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Abstract
In July 2006, Ferris State University implemented a new ERP system (Banner).  This was a major undertaking for the University in that we implemented across the board (Finance, HR, Financial Aid & Student).  In addition to the impact this had on the various functional areas, we recognized that our end-users were going to require extensive training to move from our old SCT FRS Plus system to the Oracle based Banner.  
Not only was there a completely new chart of accounts that in no way resembled the former chart, there was also a plethora of acronyms to be mastered, and a completely new way of navigating and interfacing with the data.  The training needs for those entering requisitions, change orders or direct invoicing into Banner, as well as those managing the financial resources of the various departments/programs on campus, would be significant before granting access to the system.  
During the initial roll-out of Banner several weeks were dedicated to delivery of face-to-face training with class sizes ranging from 15 to 20 people.  Depending on the person’s role, their training ranged from 8 – 24 hours, typically offered over a 3 day period.  Once the initial roll-out was complete we offered the training monthly, but the functional areas (purchasing, accounting, accounts payable) responsible for delivery of the training were already short-staffed and were spending a significant portion of their day as a help desk.   After the majority of the campus had been trained, we moved to offering quarterly face-to-face training for new hires or existing employees taking on new responsibilities.  This worked fine for the functional areas, but left the hiring departments with no recourse for several weeks or months if an employee was hired after the quarterly training had been offered.  Ultimately, this resulted in requests for one-on-one training to allow the new hire to be productive in their new position.  This met the needs of the hiring department, but left functional areas even more short staffed than they already were.  We needed to find a way to reduce the demands on the time of the functional areas to deliver training while providing training as needed for new Banner users.
The decision was made to move from scheduled face-to-face instructor lead training, to on-demand desktop delivery of online training.   This was a first for the University, while we had been involved in distance learning for many, many years, faculty/staff training had always been delivered in the traditional face-to-face format.  Over a period of 18 months the various training modules were developed and moved into FerrisConnect, our Blackboard online delivery system. Through the use of prerequisite settings within the instructional components, quizzes, and exams, trainees are lead through the training assuring mastery of basic information before moving on to something more complex.  The online training addresses both the mechanical and the cognitive aspects of monitoring, managing, and expending University funds by covering applicable policies, best practice recommendations, as well as, instructional demonstrations covering the mechanics of Banner.
To date, this method of training has been extremely well received, as well as, proven to be effective relative to proper use of University funds, process, and procedure.


Introduction to Ferris State University
Ferris State University is recognized for its career‐focused majors that give our students the education they need to meet the needs of a changing economy. Founded in 1884 on the concept of providing students with marketable skills, Ferris was established by Woodbridge N. Ferris (1853‐1928), a distinguished Michigan educator and politician who served two terms as the state's governor and was elected a United States Senator. Ferris was a private institute until 1950, when it joined the state higher education system. The college obtained university status in 1987.   
The Ferris State University campus is made up of 880 acres located in Big Rapids, a west central Michigan city of approximately 10,700 in the vacation‐recreation region. In addition to being home of Ferris State University, Big Rapids is the county seat of Mecosta County. 
The University has approximately 1400 employees, with a student body comprised of over 13,000 students from all 50 states and 30 countries.   
Ferris offers more than 170 educational programs through the Colleges of Allied Health Sciences, Arts and Sciences, Business, Education and Human Services, Engineering Technology, Pharmacy, Kendall
College of Art and Design, Michigan College of Optometry at Ferris State University, College of Professional and Technological Studies and University College. These offerings lead to bachelor and associate degrees and certificates. Master degrees in Information Systems Management, Career and
Technical Education, Criminal Justice, Business Administration, Curriculum and Instruction, Nursing, and
Fine Arts are available. Ferris also offers doctorate degrees in Optometry, Pharmacy and Community College Leadership.
Each college encompasses a cluster of related programs that are targeted to prepare students for specific careers, responsible citizenship and lifelong learning. The colleges operate in facilities that have been specially designed and equipped to support their missions.
Ferris is a national leader in the development of the concept of laddering, which enables students to advance their careers by building on previous training. For example, an individual who has gained employment after completing a two‐year degree may later seek career advancement by returning to Ferris and earning a bachelor degree. 
Statement of the Problem/Initiative
Ferris’ new Banner system required several hours of training for someone to become proficient and comfortable enough with the system to allow them access.  Continuing to offer instructor led, face-to-face training was becoming difficult because the need for training was sporadic (when there was a new hire or employee transfer), it required coordination of a training room and several trainers to deliver the full comprehensive training.  This wasn’t effective for the hiring departments if they had to wait until a class was full to train an employee (which could be weeks to months), yet it wasn’t efficient for functional departments to conduct training for only 1 or two people.  We had a training dilemma that needed a solution. 
Design
As an institution of higher learning and one that offers extensive online courses, we decided we wanted to leverage the resources and tools already available on campus to develop on-demand training that could be delivered to the desktop.  This seemed like the perfect solution.  Providing on-line courses would reduce time spent by functional areas on training needs and end users could complete the training as their schedule allowed and at their own pace.  In addition, the on-line training provided a mechanism for refresher training for anyone that would like additional assistance.
Other than the fact that we weren’t knowledgeable in the area of pedagogy or instructional design and didn’t know exactly how to make it a reality; we felt we had our solution!! 
To achieve our goal of developing training that was effective and well received by trainees, we turned to existing University resources and asked for the support of the Academic Affairs Division who allowed us to access the Faculty Center for Teaching & Learning.  The Faculty Center employs both an instructional designer and an instructional technologist who could assist in development of the training.  With their assistance, we felt that we were well on our way ….. only to learn it was just the first of several hurdles.
Shortly thereafter, hurdle-two presented itself in the form of a phone call requesting a meeting with the IT support personnel that manage FerrisConnect, our Blackboard online learning system, to better understand our project.   There was concern of how they would manage adding a non-credit course for staff into the system because of how the student credit/contact hours were reported and recorded.  In addition, the existing system did not contain employee data, only registered student data.   This was eventually resolved by the creation a second “container” within Blackboard to house all non-credit offerings.  The new container was populated with employee data, to allow them to be enrolled into the training course, and is automatically updated as new hires are entered into the HR system.
By developing a course in FerrisConnect versus just posting training videos to a web-page, we are able to incorporate reading assignments, recorded mini-lectures, captivate power-point videos with voice, simulations, and assessments into a comprehensive multi-sensory training mechanism.  Captivate videos that address the mechanical aspects of “how to” in Banner are also on our webpage to allow end-users quick access to refresh on the mechanical aspect of a particular form within Banner. 
Courses are established on a yearly basis, mid-year the current course is copied into a new course shell, updates and edits can then be made before the new course is launched. 


Implementation
We began with a three-day on-campus retreat for our primary functional area trainers with the instructional designer and instructional technologist for the Faculty Center.  During the first day, the functional subject matter experts (trainers) were assisted by the instructional designer on the process of developing course objectives, addressing multiple learning styles, and assessment design.   On day-two, the instructional technologist demonstrated how the objectives of day-one could be put into the on-line learning system and what a possible learning module might look like.  On day-three we went to work designing our training.  We determined there were finite roles that drove the need to have access to Banner.   Employees needed either: query access to view budget status and expense detail, or update access.  Update access had three potential tracks, direct pay invoice entry, a purchasing requisition entry, or Approval entry for Direct Pay & Requisition documents.  With the roles in mind, we started brainstorming the various competencies that each role would need.  Some competencies applied to all roles (i.e. understanding the Chart of Accounts & navigation skills) other competencies were specific to one or two types of roles (i.e. entry of multiple FOAP distributions).   This information allowed us to modularize our training by competency so that a single training module (i.e. policies) could be utilized by multiple training roles.  The team then constructed a logical sequence for completing the modules (training pathway) starting with the basic competencies and building up to complex data entry.   The obvious place to start was with the basic competencies & skill sets needed in all roles, as this would impact the most people and gain the most relief for the functional areas.  We now had our priority list and knew where to focus our efforts to move forward.
Since we had been delivering the training face-to-face for over a year, we already had PowerPoint presentations that could be easily converted into Captivate videos.  Once converted into Captivate, functional trainers developed scripts for the voice-over aspect of the training.   Initially we had planned for the functional areas to each record and produce their own Captivate training videos.  While we had the best of intentions, the reality was that the functional areas didn’t have the time to set aside to become proficient with the technology and to actually complete their video.  If this was to become a reality and we were going to meet the campus demand for training, we had to do something differently.  Once again, we turned to the Faculty Center for Teaching & Learning for assistance and were able to offer a summer assignment to their 9 month instructional technologist to build the captivate modules for us and record the narrations.   
While the technologist was building the training, the functional areas developed multiple test questions for each competency within their module.    Blackboard can then randomly present one of the questions from each competency to the trainees, allowing each test to be slightly different, while still measuring the same skills.  Trainees must achieve a score of 80% or higher on a module before they are allowed to move on to the next module.  The training can be replayed and tests retaken as many times as needed for the trainee to master the information and achieve the level of competency needed to be granted access to the system.
The Captivate videos, when complete, are posted to our web server and then linked into the course through FerrisConnect.  This allows the videos to be used for the dual purpose of being available via a web-page as a quick reference and incorporated into the FerrisConnect on-line course.  By utilizing a single video for multiple purposes it minimizes the effort required when a policy/ procedure change occurs or a Banner upgrade results in edits to the training video.
Benefits
The greatest benefit to moving to this delivery methodology was the just-in-time aspect for end-users, which are no longer constrained by a quarterly training schedule or the availability of the functional area staff to provide one-on-one training.  This has been especially beneficial for our many off-site locations across the State, as they no longer have to travel to attend training.  In addition trainees are able to access their training in a location and at the pace that works best for their learning style and retention.  
The use of simulations guides trainees through the steps of completing their entry without the frustration of “errors” that can occur when training in an actual training instance of Banner.   The simulation indicates their choice or selection was incorrect, and allows them to easily make the correct selection and continue through the process.   This simple guidance and exposure to navigation and the various forms in Banner via simulation helps them to understand & recognize potentially “fatal” mistakes before they actually occur in Banner.
Using the on-line methodology assures that every trainee receives the exact same training.  The content and quality of delivery is not affected by the trainer or taken off on rabbit trails by participants wanting to venture into discussions on other topics.
Lastly, this venture established a platform is available for other areas of campus to deliver in-house faculty & staff training.  
Retrospect
In retrospect the only thing that we could have done differently was to validate the test questions in a paper/pencil format before building them into the online course.   We found that several questions were unclear or poorly stated, but we were not able to make certain edits because of the way FerrisConnect (Blackboard) protects course/test integrity when there are students who have previously completed the test and received a score.  The process for making corrections once a course is published is to copy the material over into a new course shell, make the required edits/changes and re-publish as a new course.  
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