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Elearning Project Management WORKBOOK
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Description automatically generated]An elearning project lies at the intersection of three types of resources: People, Tasks, and Time. 
This workbook helps you think through each of these in a simple, systematic way. 
By completing the worksheets given here, you’ll gain a good sense of how to manage your project, its people, and the calendar, from start to finish. 
Complete this workbook early in your project, then refer to it throughout the project.
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[bookmark: _Toc79070902][bookmark: _Toc79071017][bookmark: _Toc79072186]PEOPLE: ROLES AND INVOLVEMENT
Various people participate in the completion of an elearning project. Taking a few minutes to consider their roles and modes of contribution smooths people management throughout the project.
[bookmark: _Toc79070903][bookmark: _Toc79071018][bookmark: _Toc79072187]Fill-In Key
Participant Name – Complete if you have it. Add TBD (“To Be Determined”) for unassigned roles. Don’t forget to include yourself in the RACI chart!
Project Role – Review the list of project roles here and assign a role (or roles, in some cases) to each participant.
RACI Designations – Based on their roles, people participate in a project differently. Ask yourself, “In regard to the success of this project, is this person Responsible? Accountable? Consulted? Or just Informed about project progress?” Put a check in any column where the answer is yes. One, several, or all columns may be checked for a given individual.
	Participant Name
	Project Role
	R
Responsible
	A
Accountable
	C
Consulted
	I
Informed
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[bookmark: _Toc79070904][bookmark: _Toc79071019][bookmark: _Toc79072188]Understanding RACI Designations
Take a look at the four designations given in the RACI acronym. They reflect varying levels of participant involvement in both the successful completion of a project and the day-to-day execution of tasks. Here is some insight on each of the designations:
· Those who are responsible are likely to be the most engaged with the project, so it’s important that they clearly understand the commitment and the standards of execution required of them. In addition, keep in mind that responsible individuals must be given the resources they need to succeed. These resources include time, tools, support, and managerial attention.
· Those who are accountable may not be involved with day-to-day execution, but if something goes wrong, they will be asked to answer for that. With that in mind, you can see that it’s important that a person who is accountable must stay close to the project and be empowered to help lead it to success. 
· Those who are consulted typically provide high-level project direction, insights into various aspects of project execution, or subject matter expertise. If serving as an SME (subject matter expert), this individual’s involvement may be significant and comprehensive. If so, consider whether it would be appropriate to explain to them the ways in which they are both responsible and accountable for project outcomes. 
· Those who are informed may bear little or no responsibility for project execution or outcomes. This individual may be someone who will be scheduling their team to view the elearning program when it’s completed, for example. They need to know generally what’s happening, but do not need to know any day-to-day details. Even though the responsibility level is low for a person in the informed-only position, the information they expect to receive may be critical to them, so pre-planning your communication strategy is a smart idea.
[bookmark: _Toc79070905][bookmark: _Toc79071020][bookmark: _Toc79072189]TASKS: TASKS BY CATEGORY
Tasks represent the “doing” part of a project. For example, if you just completed the PEOPLE table, given above, for your project, you’ve completed a task. When you think through – even at a rough, high-level – both the tasks that need to be done and the sequence in which they will be executed, fewer decisions must be made through the course of the project, responsibilities are better defined, and communication is clearer.
Next, take a few minutes to brainstorm a high-level task plan. To help you get organized, we’ve listed some high-level categories for tasks that typically appear in elearning projects. You can learn more about these categories here. When you’re ready, do the following:
· Under each category, add the action steps that will be needed for your project.
· Skip any category that isn’t part of your project. (For example, if you’re building from an existing script and won’t be scriptwriting, skip that category.)
· Add as many rows as needed to list as many project steps as you wish within a category.
NOTE: The categories given here are part of the time calculator provided in the next section. For your first pass through this workbook, it will be easiest to use the categories as is.
[bookmark: _Toc79070906][bookmark: _Toc79071021][bookmark: _Toc79072190]Fill-In Key
Task  – List each sequential project task in simple and clear language. (Example: “Develop storyboard, draft one”) 
Task Deliverable(s) – State the outcome of this task. (Example: “Full storyboard, draft one”)
Responsible Participant(s) – Who on the project team will be responsible for completing this task? (Example: “Me, Josh, Sarah”)
Tool(s) Employed – Think about the tools and hands-on resources that will be used to complete the task. Including this information allows you to anticipate what will be needed to get the task done, limiting last minute scrambles to get the right tools into participants’ hands.  (Example: “Word, PowerPoint, eLearningArt library, corporate photo file”) 
	Task
	Task Deliverable
	Responsible Participant
	Tools Employed
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	Review and Revisions
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[bookmark: _Toc79070907][bookmark: _Toc79071022][bookmark: _Toc79072191]Understanding Review Rounds
A typical elearning project is completed for sponsors and/or stakeholders. Depending on the circumstances for the project, these participants may be internal or external to your organization. Either way, it’s a standard practice to allow these people to review your project at various points, offering their critique and (we hope!) praise before the project moves into its next phase.
The number of “rounds of review” and where they will land during the project development sequence should be agreed upon before the project begins. For example, a statement such as the one shown here can be reviewed and approved by the stakeholders:
Four (4) rounds of review are included in the project plan; these will take place at the following points in the project sequence:
1. Script completion
2. Storyboard completion
3. Elearning, draft one
4. Elearning, final draft
Review rounds will be completed by [stakeholders] and returned to the development team by the sixth (6th) full business day following receipt of the to-be-reviewed item.
Note that last statement! Stakeholders should be required to specify how many days (or weeks) it will take to complete a review, and this must be understood by your stakeholders to be a commitment on their part. (Also – here’s a bonus tip! – when you deliver a draft for review, use the same statement to specify an expected return date. Clarity counts!)
Why? Well, you’ve probably seen it for yourself, but projects have a way of slipping off-plan. One of the spots where this is likely to occur is the stakeholder review rounds, which are often extended by one circumstance or another. Even with a stakeholder commitment, it will be unlikely that you can force your stakeholders to get the job done as this often requires “up-managing” that, well, just doesn’t feel good.
A review turnaround commitment can give you a couple of tools to use however. First, it allows you to say something like this: “Hey, it looks like the review round is taking longer than the period we agreed on, are you OK with the project final delivery date being advanced accordingly?” That will usually get some action. Second, even when a nudge like that doesn’t get you the review responses you need, your stakeholders are alerted that it’s their tardiness in meeting their own promise that is pushing out the delivery date. This can be helpful if a project timeline begins to go haywire.
[bookmark: _Toc79070908][bookmark: _Toc79071023][bookmark: _Toc79072192]TIME: QUICK ELEARNING PROJECT PLANNER
Speaking of project timelines, you’ve done the work necessary to nail down some important aspects of your project’s most important resource, time. You know the people involved and their projected level of involvement. You’ve outlined the tasks and their sequence of execution. Now you’ll be able to quickly calculate how this will play out over the calendar.
Following this section, you’ll add a few simple inputs to the embedded spreadsheet and be able to see the following information:
· Hours allocated to each category (or phase) of your project.
· Calendar start date and day of each category.
· Total days for the project, based on resource work hours availability.
· Completion date for the project.
[bookmark: _Toc79070909][bookmark: _Toc79071024][bookmark: _Toc79072193]Fill-In Key
The Quick Elearning Project Planner shown following requires four inputs from you. To complete the form, you will type the information for each item in its red-bordered cell. 
Total Project Hours – Using the eLearningArt elearning development calculator here, an agreed-upon total number of project hours, or another source, estimate the total number of working hours required to complete your project.
Estimated Working Hours per Day – Considering factors such as the number of team members and their pre-existing workloads, the likelihood of workflow interruptions, and the limits of focused work hours that can be applied to the project, set a daily average for working hours. 
· If you are working solo on the project and balancing it with other commitments, the hours per day would likely be less than the typical FTE (full-time equivalent) of 8 hours. Put in a realistic number. For example, you have another project at your desk at this time, so will not be able to work full-time on this one. You input 4 hours as the working hours per day.
· On the other hand, if you’re working with a team that is dedicated to only this project, sum their available hours and put that number in. For example, you have four full-time people on the job, but you know that meetings and other things cut into their 8-hour days, so you estimate 6 hours per person. You input 24 hours (i.e., 4 people X 6 hours per day) as the working hours per day.
Expected Project Launch Date – This one should be straightforward. Insert the date that the project will kick-off (or has kicked off). Kick-off happens when a project passes from just an idea to a resourced set of get-it-done commitments.
Percent of Total Project Hours – Here you’ll jump back to the table you completed in the Tasks section. Look at the items you’ve listed under each section and make an educated guess about how much of the project will be taken up by that bundle of tasks. You’ll add this to the form as a percent of the total project, so it can be helpful to think, “If I had 100 hours to complete this project, how many would I need to use on this step?” Add that number to the correct row in the Total Project Hours column. 
Double-click the form below to activate. Enter responses in red-bordered cells only.
See the Fill-In Key above for more information. 



[bookmark: _Toc79070910][bookmark: _Toc79071025][bookmark: _Toc79072194]IMPORTANT: Please keep the following in mind while using the Quick Elearning Project Planner.
· The percent total at the bottom of the Total Project Hours column (shown in red) must equal 100%. Adjust the numbers you’ve added to various rows in the column until the sum shown equals 100%. 
· The dates shown in the calculations are for weekdays only, no weekends. 
· The dates shown do not take holidays into account. Manually adjust the results to reflect weekdays that will not be workdays.
· Because they are based on estimates, the results, while useful, are also estimates only. Always keep that in mind when using the planner!

Understanding Simplified Project Planning
When it comes to project planning, there’s an important truth to keep in mind. That is: Simpler planning beats complex planning. In fact, it should be every project manager’s goal – especially if “Project Manager” is just one hat they wear in the project – to keep project planning simple and high level. Here’s why:
· The assumptions that undergird any project plan are likely to change. That means a carefully laid-out plan (and the time it took to create it) can be rendered useless in moments.
· Elearning projects can be managed, but specific outcomes are difficult to know in advance. Unexpected time delays can (and do) result from the interactions of content, ideas, tools, people, graphics, audio, and on and on.
· The time spent in early-stage planning is time that you will wish you had later, for building, revisions, finalizing, and delivery, all of which happen when the deadlines are pressing, and available hours are dwindling.
To get your project done smoothly and efficiently, we suggest you complete the simple steps included in this workbook. You’ll gain a handle on the People, Tasks, and Time factors in your project and be able to get on with the “fun stuff” sooner.
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INSERT

Total Project 

Hours

INSERT

Estimated 

Working Hrs 

per Day 

INSERT

Expected 

Project 

Launch Date

100 6 7/5/2022

Note: Add project data to 

red-bordered cells only. 

All others are self-calculating. 

INSERT

Percent of 

Total Project 

Hours

Total Project 

Hours by 

Phase

Days to 

Complete 

(based on 

hrs/day)

Start Date of 

Each Phase

Day of the 

Week

General Project-Related Activity

Project Management 10% 10 1.67

Typical Elearning Project Phases

Startup 1% 1 0.17 7/5/2022 Tue

Definition 2% 2 0.33 7/5/2022 Tue

Design 7% 7 1.17 7/6/2022 Wed

Scripting 12% 12 2.00 7/8/2022 Fri

Storyboarding 0% 0 0.00 7/8/2022 Fri

Building  55% 55 9.17 7/21/2022 Thu

Review and Revisions 9% 9 1.50 7/22/2022 Fri

Finalizing 2% 2 0.33 7/22/2022 Fri

Delivery 1% 1 0.17 7/22/2022 Fri

Wrapup 1% 1 0.17 7/22/2022 Fri

% of Total Hours - Must equal 100% 100% hrs

Total Project Hours - Must equal input 100 hrs

Total Days to Complete this Project 16.67 days

COMPLETION  DATE 7/22/2022 Fri

(Hours dispersed across proj)

QUICK ELEARNING 

PROJECT PLANNER

from eLearningArt


Microsoft_Excel_Worksheet.xlsx
eLearning Project Planner

		QUICK ELEARNING 
PROJECT PLANNER
from eLearningArt						INSERT
Total Project Hours				INSERT
Estimated Working Hrs per Day 				INSERT
Expected Project Launch Date

								100				6				7/5/22

		Note: Add project data to 
red-bordered cells only. 
All others are self-calculating. 		INSERT
Percent of Total Project Hours				Total Project Hours by Phase				Days to Complete (based on hrs/day)				Start Date of Each Phase		Day of the Week

		General Project-Related Activity

		Project Management		10%				10				1.67				(Hours dispersed across proj)

		Typical Elearning Project Phases

		Startup		1%				1				0.17				7/5/22		Tue

		Definition		2%				2				0.33				7/5/22		Tue

		Design		7%				7				1.17				7/6/22		Wed

		Scripting		12%				12				2.00				7/8/22		Fri

		Storyboarding		0%				0				0.00				7/8/22		Fri

		Building 		55%				55				9.17				7/21/22		Thu

		Review and Revisions		9%				9				1.50				7/22/22		Fri

		Finalizing		2%				2				0.33				7/22/22		Fri

		Delivery		1%				1				0.17				7/22/22		Fri

		Wrapup		1%				1				0.17				7/22/22		Fri



		% of Total Hours - Must equal 100%		100%		hrs

		Total Project Hours - Must equal input						100		hrs

		Total Days to Complete this Project										16.67		days

		COMPLETION  DATE														7/22/22		Fri
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