies are more interested
in their reputations. The chapter also aims at understanding how companies
areimplementing e-learning, analyzing the most important features of the
e-learning strategies. users, contents, infrastructures, and services and
supports. After having discussed the result of the research conducted on
a document analysis, a survey, some interviews, and two in-depth case
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studies, the emerging B2E strategy for e-learning is explained. In the
conclusions the main issues related to the e-learning processes in the
Italian companies are summarized, and the research methodology and the
possible future research lines are discussed.

Introduction

Inrecent years, corporatee-learning hasbeen the subject of several studies.
Ontheonehand, it hasbeenidentified asoneof thelatest best practicesinHRM
(Nacamulli, 2003) because it enables companiesto meet new intellectual
capital investment requirements (ASTD, 2001). Theseincludetheneed to
enhancequality and effectivenessin program devel opment whilereducing
costs, toupdatetheskillsbasethroughout theorganization (at all level s, across
awidegeographical area, etc.), andtoincreasetheorganization’ slearning
capability by integrating onlinetraining and strategi c knowledge management
(Ley & Ulbrich, 2002).

Ontheother hand, duetothe exponential rate at whichthisinnovationwas
adoptedintheUSA, inthelast yearstheexperienceof pioneers, inboththe
publicand privatesectors, andtheir best practiceshavebecomeoneof themain
issuesdealt within corporatee-learning research andliterature (Shank, 2002;
Horton, 2001; Rosenberg, 2001).

However, corporatee-learningisnot spreadingworldwideasfast asexpected,
anditisfar frombeing appliedextensively in Europeand I taly, despiteanumber
of enthusiasticforecasts(Anee, 2003; IDC, 2002). Furthermore, if welook at
companies’ e-learning experiences, it appears that organizations are ap-
proachingitinanincremental and experimental manner. Amongother explana
tions, threefactors(partially related) can hel ptounderstandthiscontroversial
rateof diffusion. First of al, many benefitspromised on paper arenot what e-
learningisreally providing (Prandstraller, 2001). Secondly, evenif thestan-
dardization process does seem to simplify theidentification of somemain
featuresof acorporatee-learningstrategy, itisstill rather difficult torelatethem
toROI. Thirdly, technol ogical and organizational best practicesarenot ssimply
introduced asthey areby companies, but adoption of best modelsisalearning
processand dependson specific organi zational capabilitiessuchasabsorptive
capacity (Martin, Robson, & Jennings, 2002; Cohen& Levinthal, 1990).
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Theseconsiderationssuggest that thestudy of e-learning shouldtakeamorein-
depthview of thewaysit isadopted and of the context-related factorsthat,
nationally andwithin organizations, may promoteor preventit andinfluencethe
way companiesimplement corporatee-learning.

Fromthisperspective, thechapter aimsto giveacontributionto understanding
thee-learning adoption processinltaly. First of all, thechapter will focuson
what makesacompany adopt e-learning, askingwhether itisforcedto by the
rational searchfor economic benefit, or by institutional pressureswhereby
companiesaremoreinterestedintheir reputation andimage. Theadoption
processwill beanalyzed, considering who thedecision makersarein compa-
nies, themain sourcesof information, and the perceived and achieved organi-
zationa aims.

Secondly, the chapter will contribute to understand how companies are
implementing e-learning and themainissuesrel ated to thisprocess. Froman
organi zational point of view, itwill analyzethemainfeaturesof thee-learning
strategiesthat areemergingin|Italian companies.

Since the spread of e-learning in Italy isinitsinfancy, research has been
undertaken in two industries— pharmaceutical sand banking — where e-
learning hasbeen adopted moreextensively thanin others, and where both
companieswithvery early and more advanced experiencescan beanalyzed.
Anempirical study hasbeen devel opedineachindustry based onasurvey,
interviews, anddocument analysis.

Corporate E-Learning: How Companies
Adopt It

Corporate E-Learning and Its Main Drivers

Corporate e-learning can bedefined asan extensive computer and I nternet-
based method (Piskurich, 2003) for acompany’ straining and devel opment
policies.

Today’s new browser-based HR portal technology is changing the way
organizationsmanage human resources(Walker, 2001), specifically theway
firmstraintheir employees. Thedebatearoundthislatest killer application of
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Figure 1. Benefits of e-learning
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ICT, as John Chamber, Cisco CEO, has defined it, has contributed to the
knowledge about e-learning being codified, by updating common languages
and frames of reference. Networks of research projects, consultants, and
companiescontinuously rationalize experiencesat anational and company
level, comparing different alternativesand building common theoretical as-
sumptions on e-learning strategy (Nacamulli, 2003; Cunningham, 2001,
Rosenberg, 2001). Researchersand practitionersmainly agreethat by invest-
ingine-learning, companiestry to gainthreetypesof benefits(Hartley, 2003;
Shank, 2002):

1. Streamlininglearning processes through cost savings(instructional
costs, opportunity costs, administrativecosts, travel costs, scalability
resulting fromtherepeatability of coursesor modules). Cost reduction
andflexibility canbeachievedinmany ways, mainly by choosingthelevel
of interactivity and cooperation of a learning experience and its
synchronicity or asynchronicity.

2. Quality and effectiveness of learning throughflexibility (just-in-time
accessto knowledge/information) and by tailoring time, methods, and
content of coursestowork requirementsand | earning by doing.
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3.  Motivation and retention of talented employees through customization
andlearningondemand. Thedelivery of onlinecoursesfitting personal
learning style seemsto enhancethelearning experience. Learning on
demand andfreechoiceof coursesmay al sodevelopemployees employ-
ability.

Recent debateisquestioning why thesebenefitsarenot accomplishedyet, why
there are more failures than successesin achieving economic and quality
benefits (Prandstraller, 2001). One main question to address is that the
adoption of e-learning is not arational choice but an ambiguous decision
process, characterized by “opaqueness or lack of clarity surrounding an
organizational assessment of aninnovation” (Abrahamson & Rosenkopf,
1993, p. 494). Asacompany cannot eval uatethetechnical efficiency or the
returnsof aninnovation, becauseof ambiguity of goals, of means-endrelation-
ships, and environment (March & Olsen, 1976), itwill rely moreon social as
opposed to economic factors, in order to decide whether to adopt an
innovationor not.

Considering theinnovation of e-learning, we may find that ambiguity does
matter. Doubtlessthereisacodification of best practicesprocessgoing on
withintheinternational e-learningmarketplace. Itisdrivenby academicstudies,
research centers (Astd, Idc, Masie, etc.), and providers, and it is also
facilitated by the actions of standardizing groups (AICC, |IEEE Ltsc, EU
Ariadneproject, ADL) (Rosenberg, 2001) and by theemergenceof shareable
coursewareobject referencemodel s(reusabl el earning obj ects). Thiscodifi-
cation processof e-learning best practicesseemsto makeit easier toidentify
bothstrategies’ dimensionsand advantages. Considering thisprocess, mana-
gerial literature and research centers (Astd, Masie, IDC) maintain that a
company canrationally identify thebest e-learning model and decidewhichto
adopt after evaluating the ROI of thistype of investment. But even if the
standardization process does seem to help companiesidentify somemain
featuresof ane-learning solutionanditsmainbenefits, itisstill rather difficult
torelatethemto economic performance.

Firstof all, it appearsthat companiesaresuffering fromambiguity of goals,
especially intheearly-stageadoption. Considering theltalian context asan
exampleof early-stageadoptions, resultsof researchintoe-learninginltaly in
2002 by A.D. Little 2002 highlighted that, while companies seem mainly
efficiency driven, when they choose an e-learning solution, their decision
processisfar from being rational. Companiesdo not planthe adoption of e-
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learning takinginto consideration each phaseof theintroduction processand
do not specify therel ated obj ectivesand measurementsof performance.

Secondly, consideringthetypeof innovatione-learningtriggers, ambiguity of
means-ends relations hasan effect. E-HRM policieslikee-learning should be
considered morethanjust asimpletechnol ogical changeof peoplemanagement
toolsand morethanonlinedelivery of HR services(Hansen & Deimler, 2001).
Fromthispoint of view, firstly, e-learning adoptionimpliesnot only technol ogi-
cal but al so organi zational changesand, secondly, for thisreason, theirimpact
on efficiency could belessclear. Quality results can be achieved by CBT
asynchronouscourses, but al so by blended solutions. M oreover, eventhough
someindicatorsof efficiency and al so of effectivenessof trainingarewidely
adopted (Kirkpatrick, 1998), individual learning processesare* soft” issues.
Their results are mainly of an intangible nature, and even though skill or
competency devel opment can beachieved and partially measured, itisrather
difficulttoisolateitsimpact onjob performanceandindividual motivationfrom
several other causes. Itisal somoredifficult tomeasureincreased empl oyability
that peoplecan gainthanksto onlinetraining. For thisreason measurementsare
not univocally quantifiabl e, rel atedindicatorshavean ambiguousmeaning, and
theevaluation processisstill timeconsuming and costly. Thus, theadoption
process of e-learning could be difficult to evaluate on atraditional basis
(Schank, 2002).

Under these conditions, companiesrely moreoninformation about who has
adopted aninnovation (Abrahamason & Rosenkopf, 1997). Moreover, adopt-
ers choose an innovation because of the threat of lost legitimacy under
institutional bandwagon pressure. Recent studies of the managerial best
practices(e.g., quality management or teamwork) (Staw & Epstein, 2000)
demonstrated that what forcesthe adoption of anew organi zational solutionis
thepursuit of reputationwithinasocial and cultural environment (DiMaggio &
Powell, 1983; Granovetter, 1985).

E-learningisaparticularly relevantinnovation fromacorporate point of view.
For example, itimpactsontheissueof lifelonglearning, whichisoneof the
prioritiesof theEU (2003), national governments, tradeunions, and training
institutions. Furthermore, theflexibility and theconnectivity of such solutions
facilitate remote learning from home, and this is an important issue for
workforceretraining fromatrade union point of view. Fromthisperspective,
ase-learningimpactsontheinvestment inhuman capital andlifelonglearning,
it may attract theattentionof institutionsoperatinginthelabor market such as
unions, training associ ations, and publicinstitutions. Secondly, compani esseek
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standardized responsesto copewith uncertainty related toinnovation. They do
thisby imitating thoseorgani zationsthat, thankstothei r competitivecapabilities
or their international dimensions, are considered a reference model (for
example, Ciscoisoftenreferredtoasabenchmark in E-HRM and e-learning
inmany conferences, studies, and consultants’ reports) (Haberberg& Binsardi,
2002). Finally, themanagers' choiceof e-learningisinfluenced by theprofes-
sional community withwhichthey sharecommon|earning pathsand thesame
social networks (Haberberg & Binsardi, 2002).

When theadoption processisuncertain and resul tsareambiguous, theremight
alsobecompetitive bandwagon pressures towardstheintroduction of ane-
learning strategy by companies (Abrahamson & Rosenkopf, 1993, 1990).
Companieswill adopt innovationsbecause of thethreat of |ost competitive
advantage. Bandwagonsoccur if potential adoptersperceivetherisk that an
innovationisasuccessandthat if they do not adopt it, their performancewill
fall below theaverage performanceof adopters.

From abandwagon perspective, benefitslike cost cutting, scalability, and
flexibledelivery of skill trainingtoaspread number of traineescan beeasily
communi cated becausethey aremeasurabl eintheshort termand quantifiable,
and so areperceived asathreat of acompetitivedisadvantage. If thisthreat,
intheutility schemeof companies, outwel ghstheperceivedvalueof anequally
largecompetitiveadvantage (Abrahamson & Rosenkopf, 1993), bandwagon
pressuresexceed thecompany’ sadoption threshold —that is,acompany’ s
reluctanceinthefaceof innovationand change.

E-Learning in Italy and the Adoption Process

Asdiscussed previously, institutional and competitive bandwagon pressures
may bemain determinantsof e-learning adoption. Inthefollowing paragraphs
we will also concentrate on the knowledge creation process related to an
adoptionprocess. Wewill discusshow external pressuresaretranslated within
anorganizationincompany-specific solutions, by analyzing four maindimen-
sionsof acorporate e-learning strategy: content delivered (asyncronicity,
|earning object, information, knowledge, and competency issues), infrastruc-
ture (learning portal, authoring system, LM S, interoperability issues), users
(issuesrelatedtotheroleof HRM, pushor pull learning, learners’ problems,
and motivation), and services and supports (tutoring, tracking functions,
feedback, culturebuilding, etc.).
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Empirical Research: Research Design and the Sample

Theresearch presentedinthissectionfocuseson twoindustries— pharmaceu-
tical and banking — that both have undergonesignificant changesinrecent
years. Considering thecompetitiveenvironment of thetwoindustries, which
werehighly protected until afew yearsago, they haveboth been caught up by
new challengesliketechnol ogical innovations, deregul ation, globalization, and
M&A. On the one hand, both types of companies have been forced to
reorganizetheir structures (making them flatter and decentralized) and to
managemoreefficiently and effectively their supply chain processesaswell as
staff serviceslike humanresourcemanagement policies. Ontheother hand, in
order toincreasetheir responsetothemarket and competitors, they havebeen
inducedtoreskill their workforce, thereby increasingtheirinvestmentinhuman
capital (for instance, those staff who deal with end customers). For these
reasonsthetwoindustriesareamongthoseinItaly wheree-learning seemsto
be widespread (Anee, 2001), and where both early and more advanced
experiencescan bestudied. Another reason to study themistheir different
institutional contexts, especially fromanindustrial relationspoint of view. This
aspect mattersif we consider institutional pressures as determinants of e-
learning adoption.

Theempirical study hasbeendevel oped onasurvey, interviews, and document
analysis. Thesurvey wasconductedthrough structured questionnairee-mailed
to the main companiesin both sectors between September and December
2002. Someinterviewsof HRM managersof |eading companiesinthetwo
industrieswereconducted beforeand after thesurvey, inorder to preparethe
cross-sectional analysis, to assesstriangul ating sourcesof data, andtodevel op
some case studies. Two cases (Unicredit and BPM) are discussed in the
following sections. Finally, document analysiswascarried out on collective
agreementsand on asecondary source of dataprovided by ABI (theltalian
association of banks).

Thepharmaceutical sample?includes20 organizations, both multinational and
Italian, and representsboth|arge and medium-sized companies. Fiveof the
companiesinterviewed (25%) belongtothetop 10 pharmaceutical companies
inltaly.

Thebanks® surveyedinclude 22 companies: both large banking groupsand
very small bankslike cooperativebanks. Six of thecompaniesinterviewed
(27%) belongtothetop 10 banksinltaly.
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Adoption Decisions

We started our analysis by looking at the rate of adoption of e-learningin
relationtothedifferentinstitutiona and competitivebandwagon pressuresthat
characterizethetwoindustries.

Withregardstolabor market institutionsinthe pharmaceutical industry, even
thoughthenational collectivecontract (CCNL) mentions “the arrangement
of remote training modules on subjects specific to workers of the pharma-
ceutical industry,” and sincetheend of 2002 theBilateral National Organi-
zation (created by thesame CCNL) hashad thetask of investinginlifelong
training of employees, e-learningisnot explicitly takeninto account by the
agreement between employers' associationsand unions. Besides, thenational
employers' association (Federchimica) hasnot yet adopted policiesor realized
activitiesaimedat promotingor studying e-learning. Theseconsiderationslead
totheconclusionthat regulatory institutional pressuresarerather lowinthe
pharmaceutical industry.

Inthebanking sector, by contrast, theuseof e-learning for continuoustraining
isrecognized by thelabor market’ sinstitutions. First of all, the CCNL saysthat
continuoustraining of personnel isan essential tool for devel oping human
capital, andit hasastrategicroleinthetransformation of thebanking system.
For thisreason the collective contract states that the Bilateral National
Organization hasthetask of promoting training by applying for European,
national, andregional funds. It al so statesthat fromtheyear 2000, bankshave
toprovideall employeeswithnot only afixed amount of training hoursduring
workingtime, but also 26 hoursper year sparetime*through self-trainingusing
appropriate computing tools’. Furthermore, theemployers' associationis
promoting e-learning adoptionthroughitstrainingcompany (ABIFormazione),
whichisalso oneof themain e-learning providersin the banking industry.
ABIFormazioneal so promotese-learning awarenessintheindustry through
conferences and researches. For example, during 2002, ABIFormazione
carried out two surveyson state-of-the-art e-learningin thebankingindustry.
Finally, Bank of Italy (theltalian central bank) also did asurvey, contributing
tothedevel opment of e-learning awareness.
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Adoption Rate

The rate of adoption in the two industries has been measured by three
indicators: level of adoption (number of companiesinthe samplethat have
adopted e-learning), length of experience (number of years), and type of
experience(aninitial experiencevs. aconsolidated one).

Thesurvey resultsshow that inthepharmaceutical industry, therateof adoption
isinitsinfancy. Only 45% of pharmaceutical companies have adopted e-
learning. However, inthebankingindustry, 91% haveadoptedit. Pharmaceu-
tical companiesarestill at aninitial phase, themajority havenomorethantwo
yearsexperience, andthesolutionsarestill sporadic. Only onecompany has
well-established experience in e-learning and two organizations are at an
intermediatestage.

Figure 2. Adoption of e-learning and quality of experience
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In the banking industry, nine banks have already experienced e-learning
solutionsfor about onetotwoyearsand, in six cases, thistraining experience
started morethan threeyearsago. In 65% of the banksthat have adopted e-
learning, theapplicationrateisintermediate/high. A confirmation of thespread
of e-learninginthebankingindustry comesfroman ABI survey, which shows
that the majority of the banks interviewed (mostly the larger ones) have
experienced distancetraining, with ahigh number of coursesalready supplied
technol ogiesby advanced. Moreover e-learninginbanksisdeliveredtomore
segmentsof personnel thanin pharmaceutical companies.

Decision Makers

Asregardthedecisionmakers, theunitinchargeof thee-learning strategy is
usually theHRM oneinbothindustries. It managesthebudget for e-learning (on
averagelessthan 25% of thetotal investment intraining) and decidesonthe
adoption of e-learning solutions. In half of the pharmaceutical companies
interviewed, theadoption of e-learning sol utionsisdecided by asingleperson
who, in 70% of cases, is a human resources professional (HR director or
training manager). In another nine companies, theresponsibility isshared
among the personnel management staff or withthel T manager. Inbanks, this
decisionismademainly by thetrainingdirector (18 banks); only inseven cases
(35% of thetotal sample) isit madeby boththetraining director andtheHR
manager.

Figure 3. E-learning decision makers
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Maininformation sourcesarenot only consultantsbut al so colleagues. They are
used to makedecisionsabout e-learning adoptionandto select the provider,
which is chosen considering its capability to help companies during the
implementati on and mai ntenance phases. Theadviceof other usersisasource
for 23.4% of companiesinthepharmaceutical industry. In45% of the cases,
thesetwo sourcesare used together. In half the cases, companiesindicatethat
conferencesareimportant sourcesfor gatheringinformation, together withthe
adviceof other users. Thisresult ssemstoindicatethat asocial network is
activated, hel ping theexchangeand gathering of information necessary for the
choice.

Table 1. Main sources of information for choosing e-learning providers in
the pharmaceutical industry*

% of answers

Newspapers and magazines 6.4%
Internet 6.4%
Consultants 31.9%
Professional associations 4.3%
Management studies 10.6%
Conferences/fairs 17.0%
Advice of other users 23.4%

*multiple choices were possible

Table 2. Main sources of information to decide on e-learning adoption in
the banking industry*

w.a.*¥
Colleagues 2.8
ABI 22
Rules 25
Training companies 22
Unions 20
ICT provider 1.9

*multiple choices were possible

**weighted average on a scalel-4: 4=very important, 3=important, 2=less important, 1=not
important
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Theseoutcomesareconfirmedinthebankingindustry. Theinterviewed banks
state that the advice given by colleagues in the human resources area are
decisivefor theadoption of e-learning. Secondly, thecompaniesinterviewed
stated that trai ning regul ationshaveasi gnificant influenceontheir adoption of
e-learning. Another notableinfluencecomesfromtheindicationsgivenby ABI
or other publicinstitutions, whichdeal withtraining. Itisinterestingtonotethat
|CT providersaretheleast used sourceof information fromthecompanies
point of view.

Concluding Remarks about the Adoption Decisions

Datasuggeststhat institutional pressurescould explainthedifferent rate of
adoptioninthetwoindustries. Inbothindustries, social professional networks
areanimportant sourceof informationand advice. Thisisparticularly truein
bankswherethedecisionismademainly by humanresourcesprofessionals.
Moreover, theanalysisof sourcesof information al so seemsto demonstrate
that banks' decision makersrely onlabor market institutions, namely ABI.

Thepresenceof institutional factorsthat impact ontheadoptiondecisionisalso
demonstrated by thelevel of e-learning effectivenessstated by theinterviewed
companies. In fact, it seems that, despite its diffusion, e-learning is not
perceivedtobevery effective. Inthepharmaceutical industry, threecompanies
out of thenineexperimentingwith e-learning find thisexperiencenon-effective
(two of them haveawel|-established experienceof over twoyears). Further-
more, it hasto beunderlined that on an evaluation scalefrom 1 (not effective)
to4 (very effective), noneof thecompaniesattributesthemaximumscoreto e-
learning. Inthebankingindustry, only oneorganization statesthat e-learningis
ahighly effectivetraining tool and another eight (5% of thebanksthat usee-
learning) say itiseffective, whilesix (30% of thebanksthat use e-learning)
admitthat itseffectivenessislimited. Amongtheselast six, onebank isat an
initial stageintheapplication of e-learning, whiletheother fivehavealonger
established experience. Thechoiceof investingin e-learning, althoughthe
effectivenessisnot high, canbeconsidered asignal of thepresenceof search
of reputation rather than of ROI.

One can argue that competitive bandwagon pressures are also present: if
competitorsapply e-learning becausethey perceivethat it canallow flexibility
and efficiency inthetraining processesevenif intheshorttermthereareafew
problems, thenthefear of competitivedisadvantagesrel ated to non-adoption
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of e-learning (intermsof higher training costs) isapressurethat exceedsa
company’ sresistanceto adoption costs.

E-Learning Strategy

As seen in previous paragraphs, Italian companies belonging to the two
industriesanalyzed haveinvestedine-learninginthel ast few years. Thusmost
of themdonot yet haveawel|-designed andimplemented e-learning strategy .
However, their reply to the question on obj ectivesshowsthat acommontrend
among banksand pharmaceutical companiescan beidentified. Datafromthe
survey show that themain benefit expected from e-learningisflexibility of
designinganddelivering courses(anywhereand anytime). A second advantage
isconnectivity that fosterscommunicationand diffusion of knowledgeinthe
company. Inadditiontothesefactors, thereiscost reduction. Objectives, as
expected, aremainly associated with efficiency andflexibility, thosemoreeasily
rel ated to competitivebandwagon pressures.

Table 3. Aims of e-learning*

FHLERNA BANE

OBIECTIVES OBJECTIVES

W.ﬂ.** W.ﬁ.**
Anyrhere, training closest to the trainee 3.0 3.2
Anytirne, when I want, at the right tirne 3.0 34
Updating training content rapidly and efficiently 31 3.0
Fostering the spread of knowledze within the organisation 3.0 34
Flexibility, coherence with learning style of trainess 29 249
Cost savings 29 2.1
Fostering communication processes within the company 3.0 28
Iloratoring how ranch the trainee has learnt 33 21
Faster learning than traditional trairing X 2.1
Coherence among training and imdmdidual avd company 2.7 29
objec fives
Self responshilityof trainee towards traimng 31 31
Attracting talent peoyle 2.5 22

*multiple choices were possible

** weighted average on a scalel-4: 4=very important, 3=important, 2=less important, 1=not
important
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E-Learning Users

Theissue of e-learning users (Figure 1) should be considered from three
perspectives. ThefirstistheHRM perspective. E-learningimplementation
could bean opportunity toreorganizethetraining processesand also HRM
processes from afunctional approach (policy-based) towardsamore cus-
tomer-based approach, to match two different and sometimes opposite
drivers. Oneistheneedtoreorganizethetraining and devel opment functionin
order tofocusitonkey rolesandtheir competenciesprofile. Thesecondisto
cut administrativecosts. Thistypeof change hasbeen madeby somecompa-
nies in both the industries studied, where the adoption of e-learning is
associated with areorganization of training activities(75% of the pharmaceu-
tical companies and 80% of the banks). The most common impact is the
redefinition of training processesby targets(professional families).

A second perspectiveisthat of theend user. First of al, thefull exploitation of
efficiency advantages, namely cost reductionandflexibility of delivery, are
related tothefact that specificroles, such asasalesforce, aregeographically
spread. They need to bein continuouscontact withtheclients/customersand
themarket ontheonehand, and onthe other withthecompaniesto stay upto
date regarding new products or procedures. Thus, courses that can be
delivered anywhereand anytimeareparticul arly suitablefor them. Secondly,
totheextent that e-learningleavesmorefreedomto users, trainees’ commit-
ment iscritical. Thirdly, e-learning needs basic ICT knowledge to access
material andtests. Finally, theproblemof isolation couldunderminethelearning
processand results.

Datafrom bothindustriesconfirm that the salesforceisthe main user of e-
learning courses. Inthepharmaceutical industry, themaintraineesaresales

Table 4. Impact of e-learning on the reorganization of training activities”

PHARMA BANK

No. of companies No. of companies
Reorganization by targets 7 15
Reorganization by processes 5 4
Reorgani zation by geographical area 1 1
No impact 5 4

" multiple choices were possible
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Figure 4. Self-responsibility of trainees
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peopleand, inafew cases, thepersonnel in chargeof production (trainingin
standard procedures). Inthebankingindustry, 95% of thebanksthat adopt e-
learning usethistool totraincounter staff. E-learningisa sousedtotrainprivate
consultants(80% of thebanksthat adopt e-learning) and corporate consultants
(61% of the banksthat adopt e-learning). Only afew larger companieswith
consolidated e-learning experiencea sotrainbranch managersand head office
personnel. Five banks(25% of thebanksthat usee-learning) stated that they
usee-learningwithall their personnel.

Basic ITC knowledge among learnersisaprobleminthe early stages, but
companiesdo not think that thiswill still beaprobleminthefuture. Thisis
relatedtothefact that thefirst coursesprovided onlinearel CT andlanguage
courses, asdata show.

Different resultsregardtraineecommitment. Comparisonsof objectivesand
problemshighlight thefact that Italian compani esconsider thesel f-responsibil -
ity of traineesoneof their main objectivesbut, at the sametime, thisisone of
thecritical problemsof thefuture. Toforcepeopletotakeownership of their
learningwill beabig challengefor companiesthat want to movefromjust-in-
casetoajust-in-timeand“just-for-melearning”.

Thethird perspectiveregarding usersconcernsthelinemanagers. Linemanag-
ersareparticularly relevantintheearly stages, when e-learning needsaculture-
building process, managerial support, and communication. Managersthem-
selvescouldbelearners. Dataon I talian pharmaceuti cal and banking compa-
niesconfirmthat among themost frequent problemscited, thereisalack of e-
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Table 5. Main problems of e-learning strategies*

Pharmaceutical Pharmaceutical Banking Banking
EXPERIENCED FUTURE EXPERIENCED FUTURE
(w.a)** (w.a)** (w.a)** (w.a)**
Changing the training 30 32 33 30
processes and structure
Blended learning 4.0 2.8 34 35
Basic IT knowledge 40 26 21 20
among learners
Limited cooperation
between HR and IT 4.0 25 22 18
Showing the benefits of e-
learning to the 37 33 31 2.6
management
Increasing bandwidth 37 2.6 32 23
E-learning culture 3.6 33 35 33
Shovymg the bene_ﬂtsof & |34 29 31 33
learning to the trainees
Measuring effectiveness 3.0 2.6 29 33
RU knowledge 3.0 2.3 29 2.7
Platform choice 2.7 2.8 31 25
Infrastructure 2.5 2.9 2.8 3.0

*multiple choices were possible

** yweighted average on a scalel-4: 4=very important, 3=important, 2=less important, 1=not
important

learning culture and a difficulty to show the benefits of e-learning to the
management. These problemscan be seen not only among past problemsbut
alsoamongfutureissues(Tableb5).

Content

Thechoiceof contentisdriven by threefactors. First of all content may be
defined as being related to the type of learning it will support. Inthe IBM
content model, therearefour e-learning levels. Atthefirstlevel, contentis
information (learning by information:. Web lecture, Web books, etc.). Ata
second level, content is knowledge, multimedia, and interactive learning
objects (learning by interaction: CBT, interactive games, self-directed
learning objects, coaching, and simulations). Atathirdlevel, themain content
iscollaboration (learning by collaboration: e-1abs, real-timeawareness, live
conferences). Atthefourthlevel, thecontentisdelivered off-line(learning by
face-to-face: mentoring, coaching, casestudies).
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Secondly, content may beidentified by takinginto considerationthetypeof
resultit would obtain: provide information about products and processes,
enhance job-specific or company-specific knowledge and develop best
performers' behaviors.

Finally, athird approach to content concernsthearchitecture of thecourse-
product. A courselikeaproduct could beconsidered asanintegral product or
amodular product. Inthefirst case, acompany ismuch moreconstrai ned by
itschoices, and the course can be changed at ahigher cost thanaproductin
modules. Thesearchfor modularity throughthegranularity of alearning obj ect
isdriven by theadvantagesof costs(scal ability) andflexibility. Designing
|earning obj ects, however, requiresametadataindex and areferencefor the
content of thelearning objects, likeskillsrequiredfor ajob.

Asregardse-learning contents, pharmaceuti cal compani esdevel op technical-
operativeskillsby e-learning courses; they alsotraininproduct and service
knowledge, and computing and foreign language skills. The majority of
companies do not believe that managerial skills can be taught effectively
through e-learning. Training contentsdelivered mainly by e-learninginthe
bankingindustry areinformation concerning new productsand banking ser-

Table 6. Main contents™*

PHARMA PHARMA BANK BANK

REALISED FUTURE REALISED FUTURE

w.ar* w.ar* w.ar* w.ar*
Technical -operative skills needed to perform one’s 30 35 3.2 3.7
J(‘Dal?qanizational systems and processes 17 34 29 28
Basic and specialist knowledge 23 32 31 33
IT training 27 31 3.2 33
Linguistic training 28 31 2.7 32
Distance coaching 17 3.0 17 15
Company’ s product and services 27 28 35 28
Managerial competencies 1.0 26 26 20

(communication, project management, etc.)

*multiple choices were possible

** weighted average on a scalel-4: 4=very important, 3=important, 2=less important, 1=not
important
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vices. E-learning isalso considered very important for teaching basic and
specialist knowledge (e.g., basic finance, counter operations, and credit
management), technical -operativeskills(anti-money laundering, privacy and
security, Lira/Euro conversion procedures), aswell asthecompany’ sinternal
systemsand processes. E-learningisal so considered effectiveinteaching ICT
skillsandforeignlanguageskills. Itisconsideredfar |esseffectivethoughasa
tool to createmanagerial skills(selling or project management) or organi za-
tional skillssuch astheability to communicate, and evenlessimportant asa
distancecoachingtool.

Inbothindustries, e-learning allowscompaniesto deliver coursesanywhere
and at any timethanksto modul ar and asynchronoussol utions. It alsoallows
quick redefinitionsof thecoursesinorder tofacechangesinregulationsor the
reduction of timeto market of new products.

Inbrief, Italiancompaniesseemmainly todeliver |earning by information (about
product and process) and only in part learning by interaction, andthey aim
mainly todevel opjob-specificknowledge.

Infrastructure

Technology isnotthemaindriver of ane-learning strategy. Fromacompany’s
point of view, theright | earning management system doesnot ensurethequality
of thee-learning. Assomeauthorsmaintain, thechoiceof technology isrel ated
toacomparativeanalysisof costsand effectiveness: CBT may beanalternative
tool toonlinetraining (Shank, 2001).

Datafromtop companiesintheU.S. revea edthat they arestill strugglingwith
technological problems (Kruse, 1999). From the trainees’ point of view,
technology mattersinthedaily or weekly accessto e-learning courses. Some
technological problems (slowdown or failure to access the Intranet) may
underminethedelivery processand should be considered when acompany
decideswhat typeof servicesand supportit must providelearnerswith.

Intheltalian pharmaceutical industry, thetechnol ogical solutionconsidered
most effectiveisthevirtual classroom, together withthepersonalized LM S
platform, computer-based training, and trai ning viamobile phones. Intwo
cases, CBT issupported by other tools(laptop and virtual classroom).

In the banking industry, the technological solution used mainly and very
effectively isindeed personalized LM Splatforms. Computer-basedtrainingis
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Table 7. Technological solutions*

PHARMA BANK

w.a.x* w.a.x®
Customized LMS platform 3.0 3.6
LMS platform in ASP solution 0 33
Standard LM S platform 1.0 3.0
LCMS 0 3.0
CBT 3.0 25
Virtual classroom 35 2.0
Tools used jointly 0 24
Mobile phones 3.0 20
Businesstelevision 0 0

*multiple choices were possible

** weighted average on a scalel-4: 4=very important, 3=important, 2=less important, 1=not
important

thesecond choiceintermsof thenumber of interview responses, eventhough
itisconsideredlesseffective. Virtual classroomsandtrainingviamobilephones
areused less.

Asforthemain problemsfor thefuture, boththebanksandthepharmaceutical
companiesdeclaredthat thereareinfrastructure problems, whileincreasing
bandwidth (apresentissue) will nolonger beapriority inthefuture.

Services and Supports

Services and supports meansthat e-learning can bedelivered and utilized by
trainees, if they areassi sted by organi zational andtechnol ogical solutionsat the
different stagesinthee-learning process. Inorder tofoster satisfactionwithe-
learning, toreducedrop-out rates, andto createan e-learning culturewithinthe
organization, Italian companiesarei mplementing anumber of organizational
solutions.

Most companiesin the pharmaceutical industry use internal tutoring and
consider it pivotal intheprocessof e-learningtraining. Another solutionisthe
support given by unit managers. A positivejudgmentisgiventocollaborative
learning such asonlinediscussionforumsand chat sessions. However, these
toolsarestill not diffused.
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Table 8. Organizational supports to technological solutions*

w.a. ¥* w.a. ¥*
Internal tutoring 34 32
Support of unit manager 3.0 2.7
Online forum 3.0 25
External tutoring 25 23
Chat rooms 3.0 22
Virtual classroom 25 2.0

*multiple choices were possible
** weighted average on a scalel-4: 4=very important, 3=important, 2=less important, 1=not

important

Figure 5. Control systems
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Tutorshipisalsothemost widely adopted solutioninthebankingindustry. In
particular, aninternal tutor isconsidered moreeffectivethantheexternal one.
Thesupport of unit managersislesscommon (six banks), butisconsidered
effective. Eleven banks (55% of the companies that use e-learning) also
mention onlinediscussionforums, however, they arenot consideredtobeas
effectiveasinternal tutoring.

Asregardsthecontrol systemsusedinorder to assesstheresultsof courses
and | earning processes, pharmaceutical companiesuse morethan oneindica-
tor. Onaveragethey usethreedifferent ones. Feedback information about e-
learning performanceisobtai ned mainly by testinghow muchemployeeshave
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learned and how satisfied they arewiththecourses. Other criteriaadoptedin
15% of the casesaretheassessmentsof how satisfied thewholeorganization
isand theextent towhichtheknowledgeacquired throughtraining appliesto
one’ sjob. Evaluationcriteriasuch asROI or improvement of performanceare
not used.

Inthebankingindustry, compani esassessthelevel of learning attainedinorder
tomeasuretheeffectivenessof ane-learning program; moreover, they compare
the aimed targetswith how effectively thetraining programsare used and
measurethesatisfactionlevel of users. Threebanksal so measurethesatisfac-
tionlevel of thewholeorganization. Theapplication of knowledgeand skills
learned onthejob and theimprovement of performanceareboth measuredonly
in two cases (10% of the banks that use e-learning). ROI is definitely not
contempl ated. It should benoted that 15 banks (75 % of thebanksthat usee-
learning) useat | east two measurements, ninebanks(45%) usethree, andintwo
cases, fiveindicatorsareused.

Tosummarize, theresultsindicatethat on averagemorethanoneindicatoris
used in both industries, pharmaceutical and banking, but the most that are
adopted aretraditional; monitoring systemsthat focuson means-endsrel ations
(likeimprovement of trainees’ performance) or onreturnsonthisinnovation
(likeROI) arerarely used, confirming thehypothesi sthat the assessment of e-
learning returnsisdifficult andambiguous.

Future Trends

A B2E Strategy for E-Learning

Bothinstitutional and competitive pressuresseemto haveatwofoldeffect on
adoption processes. Ontheonehand, they prompt asearchfor informationand
best practicesthrough socia networks. Ontheother hand, they provideaframe
of referenceto companiesthat haveto choose. They seemto highlight two
issuesfromamong othersemerging fromthedebate on e-learning. Pressures
areforcing compani estowardsaB2E strategy, throughwhichit may increase
both the value to employees and the value to the company. Institutional
pressures highlight the added val ue to employees of e-learning solutions.
Competitivepressuresseemto highlight afirmadded valuemorerel ated tothe
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aspectsthat canmost easily berecognized by companies: cost savingsand up-
ratingaflexibly deployedworkforce.

Recent researchintoe-HRM (Hansen & Deimler, 2001) devel oped amodel
conceiving both sides of added value. If we apply the model devel oped by
Hansenand Deimler tothewholesystem of e-HRM applications, specifically
toe-learning, wemay identify threefacetsof aB2E strategy for e-learning:

*  Online business processes: Theprimary driver of thisfacetistoreduce
interactionand coordination costsand effort withintheorganizationtodo
thebusinesswith e-learning solutions(Maxey, 2003). A first objectiveis
thecodification processof knowledgeandinformation about product and
processes—for instance training in common processesin companies
interested by M & A strategies, or training on new products— ininnovat-
ing companies. A second obj ectiveisenhancing individual information
exchangesby facilitating thecreation of discussiongroupsand communi-
tiesof practicesasaby-product of ane-learning course. Third, e-learning
could help customer/employeeinteraction by providingjust-in-timeinfor-
mationandintegratingknowledgemanagement tool swithe-learning, such
asaninformation desk.

*  Online people management: The primary driver of thisfacet isto
provide easy tools to help employees to develop personal skills and
competencies. Thisfacet on onehand comprisesbundlesof policieslike
onlineperformancemanagement and/or competency management comple-
mentary with e-learning. Ontheother hand anew direction of thispolicy
istofacilitate” learninginthecontext of work rather thaninthecontext of
training” (Rosenberg, 2003) — increasing not only the freedom of
employeesto choosethe coursesthey think they need and theway they
learnthroughthem, but al so providing onlineaccessto something (knowl -
edge, information, material, etc.) that peopleneed for abetter perfor-
mance, when and wherethey want.

*  Online services and processes: Theprimary driver of thisfacetisto
provideservicesandinformation useful for benefiting from e-learning
coursessuch ascounseling, educational advice, or tutorship. E-learning
B2E applicationsmay reduce costsand effort associated with delivery
and training courses, for instance by an online search for coursesand
informationoncourseavailability.
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Emerging B2E Strategy for E-Learning in Italy

Intheactual experienceof Italian companies, someweak signal sof anemerging
B2F strategy for e-learning can be seen (two in-depth case studiesarein
Appendix Box 1and Box 2):

*  Online business processes: Respondentsareinterestedinacompany’s
benefitsof streamlininglearning processes. Theimportanceof connectiv-
ity showsthat onlinebusi nessprocessesof B2E e-learning strategy, thus
thecoordination of employeesspread throughout theorganizationandin
the field (sales force), is a primary driver. Another objective is the
codification process of knowledge and information of product and
processes, asthetwo casesof Unicredit and BPM illustrate. Asprevi-
ously mentioned, companiesarein search of cheaper, faster solutionsfor
providinglearning by informationand by doing sointhecontext of work.

Figure 6. “B2E” perspective of e-learning
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*  Online people management: Italian companies analyzed seem to
implement e-learning with apush approachinstead of ademand pul | one.
Moreover, inthe moreadvanced experiences, such asthe casesof BPM
and Unicredit, e-learningisplanned and delivered mainly by following
companies’ training programsand scheduling. Also, companiesarenot
investinginother policiesrelatedto e-learning, likeknowledgemanage-
ment and performance management. However, they pay agreat deal of
attentionto properly designed coursesandtests, in order to overcome
individual problemsandincrease motivation. Companiesinterviewed
seemtobeorientedtofacilitate”learninginthecontext of work rather than
inthecontext of training” by providingjust-in-timeinformation.

*  Online services and processes: Tutoring is, anong other things, the
solutionItalian companiesfavor most, evenif companiesapproachitin
differentways: internal vs. external, pushor pull tutorship, or both. Asthe
two cases(BPM and Unicredit) inthebankingindustry suggest, thereis
no onebest solution. Thisfacet, aswell asonline peoplemanagement,
aimsto arousetheinterest and the motivation of people, by providing
servicesandrolesthat makee-learningless” cold” andisolated.

Conclusions

Thisresearchwasaimed at studying theadoption of e-learningintheltalian
pharmaceutical and bankingindustriesandtheir e-learning strategy.

Theambiguity of decision givesimportanceto bandwagon pressures, andto
external networksof colleagueswho HR professionals usewhenthey need
informationand suggestionsabout adopting e-learning. Resultsseemto confirm
that e-learningismorewidespread and sophisticated inthebankingindustry,
where there are more bandwagon pressures. Some common traits can be
identified in the e-learning strategies of companies of the two industries.
However, thetwo casesstudied, Unicreditand BPM, show that e-learningis
adopted by animplementation processthat | eadsto firm-specific solutions.

By analyzing the main objectivesand problems cited by companiesinter-
viewed, thelearners’ motivationisthecurrent and future mainissueof both
pharmaceutical and banking management. Ononehand, e-learning, especially
based on self-directedtraining courses, allowsmoreautonomouslearning. This
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meansthat e-learning hel psaparti cipant choose how and when to accessthe
course. On the other hand, people face problems in terms of isolation,
complexity of multimediatools, slownessin running cooperativetools, and
technological problems. Consequently, firms should carefor their people
commitment by investing onthefour featuresof their e-learning strategy .

Finally, withrespect toour researchmethodol ogy, itisworthwhilehighlighting
that, giventheexplorativenatureof theresearch, wehavefavoredtheanalysis
of asmall but significant group of companies, together with casestudies, in
order to study in greater depth the dynamics of the adoption process at the
organizational level. A lineof research could betheextension of theanalysisto
other cases within the sameindustries, for stronger literal and theoretical
replication (Yin, 2003; Eisenhardt, 1989). The study of other industries,
characterized by differentinstitutional and competitivepressures, couldhelpto
test thebandwagon model.
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Endnotes

1 Thecollection of datafor thesurvey inthepharmaceutical industry was
carried out by Business| nternational with Sfera’ ssponsorship.

2 Companiesinterviewedinthepharmaceutical industry were: 3M, Air
LiquideSanita, Astrazeneca, BristolMeyers Squibb, Chiesi, Farmaceutici
Caber, Farmaceutici Damor, Gsk, Informa, Lilly Italia,
Merck& Sharp, Organon, Pfizer, Procter& Gamble, Sanofi
Sythelabo, Taked Italia Farmaceutici, SigmaTau, UCB Pharma,
Wyet L ederle, and Zambon.

3 Companiesinterviewedinthebankingindustry were: Credem, Deutsche
Bank Spa, San Paolo IMI S.p.A, BancaPopolaredi Milano, Bipielle,
CardineFinanziariaS.p.A.,BancaS. Biagiodel Veneto Orientale, Banca
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121 S.p.A, Bancadi credito cooperativo di Cartura, Banca Fideuram
S.p.A.,BancadelleMarcheS.p.A, BancaCarigeS.p.A, BancaPopolare
dell’ Emilia Romagna, Banca Popolare di Verona e Novara, Banca
popolaredi Vicenza, BancaAntonveneta, BNL, Cassadi risparmiodi

Trento e Rovereto, Banca Intesa, Banca di Roma, Unicredit, and
Bancaintesa.
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Appendix

Box 1. Unicredit

Unicredito Italiano, created in 1998 by the union of seven Italian banks, is the top banking group in Italy in terms
of stock exchange capitalization and, furthermore, it is one of the major European groups. The group overall hasa
network of 4,115 branches and 66,000 employees. Following a reorganization process, which was concluded in
2003, the group operates through three national banks specializing in customer-based operations: Unicredit Banca
(families and small businesses), Unicredit Banca d'Impresa (medium-sized and large companies and
corporations), and Unicredit Private Banking (for mgjor customers). In 2002, UnicreditBanca launched an e
learning project that was implemented through a company belonging to the group, TradingLab, which coordinates
the project and handles most of the matters together with two of the group’s other companies, jointly with
marketing management and personnel management, and in collaboration with Sda Bocconi-Milano, which acts as

consultant and content auditor.

Infrastructures

For some two years now, the Unicredit Group has already had a platform that carries out online training activities
and is supported by an overall strategy of computer literacy. In the context of this strategy, the group has decided
to provide each employee with a free home computer, which gives comprehensive access to the Internet. The
group is equipped with a network of 400 multimedia stations, which will be expanded in time to 600 stations.

From atechnological point of view, TradingLab’s e-learning project is part of ageneral, wider initiative that seeks
to use the digital approach in order to accomplish an expertise and information development strategy, which not
only benefits the abilities of the individua but the entire know-how of the Unicredit Group. In addition to Banca
Unicredit's e-learning project, other examples of this strategy are a commercial desk, which is at the disposal of

all the members of the group, and the presence of an online group investment desk.

Content and Learners

The goa of the TradingLab project is to develop and certify the distinctive expertise profile of the private
customer consultants. The goal is also to develop the competencies present in the group, at the same time
standardizing the know-how of the seven member banks.

Planning of the content takes place internally and, as a whole, concerns 10 areas relating to investment services
and to the skills required to sell them (financial mathematics, risk analysis, shares and bonds, the working of the
capital markets, managed savings or funds, warrant certificates, and financial derivatives). Training is at three
levels of expertise and therefore involves three courses. Level A, the most basic, through to C for a senior
consultant. The content for each level is subject to constant checking and re-editing. A preliminary online self-
assessment test, in which nearly al the consultants have participated freely, has allowed the training level and the
course or modules for each learner to follow to be established. Certain consultants had direct access to the B-

level/course.
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Box 1. (continued)

The 10 modules planned for each level/course are structured in an integrated manner, especially at the higher
levels: the preparatory materia for the Level B modules is obligatory, while in the case of Level A, being the
basic, they are only recommended. Blended-learning is envisaged at each level, which integrates eight online
modules with two in the classroom. The classroom activities are spread over four days and are thus aimed at the
modules that are more difficult to manage online (for example, in the case of Level A, warrants, financia
derivatives, and bonds), and the administering of an evaluation test on all 10 of the course’s modules.

Also as part of a path established by company push, the access to each online module (which lasts two to four
hours) is learner pull. The internal structure of each of the eight online courses is divided into three sections.
Unrestricted navigation within each section is possible, just asit is from one section to another. Each module can
be used at different times and flexibly, according to individua requirements. Therefore, for a module with an
average duration of two to four hours, individua utilization time is extremely variable.

The bookmark function is included to make the program even easier to use. This will alow the user to pick up
again from exactly where he/she stopped in the previous session. Furthermore, there will be an interactive exercise
every three or four dlides that has the purpose of keeping the user’s attention and monitoring the learning. Each
module has aglossary and perhaps alink to further the study of a particular point (for example, the cross-reference
to alaw).

There will be atest at the end of each module that can only be accessed if the entire module has been completed,
and it is recommended that at least a week be dedicated to study after the e-learning is finished. In the event the

test is not passed, the examination can be taken again after doing the complete course once more.

Services and Supports

Services and support materials are aimed at facilitating access to the online course and minimizing the perception
of isolation. To support e-learning courses, printed material is distributed to make it easier for people who find it
hard to follow the online course alone to study. This solution has meant an improvement in the results in the
testing of certain modules, which recorded a 90% pass rate.

As regards the offices equipped with a multimedia station for e-learning, there is a person in charge of the local
organization who fixes the dates for use of the courses during working hours. Each person in charge coordinates
about 40 employees. Even though he is closely involved in the quality and the development of the online training
process, this person does not perform the function of tutor—arole that has not as yet been activated.

From the project’s outset, the group’s portal has had a section dealing with the instructions and to the
recommendations for use of the online courses. There is also a mailbox for users that provides (within 48 hours)
answers to problems both of atechnical and organizational nature (method of use). This activity is managed by an
internal structure currently consisting of two people who telephone the users who have taken the examination the
previous week to congratulate them on the positive examination results, and to give advice on the rest of the
course on the basis of an examination of the weekly attendance and exam result statistics. The principal aim of the
service, which is most appreciated by the learners, is that of maintaining the motivation to learn and, above al, to
establish arelationship that the trainees will then have to recreate with the final customer.
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Box 1. (continued)

Tracking and Assessment

The tracking activity is currently aimed at monitoring the access to a module (that is freely chosen by the
employee) and the test results. In the future, the plan is to activate more of the platform’s functions for more
in-depth tracking of the use of the courses. Moreover, to check the satisfaction of the e-learners, a “your
opinion of the course” approval test has been prepared, which can only be completed after the whole course

has been attended and which concerns course satisfaction and how clear and usable the course content was.

Box 2. Banca Popolare di Milano

The Banca Popolare di Milano (BPM), founded in 1865, is an interregional commercial bank and one of the
largest in Italy. The group is developing an expansion strategy nationally, and at the European level, through

internal growth and mergers and acquisitions.

Infrastructures

The Banca Popolare di Milano started using internal distance learning back in 1988, making it one of the pioneers
of distance learning in Italy. It has had training activities available on CD-ROM and videoconference forums since
1997 and, starting from 1999, it has introduced blended solutions (FAD and classroom) supported by tutorship.
The BPM group is equipped with a widespread technology. The platform has become an extranet and the courses
are used from learning points wherever the bank operates through an LMS. Depending upon the number of
people, there are one to three learning points per branch dedicated to distance learning,. Consequently, the
network of 600 branches has one learning point available for every 15 employees, with a total of about 6,700
workers involved. The workstations are also present in the head office and in the training unit, where there are 10
computers available. The distance training activity currently covers 65-70% of the total training delivered to the
employees. The main advantage of the high investment in e-learning is considered, from a business point of view,
to be efficiency in terms of the times and codifying of the company know-how, as, for the first time, new profiles

of expertise are identified and widely developed within the organization.

Content and Learners

Training in BPM is structured on the basis of professional families. For each professional family (private
managers, private plus managers, retail company managers, portfolio managers), a competency model has been
identified on the basis of which a specific blended learning training path is designed, which provides for the
combination of online modules and classroom modules. The competency analysis process, which was begun in

2000, has been implemented with the cooperation of external companies and through interviews with branch and

office managers.
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Box 2. Banca Popolare di Milano (continued)

The most consolidated competency profile within BPM is that of the private manager and includes knowledge
pertaining to the products and services offered to the customer which in recent years have broadened to include
insurance and the complementary security, as well as knowledge of regulations (national and internal memos).
The skills to manage relations with the customer such as negotiation, customer care, and customer satisfaction
skillsalso fall under the expertise of the private manager.

Starting with the expertise model thus identified, a training path was designed in seven steps, each of which could
consist of online or classroom modules. As part of planning a modular approach, the learning path is sequential
and each of the didactic units is therefore a preparation for another. On average a course lasts two hours and is
broken down into didactic units of about 20-40 minutes. The individual user time envisaged for an hour of e
learning is about one week (during working hours), branch activities permitting. The contents of the modules have
been designed with attention to the interactive elements: self-evaluation tests for the quantitative part, cases, tasks,
and interactive games. Each module also comprises supplementary activities such as commercia proposals or
bibliographies that can be called up by clicking on the screen at the user's discretion. Among the new
professionals involved in training is that of the information broker, who is particularly significant, as s’he is
responsible for finding, researching, and cataloging data and material s useful for the definition of the content. S'/he
acts, for example, as the story boarder at the moment when a certain amount of information concerning a
particular subject is necessary, and s/he al so has the task of organizing the alternative subjects.

Each module is designed to include a final meeting in the classroom which has an evaluation as well as a training
purpose. The post FAD is considered to be a motivational element that is very important to stimulate the learners

at the end of the course. The path lasts nine months overall.

Services and Supports

The distance training modul es are published on the learning management system, which has an
initial “Welcome on Board” session in the classroom or in a videoconference that lasts about
three hours. This session has the aim of introducing the tutors, the training environment, and
the planning of the start of the individual modules. During the Welcome on Board session, the
tutors provide al the instructions necessary for how to use the course. Two types of tutorship
are used in BPM: pull tutorship and push tutorship. Pull tutorship is done through a call center
managed by outsourcing. Push tutorship is internal and based upon the monitoring data (what
and amounts) obtained. It provides the trainees with motivation, coaching, and counseling
services. The tutors telephone the learners during the course to give ongoing encouragement
and advice to do with the course.
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Box 2. Banca Popolare di Milano (continued)

The permanent pool of tutors forms part of the training management and is composed of a minimum of two up
to a maximum of six people. The tutor is neither associated with an individual course nor a determined
number of people; he can, therefore, follow different courses and can manage an average of 150-200 learners.
The push tutor does not carry out any expert subject matter activities, which are entrusted externaly to a
network of content experts. Second-level tutorship is, therefore, active upon demand, even if generally the
number of questions is filtered by the tutors. The tutors' pushing activities and the classroom activity at the
end of the e-learning course are considered fundamental factors of success of the training path. With the
activation of the orientation and pushing services, the people who completed the training in an effective and
satisfactory manner went from an initial percentage of 13-17% (completion percentage in line with European
data) to the current percentage of 85-95%.

Tracking and Assessment

The data on the training path are gathered through an evaluation and tracking system. Dependent-learner
monitoring is done at the end of each module and during the classroom meeting at the end of the overal
training path, when both the approval evaluation by the trainees and the evaluation of their level of learning is
ascertained. Independent-learner monitoring refers to the information concerning the work done and the way
people learn (amount, times, methods of use, etc.), collected through the platform’s tracking facility. This type
of information is given to the tutors on a daily basis and is used by them in planning the push calls. The
tracking data and those of the evaluation questionnaires (both individual and as a whole) are used either
during the path or thereafter to evaluate the overall progress of the path or the time actually taken by the

learnersto useit, and to review (for example the duration) and design activities for subsegquent courses.
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