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AbstractThis case study wasconducted to determinewhat factors are importantto decision making that ledleaders in a national



nongovernmentalorganization (NGO)to selecta technology-enhanceddistance education solutionfor staff and volunteertraining. The BatesACTIONS technology choice



model (2000) and thecurriculum-centredstrategic planning model(Dolence, 2004) form theconceptual framework forthe data collected from thecase study interviews.



The factors that influencedthe decision makers tochoose a technology-enhanced distanceeducation system includefactors external as well asinternal to the organization.



External factors are themarket and economicsituation, competitive andpartnership considerationsand the cost of technologyfor training. Internal factorsare learner- centred or



organization- centred.Learner-centred factors arethe ability of learners toaccess the learning, thenecessity to understand thelearners’ needs includingtheir geographic



distribution, a need forinteractivity in the learningdesign and anunderstanding of theimpact of the technologicalchoice on teachers andlearners. Internal



organizational factorsinclude the understandingof organizational impacts,plus a need to incorporatetechnology decisions intothe strategic planning andoperational analysis



processes. A measure oforganizational effectiveness(i.e., key performanceindicators) and theimportance of individualskills complete the



organizational factorinfluences.
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IntroductionOrganizations face aconstantly changingmacroeconomicenvironment. Increasingglobal competition and



quickly advancingtechnology are creating aneconomy requiringorganizations to buildflexible and highly skilledworkforces (Long & Smith,2004). Organizational



change drivers, includingglobalization, economicrationalization andinformation technology(IT), are creating a future ofconstant change for publicand private organizations



(Bates, 1999; Farrell, 2001;Van Schoor, 2003; Wang,2002). IT is both a driver ofchange and a facilitator ofchange, particularly in thearea of distance educationand training (Mitchell,



2003; Russell,Vanclay&Aslin 2010; Wang,2002).Educationalorganizations and others inthe NGO sector have beencaught in this transition,which has affected



decisions with respect totraining.Increased financialpressure and increasinglytechnical job requirementsoccur as the result of these



changes in themacroeconomicenvironment of thenongovernmentalorganization (NGO) sector.Non-profit organizationshave historically been short



on financial and humanresources. The resourceshortage has beenexacerbated in recent yearswith cutbacks in federalgovernment support(Faircloth, 2005; Hall et al.,



2003). A drop in donorgiving and competition forthe same human andfinancial resources with thefor-profit sector hascreated serious resource



challenges (Faircloth,2005).These circumstances havecreated an organizationenvironment in whichfrequent training and



retraining for employees isnecessary. Researchersmay not agree on theoptimal role of technology-enhanced learning inorganizational learningcompared with traditional



learning, but there has beenstrong consensus thattechnology-enhancedlearning is reshapingtraining and education(Bates, 1999; Tu, 2005).Human resource training



for technical skills andoperational process skillshas been identified as acritical operationalchallenge facing the non-profit sector (Hall et al.,2003).



The macroeconomicenvironment has changedsignificantly on manydimensions. The result hasbeen that the criticalfactors for firm andorganization success now



include information-basedskills and the effective useof knowledge management(Mitchell, 2003; Tu, 2005).Relationships matter moretoday for organizations.



Legal relationships amongthe education, governmentand business sectors aremore varied. Strategicalliances, partnerships,flexible business networksand project-based



cooperation aremanifestations of themerging or converging oforganizational structuresamong education, business,industry and government(van der Wende, 2003).



Within these newstructures, some haveassumed that currenthuman-resources modelsand policies can beuniversally transferred intothe new structure of the



online environment. Anumber of virtualeducation or e-learninginitiatives may have failedbecause these assumptionsmay not have held true(Farrell, 2001, p. 9).



This series of changes inthe business environmentis accompanied by a changein how managers maketraining decisions.



Decision Making for
Technology-Enhanced
TrainingDistance learning is aseparation, traditionallyphysical, of learner and



instruction. In the currentmode of technology-enhanced learning, distancelearning can be aseparation of learner andinstruction in time or space



(Simonson, Smaldino,Albright, &Zvacek, 2003).In helping organizationswith the question of howand why to considertechnology-enhanced



training, Murray and Bloom(2000) summarized thepossible benefits of the useof information technologiesfor learning. Murray andBloom link learningtechnologies with defined



benefits for employers andemployees. They identifyadditional challenges orbarriers common inutilizing learningtechnologies. The benefitsof learning technologies



from the employerperspective included (a)cost savings, (b) flexibility,(c) learning linked withwork, (d) interaction andcollaboration, (e)decentralized learning, (f)



alignment of training withspecific job-related needs,(g) motivate employees and(h) improved retention oflearning. The benefits fromthe employees’perspectives were (a)



greater control overlearning, (b) focusedlearning, (c) value increasesto employer, (d) self-confidence, (e) jobsatisfaction, (f) jobperformance, (g)



recognition of achievement,(h) safer work environmentand (i) improved e-literacy.The benefits to learners offlexibility, interactivity andaccessibility were cited by



other researchers exploringtechnology-enhancedsolutions (Bates, 1999;Mitchell, 2003; Newton,Hase, & Ellis, 2002; Tu,2005).



Against this background ofchange, decision makers inthe organization were facedwith the challenge ofdetermining which trainingsolutions best fit thetraining needs and how to



plan best for this training.One of the major challengesfacing managers andexecutives remained that ofinformation assimilation(Tu, 2005).



Decision makers wereready to use technology asa training solution, but theleaders hesitated becausethey were not sure how toproceed with the selectionof specific applications



from among the differenttechnologies(Maltz&DeBlois, 2005).
Evidence-based
management is a termutilized to describe a



decision process more atthe positivist end of thespectrum. It has beenutilized extensively inWestern medical researchand practice. Evidence-based management



requires that decisionmakers set aside “sacredcows” embedded in beliefsand conventional wisdomand gather facts andinformation for decisionmaking (Pfeffer& Sutton,



2006). E-learninginitiatives and theassumptions related to costand access may well fallinto the ‘’sacred cow’’category.



In contrast, the garbage canmodel of organizationalchoice (Cohen, March, &Olsen, 1972) was built onthe general principles oforganized anarchiescharacterized by three



general properties (p. 1).First, the organizationoperates in an inconsistentfashion with ill-definedpreferences. Second, theprocess by which theorganization functions is



not understood by theindividuals within theorganization. Third,participation in decisionmaking is fluid, with theconsequence that decision-making boundaries for



individuals are uncertain.Cohen et al. used thecontext of organizedanarchy to model decisionmaking. Various problemsand solutions are placedinto the “garbage can.” The



decision choice involvesfour variables: problems,solutions, participants andchoice opportunities. In thecase of training decisionsrelated to the introductionof technology- enhanced



training, a growing body ofresearch has argued that e-learning is valued as muchon political as on pedagogicgrounds (Oliver &Conole,2003; Russell,Vanclay&Aslin 2010).



When scholars have neededto characterize therationale of decisionmakers for choosing fromamong e-learningtechnologies for anorganization, they have



cited Bates’s (1995, 2000)ACTIONS model (Murphy,Harvell, & O’Donnell, 1998;Murray & Bloom, 2000;Newton et al., 2002). Bates(2000) provides a review ofthe most common reasons



for the educational use ofIT-based learning: (a)improving access, (b)improving the quality oflearning, (c) reducing thecosts of education and (d)



improving the costeffectiveness of education.Bates (2000) first proposedthe ACTIONS (Access andflexibility, Costs, Teachingand learning, Interactivity,



Organizational issues,Novelty, Speed) model in1995 as a decision toolwhen choosing amongdifferent educationaltechnologies. Bates usedthe term technology in the



broadest sense ofinformation andcommunicationstechnologies. Bates’ modelwas created to helpdecision makers determinewhich of the available



educational technologymethods is the mostsuitable for introductioninto a particular situation.The ACTIONS model wasbuilt on the premise thatthe decision to utilize a



technology-based trainingsolution has already beenmade and in the process ofmanaging the change, thenext decision was todetermine which of the



alternative technologiesmight fit the best.This ACTIONS model hasbeen referenced by otherresearchers, includingDolence (2004), Gaytan and



Slate (2003), and McAlpinand Jackson (2000). In theapplication of the model,decision makers mustconsider the impact of theproposed learningtechnology on either the



student (access, novelty,speed, interactivity); theinstitution (cost,organizational issues,teaching functions,interactivity); or in somecases, both. The ACTIONS



model was used as one partof the conceptualframework in this researchbecause the seven factors inthe ACTIONS model weresufficient to allow for thedetermination of decision



criteriafrom interview data.The basic assumption of a‘’needs assessment’’ priorto training and theidentified trend to a morelearner-centred approachto strategic planning for



technology-enhanceddistance education meansthat this research had tospan the likely range offactors linking needsassessment to the strategicplanning process and to the



decision to utilizetechnology-enhanceddistance education for stafftraining.



E-Learning Planning
ModelsBates (2000), Cavalier(2002), Murray (2001),Murray and Bloom (2000),Wild et al. (2002), and



other researchers havedeveloped models to assistleaders in making difficultchoices when planning fore-learning. Distanceeducation is an option foraddressing organizational



needs, but it is notnecessarily the best or themost appropriate response.The best way to avoid thepitfalls of costly investmentand limited return to theorganization is to



incorporate a needsassessment into theplanning process beforeselecting a method toaddress the performancegap.



Bates (2000), Cavalier(2002), Murray (2001),Murray and Bloom (2000),and Wild et al. (2002)either directly or implicitlyhave acknowledged thenecessity for a needs



assessment and a plannedstrategic approach todetermine the suitability ofe-learning as a method forclosing identifiedperformance gaps. Dublin(2004) linked e-learning,



when implementedcorrectly, to improvedworkforce performanceand improvedorganizationalperformance. These linkswere more an afterthought



than the conscious decisionto improve performancethrough a technologicallearning solution.The effective use oftechnology for teaching and



learning requires arevolution in thinkingabout teaching andlearning, namely, thedevelopment of a learner-centred view (Liberman-Yaconi, Hooper &



Hutchings 2010; Tu, 2005).It is sometimes difficult fordecision makers toseparate the market-drivenrationales from thescientific, the popular fromthe necessary, and the myth



from the reality intechnology-enhanceddistance training. Thegrowth rate of distancelearning, for example, is anindication of both demandand supply willingness to



utilize this method oftraining.In the rush to adopttechnology-enhanceddistance training methods,trainers may have little



experience, or they mayeven ignore the manypossible variables thataffect the introduction andmaintenance of thesemethods (Gladieux, 2000).A certain determinism is



informing much of theirdecision making (Kowch,2005b), and a lack ofplanning in the decision-making process means thatthere needs to be much



more research on this toassist administration.Business andorganizational theoristshave applied variousstrategic and operational



planning models to theorganization in an attemptto minimize risks. Therapid development of ITapplications hasparadoxically made thisplanning process



redundant and criticallynecessary (Boettcher,Doyle, & Jensen, 2000;Ringle&Updegrove, 1998).This apparent contradictionoccurs if one attempts toapply old models to this



new environment byisolating the departmentsand planning incrementally.There is an awareness ofthe need not only tointegrate the planning oftraining into organizational



goals but also to see theapplication of IT asfacilitating organizationalgoals.In education, much of the ITdebate has emphasized the



technical detail (Cavalier,2002). When the focus isdirected at that level, thereis a tendency to missconsideration of severalmore strategic issues orquestions including what is



proving to be an all-important consideration,namely, the alignment of ITstrategies with overallorganizational goals (Bates,2001; Dolence, 2004;Gaytan& Slate, 2003;



Kowch, 2005a;Ringle&Updegrove, 1998;Sellers, 2005). Also noted inthe literature reviewed is adifference between thetactical level oftechnologically oriented



development and thestrategic goal of enhancedorganizational performance(Wagner, 1994, p. 2). Thisdistinction is importantbecause it recognizes thegoals of the organization as



the priority and thetechnology as the tool orpath to the goal.Carroll (2000, p. 127)created a learner-centredmodel that effectively



describes the changingroles of learners andinstructors in the complexlearning environment oftoday that is facilitated bythe use of IT. In his model,the problem, or topic of



learning, is the centralpoint, with learners andexpert learners (teachers inthe old model) interactingin a nonlinear fashion. ITare disruptive technologiessomewhat akin to the



development of the steamengines and aircraft. Carrollcalled this state of changeconstructivetransformation. “Most ofwhat we are doing withcomputers is comparable to



putting steam engines inwooden ships” (p. 132) isCarroll’s descriptivemethod of explaining thecurrent utilization of IT inthe world of training andeducation. The education



industry (i.e., extended toall forms of education andtraining) will reap the fullbenefits of IT only whenlearning systems areredesigned with IT at thefoundation (Carroll, 2000;



Russell, Vanclay&Aslin2010; Sellers, 2005).Carroll’s comment isevident in the revisedprogram planning modelsfor technology-enhanced



training discussed in detailin this segment.Strategic planning isessential for organizations,particularly those trainingadults in an increasingly



technology-embedded,performance-orientedworld (Boettcher et al.,2000). Strategic planning“focuses on what needs tobe done now in order to beproperly positioned for the



future” (Cavalier, 2002, p.7). The purpose of strategicplanning is to providedirection, concentration ofeffort, consistency ofpurpose and flexibility



across the organization(Cavalier, 2002).The CCSPM (Dolence, 2004)is one of the planningtheory frameworks utilizedin research. Dolence



proposed an evolutionarymodel of strategic planningfor the context oftechnology in educationalsettings based on thelearner at the centre of thedevelopment.



The model incorporatescontinuous environmentalscanning (macro externalenvironment),measurement of keyperformance indicators(organizationally defined as



KPIs), self-study(interpreted asorganizational learning)and the action planning andimplementation process.The resulting model wasDolence’s (2004) attempt



to blend the evolution ofstrategic planning in thebusiness context with thespecific environment ofhigher education. Thisiterative modelincorporates the



assessment of the internalorganizational environmentand the externalmacroenvironment into acontinuous cycle ofplanning, evaluation andadjustment. The researcher



found evidence in the casesthat the IT planning islinked to the organization’sstrategic planning and thatthere is both support fromand involvement at theboard level and with top



management in thedecision to utilizetechnology-enhanceddistance education.The CCSPM (Dolence, 2004)was chosen as the second



part of this study’sconceptual frameworkbecause the modelfacilitates the identificationof separate strategicplanning factors andelements, and relates the



findings to technologychoice. The model drawstogether the central idea ofa learner-centredness view,incorporates changingconditions in the externalenvironment and links



organizational performancewith the strategic planningprocess in the organization.Bryson’s (2004) strategychange cycle modelprovided additional detailto the Dolence CCSPM and



was used to provideclarification for codingpurposes in theenvironmental scanningfactor.



A Conceptual Framework
of Technology-Enhanced
Training Decision Making
in NGOsThe framework forunderstanding the



decision-making process isBates’s (2000) ACTIONStechnology choice model.The framework forunderstanding andinterpreting the planningprocess relative to



technology-enhancedtraining is Dolence’s (2004)CCSPM. This researchprovides a new and deeperunderstanding of thefactors that influence anNGO to go online for



training. The study does notattempt to evaluatetechnology choice options,or address if onlinelearning was the mostappropriate choice, ratherit focuses on the factors



that influenced the decisionmakers to choose atechnology enhancedsolution.



Research MethodsThis research is aqualitative study ofdecision making in anorganizational context.Because little research has



been done on charitable,non-profit NGO decisionmaking about technology-enhanced distance learning,the research created newknowledge andunderstanding about this



complex process. Thenature of the world of theNGO decision maker is bestdescribed by researcherswho believe that “realitycan only be created byinvestigation of the



phenomenon from the viewof the participants throughthe inquirer’sunderstanding of theparticipants” (Schwandt,1994, p. 120).



The choice to use aqualitative method ofresearch comes from a keensensitivity to the nature ofthe inquiries planned.There is a need to exploredeeply the decision-making



process of individuals in acomplex, national contextwhere people who lead are,to varying degrees, awareof technology, leadership orsome of the theoreticalcomplexities of their



practice. This research isexploratory, descriptiveand speculative. Thedecision to use thequalitative approach isappropriate for complexstudies where unexpected



processes and facts mayemerge (Marshall&Rossman, 1999).The research explores the
complexities in both contentand process of decision



making made at theindividual level within anorganization. Case studywas used for this researchto describe and analyze theresearch findings andinterpretations. The case



study “is both the processof learning about the caseand the product of ourlearning” (Stake, 2000, p.443). As such, this researchis a look-back study on howindividuals in an NGO



decided to make thedistance learningcommitment in a multiplecase study (Stake, 2000, p.446).



Within the qualitativeapproach, case study isrecommended by researchmethodology experts asappropriate for the study ofgroups, processes andevents (Creswell, 2003, p.



183). In case study, case(s)can be created so that theyare bounded by time and
activity and researchers cancollect .



detailed information usinga variety of data collectionprocedures over asustained period of time(Crotty, 2003, p. 15). Thedata collected in case studycan be based on



observation, interviews ordocuments (Wolcott, 1990).The case approach is wellsuited for natural, holistic,culture or organizationstudies (Stake, 2000), such



as the investigation that iscarried out in this study.The Canadian Health Centre– a pseudonym to protectconfidentiality - (CHC) is anestablished national NGO



that has multiple locationsand an administrativestructure with defined linesof authority. It is acharitable, non-profit,incorporated entity with anelected board of directors.



Through its programs andservices, the CHC offerseducation, information andadvocacy for organizations,groups and individualsconnected to the mentalhealth service sector. The



CHC has a documentedhistory of operations,including annual reports,project reports and meetingminutes, that has provideda rich documentary sourceof information.



Data collection is acombination of semi-structured interview anddocumentary evidence.Data were analyzed frominterview transcripts and afrequency count was



constructed based onoccurrences of the factorsin the Bates (2000) andDolence (2004) models.Documentary evidence wasused to verify interviewdata.



FindingsFourteen interviews werecompleted with theparticipants, who werefrom a variety of positionsand work responsibilities



inside and outside of theorganization. Fourrespondents representedthe board of directors; 2represented executive ornational-level positions; 4represented managerial



levels in the organization; 2were consultants; 1 was anon-managerial employee;and the final participantwas retired at the time ofthe interview. Eight caseswere separated from the



pool of participants basedon the identification as a
decision maker in thecontext of this research intotechnology-enhanceddistance educationdecisions. This



determination was basedon the actions and activitiesas reported during theinterviews, andtriangulated withsupporting documentaryevidence. Four operational



cases and 4 cases at theboard of director levelcounted as the decisionmakers.There is a strong focus onthe cost of any chosen



option, including the cost ofnot doing anythingdominating the decisionmakers’ thinking. Thedecision makers alsorealize the need to beattentive to the learners in



providing access for thelearners, and in recognizingthe impact of any changesin delivery on teachers andlearners currently in thesystem. These decisionmakers also recognize the



need for interactivity in thedesign and delivery oftraining for the learners.



Decision Making in the
CHCAt the CHC, there hasbeenan interest in theapplication of onlinetechnology for learning and



communication as far backas 1996. There werecommunication anddiscussion processes at theboard level years beforethey were explored at theexecutive level in or around



2002. There did not existthe experience or expertise(individual skills) within theorganization to really beginto explore the details, theintricacies, of what mightbe possible with



information andcommunicationstechnologies beyond theInternet for e-mail and anorganizational webpresence. The evolution ofdistance education and



training at the CHC includesthe use of the Internet as acommunication tool, e-mailand limited webconferencing. Thisexperience with theInternet and the client



training expertise thenbecame the foundation forthe specific softwareselection.The key factors influencingthe participants’ decision to



adopt a technology-enhanced distanceeducation system for staffand volunteer training arelisted in Table 1.1.



Table 1.1. Ranking of
Relevant Decision Factors

Please see Table 1.1 in
full PDF version



Cost, including economicconditions, the availabilityof financial resources, andthe costs of doing trainingtraditionally or viatechnology and distance, isthe most important factor.



The participants clearlyidentify various aspects ofthe cost of technologydecisions. The findingsmost frequently includecomments with respect tothe lack of availability of



financial resources to theorganization and to thebroader NGO sector. Theavailability of resources islinked to a lack of staff toperform basic functions;the initial cost of the



technological investment;the lack of funds for anytraining; or even themandated necessity to offerand deliver services tomembers all across Canadaand, by extension, to have



trained staff at each facilityto serve clients.The impact on teachers andlearners is the next mostimportant factor for thedecision makers, who



realize that there is a needfor interactivity in thelearning. The findings forTeaching and Learninginclude activities that arestaff, volunteer, board andparticipant related. Because



the CHC does not have aspecific training program,the elements associatedwith Teaching and Learningreflect those issuesimpacting theconsideration to utilize



technology for trainingstrategically as well asoperationally. Two themesemerge in this factor.The first is related to therange of options that



existed when theparticipants decided howbest to deliver any requiredtraining. The second theme,which was clearly relatedto the first, is related to theconsequences of the choice



of technology adopted as aresult of decisions. This setof responses revealed theconcern for the learnersand the trainers/teacherswhen moving forward withtechnology solutions.



Also,very important to thedecision makers is aconcern for the nature ofthe learning and the natureof the learners.



The participants includedin this interactivity factorthose experiences directlyinvolved with the onlinelearning decisions for theprogram clients. Therewere references to the need



of the organization tofacilitate communication byenhancing connectivitybetween locations andemployees of theorganization. The interviewparticipants saw the need



for the chosen platform tooffer an interesting andenriched learningenvironment. There alsowere comments thatindicated that even thoughinteractivity is an



important aspect, therecould still be sometechnical difficulties andobstacles in the executionof training activities overthis medium.



The dispersed geographiclocations of the learnershas made providing accessto the learning animportant factor. Thedecision makers recognizedthe impact on the



organization, or at least thepotential impact of changesto a technology-enhanceddistance learning system.There is the recognition ofthe impact on the



organization of theadoption of specializedsoftware and distanceeducation and training. Therealization is that therewere planned changes aswell as unanticipated



changes. The decisionmakers at the CHC reallydid not know what toexpect or ultimately howthe chosen technologieswould impact theorganization, but there has



been the recognition thatthere would be an impact.The respondents with theorganization identifiedseveral issues related to the
access factor targeted at



program participants,board members, employeesand volunteers. Thegeographic distribution ofproject sites (discussedpreviously as the decisionfactor of geography), the



national nature of theorganization and theregional representation onthe board of directors wereall considerations whendecision makers looked at



access to the learning viatechnology.The nature and necessity ofhaving individuals withtechnical (informationtechnology) skills within or



accessible to theorganization is the finaldecision factor. This meantlooking at the organizationfrom the perspective ofwhat capacities andcapabilities existed in the



employees or volunteers,and what capacities arenecessary to move forwardwith a technology-enhanced distanceprogram.This availability oftechnical skills also is



linked in the mindset ofseveral participants tospecific individuals. Asenior manager's skill set,technologically,managerially and from aleadership perspective, is



seen as a pivotaloccurrence inorganizational technology-enhanced development.



Decision Factors When
Planning for Technology
(CCSPM)This study foundconclusively that twoplanning factors are



prevalent across allparticipants makingtechnology and trainingdecisions in this NGO:Environmental Scanningand Learner-CentredCurriculum. These two



factors account for morethan half of the totalnumber of responses by theplanners of technology-enhanced distanceeducation based onDolence’s (2004) model.



In the more detailedfindings by element, therelative importance of theMarket/Economic elementof the EnvironmentalScanning factor becameapparent.



The responses forMarket/Economicconditions were found to bethe highest ranked elementof (see Figure 1.2 and Table1.2). The second and thirdmost frequent elements are



elements of the factorgroup Learner-CentredCurriculum Framework,which is an evidence of theimportant connection withthe learning population.The figure clearly displays



the importance of theelements within the factorsfor planning as found inthis study.



Table 1.2. CCSPM Cross-
Case Aggregate Response
by Factor

Please see Table 1.2 in
full PDF version



The EnvironmentalScanning factor consists ofthe conditions,circumstances andsituations that define andshape the external (i.e.,outside the organization’s



immediate control)environment in which theorganization operates. Inthe context of Dolence’s(2004) model and the workby Gaytan and Slate (2003),as well as Bryson (2004),



this environmental analysisincludes the marketconditions (the servicegroup, funding agencies,general economicconditions); thecompetitive and



partnership opportunities;the regulatoryenvironment; and socialand technical trends. As theopening quote from one ofthe consultants to the CHCindicated, the sector faces



challenges with theallocation of sufficientresources to service theclient groups adequately.One of the constantchallenges is determining



how to manage the servicewith very limited resources.Market and Economicconditions, which includegeneral economicconditions and the



availability of funding ormarkets to pursue forfunding, is the single mostcommon element noted.This element is the singlemost frequently cited



element across all planningelements in the CCSPM.



Figure 1. CCSPM Cross-
Case Aggregate Element
and Factor Totals

Please see Figure 1 in full
PDF version



The CHC was founded asmembership-drivengrassroots organization toadvocate and representthose in its servicemandate. With thatgrassroots focus at



creation, the organizationhad maintained this clientcenteredness as a principlein operational and strategicplanning, as evidenced by82 occurrences, nearly thesame as the 83 occurrences



for the EnvironmentalScanning factor. A measureof learner centeredness is areported factor in thereplies for all of theparticipants. The nationalnature of the organization



and its growth across thesix provinces was reflectedin the comments withrespect to the importanceof access and the consistentinformation flow betweenthe operational locations,



and between operationsand the head officelocations. The commentsreflect the nationalmandate of theorganization, the need toprovide training for staff



and the rationale fortechnology-enhanceddistance education in theorganizational context.



ConclusionThe decision makers withinthe organization utilizefactors from the externalenvironment, including thecosts of technologies,



competitive and partneractivities, market andeconomic considerations,most frequently followedby concerns related to theorganizational or internalenvironment. There is a



demonstrated concern forthe learners and teachers,and a recognition that therewould be an impact on theorganization’s operations.Organizational change isfurther necessitated by the



expansion of employmentprogram sites to new anddifferent geographic areasof the country. Finally, therole of the individual skillsets is a criticalcharacteristic in the



decision and planning of atechnology-enhancedtraining solution at theCHC.



Table 1.3 Characteristics
Important to Decision
Making and Planning at
the CHC

Please see Table 1.3 in
full PDF version



Table 1.3 represents theseparation andreorganization of thedecision and planningfindings in this research.This resulted incharacteristics in the



external environment (i.e.,beyond the immediatecontrol of the organization)and those characteristics inthe internal environmentover which theorganization could exert



control or influencethrough decision makingand planning. Thesecharacteristics internal tothe organization werefurther subdivided intoones that impacted the



learners and those thatwere organizationallybased. This distinctionbetween internal andexternal characteristics hasbeen seen in the work ofother researchers (Cavalier,



2002; Dolence, 2004;Gaytan& Slate, 2003;Liberman-Yaconi, Hooper &Hutchings 2010; Sellers,2005; Xue, Liang &Boulton2008). There also has beenadditional case-based



research supporting this setof findings and analysiswith technology-enhancedlearning (Andreu&Jauregui,2005; Garrett & Vogt, 2003;Newton et al., 2002).



Decision making andplanning for technology-enhanced training is acomplex subject for aresource-poor NGO in thenon-profit sector. Thisstudy presents descriptive



and explanatory multiplecase analysesdemonstrating factorsimportant for decisionmakers and how planningwas done for technology-enhanced education in a



non-profit NGO. A newframework for leadershipconsidering technology-enhanced education in sucha context is offered forfuture decision makers,leaders, scholars and



planners who engage intechnology-involvedtraining solutions in anNGO similar to the one inthis study (Table 1.3).



The decision makers usedinformation about theexternal operatingenvironment, includingcost, economic and marketconditions. They alsoconsider internal



organizational factors,including both learner-centred and organizational-centred factors.
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