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Abstract

This article examines the structured implementation of educational and training programmes in adult
education, emphasising the importance of careful planning and coordination. Drawing on the
instructional systems development (ISD) model, it identifies implementation as a distinct phase that
requires the alignment of instructional design, staff development, participant engagement, and
technical infrastructure. The successful delivery of educational products relies on clearly defined
instructor competencies, systematic needs assessments, and tailored development plans.
Simultaneously, participants must be adequately prepared through targeted communication and
orientation strategies, particularly in blended learning contexts. Marketing and operational planning
based on the extended marketing mix (7 Ps) are essential for reaching and supporting learners. The
implementation process is presented as a complex, collaborative endeavour involving pedagogical,
technical, and administrative actors to bridge the gap between educational innovation and
sustainable practice.
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Implementing the Educational/Training Programme

The implementation of an education or training programme in adult education literally presupposes
that such an education or training programme already exists. And this sequence is also observable in
the reality of adult education: teaching is always based on preparatory work and is never created ad
hoc without preconditions. No instructor will enter a teaching/learning situation without having a
plan and the necessary teaching materials at hand, no participant will have decided on a course offer
without being roughly informed about the contents and methods via a course description and will
have identified the course offer as suitable for him/her on the basis of his/her already existing
knowledge and skills and ambitions. Both - instructor and participant - meet in adult education on a
"contractual basis" that provides for intentional learning and is characterised by a shared intention, a
division of roles and functions, and a certain degree of planning and control.

However, for implementation to succeed as optimally as is certainly desired by all, not only the
educational product itself has to be well developed, but also the implementation should be carefully
planned. This chapter focuses on this planning process.lt shows which functions or staff members
should be involved in these planning processes, which planning topics are on the table and which
development results they should reasonably be able to follow up on. The planning topics relevant to
implementation are presented in a way that takes into account the specificities of adult education
institutions and allows instructors, developers and management of an educational institution to
follow up seamlessly with their own reflections.

Developing and teaching in adult education

Depending on the institutional context (financial resources, personnel, organisational structure,
educational programmes) and on the further embedding in the legal regulations and the cultural and
habitual orientations of the given educational system, the development of innovative educational
products can be a highly specialised task for which a number of models and procedures have been
developed over the past decades.

Practical experience shows that in some countries, such as the Netherlands oder the USA, a clear
distinction is made, functionally and often also in terms of personnel, between lesson development
and lesson delivery. There, it is common practice in the usually very large institutions to set up
education or training programmes and have them prepared by selected adult education instructors
or even by specially designated instructional designers and training developers. The education or
training programme is then implemented by instructors who deliver the lessons. This division of
labour may be reflected in the staffing plan as a distinction between instructional designers and adult
education instructors.

In German-speaking countries, on the other hand, a more integrated, holistic approach has
traditionally prevailed, with adult education instructors developing their own educational product,
although in some areas of adult education, e.g. language teaching, they are strongly guided by books
and materials published by textbook publishers. This special type of adult education instructors takes
care of everything, including implementation. Educational/training programmes in the narrow sense
play a subordinate role, teaching in adult education is also meant to be a highly individualised affair
from the instructors' perspective. However, it remains to be seen whether and to what extent this
approach will change in the course of the digitalisation of educational resources and the growing
importance of "finished products" such as MOOCs, explanatory films, e-learning modules, etc. in
adult education institutions.



Implementation as a phase of the generic ISD process

Either way, from the perspective of instructional developers, the implementation of an educational
product as an ensemble of planned procedures and instructional tools and media into the everyday
life of an educational institution requires its creation. The transition between the two can be
represented in a generic process of instructional system development (ISD) that dates back to work
in the 1970s and is divided into five phases, namely (1) analysis, (2) design, (3) development, (4)
implementation, and (5) control/evaluation. A multitude of later ISD models have partly critically
dealt with this generic process model as well as with the concern of ISD in general, nevertheless it is
very suitable at this point to pragmatically contextualise and systematically unfold the subject of this
chapter, namely implementation. As can be seen, implementation is one of the phases. It begins
when the development of the education/training programme is largely complete. What is present at
the transition between development and implementation, that will first be described as the starting
point.

Results of phase 1 ,Analysis”

In the analysis phase, the teaching problem is first clarified and defined, and the already existing
relevant knowledge, skills and attitudes of the addressees are estimated. Assumptions are made
about the resources that the learners are able or willing to bring to the learning process. These are
time resources, relevant for determining the workload, but also their learning environment and their
learning strategies. Teaching objectives or teaching goals are then determined, and appropriate
teaching strategies are selected. It is also taken into account whether and to what extent the
educational institution can activate the time, financial and qualification resources at all to implement
the teaching strategies considered.

At the end of the analysis phase, two things are clear: (1) whether and to what extent a course,
training or similar adult education product can solve a specific problem, and (2) with which
andragogical strategies this can be achieved effectively and efficiently. Thus, the legitimation basis
for further product development has been created, the cornerstones for further methodological-
didactic development have been worked out.

Results of phase 2 ,Design”

In the design phase, learning objectives are formulated, the relevant teaching material is collected,

analysed and reduced in didactic terms. Lessons are planned and it is systematically decided what is
to be taught and how. At the same time, instruments for observing and assessing learning progress

are selected.

At the end of the design phase, the development work has already made great steps forward. Now
the methodological-didactic strategy has been worked out, and in the case of blended-learning
products media-pedagogical and technical aspects are considered. The material or content analysis is
available, and the lesson plan has been prepared. Storyboards have been developed for any planned
e-learning modules, explanatory videos, educasts, etc., the graphic design and the user interface
have been defined and templates prepared.

Results of phase 3 "Development”

In the development phase, the developers process the content created in the design phase with
more or less extensive technical support, depending on the e-learning formats chosen and the
relevant software. During the development phase, the innovative educational product with all the
materials created is tested according to a test plan and revised based on the given feedback.



At the end of the development phase, the education/training programme or the innovative
educational product is ready to the point where the focus can be on implementation.

Implementation as a planning task for an extended group of developers

In the development of education and training programmes, i.e., large standardised educational
products that are produced at considerable expense and later distributed many times, the
development of the actual educational product is systematically followed by considerations of how
the educational product can best be introduced into the educational institution and realised there.
These considerations result in an implementation plan, which traditionally includes establishing the
ability of the instructors to implement the educational product and preparing the learners for the
educational product. In blended learning programmes, it is reasonable to extend this implementation
plan by a technical plan.

It is obvious that the implementation plan should not be prepared alone by the developers working
in phases 1 to 3. The pedagogical and commercial management, human resources development,
marketing and technology should be involved in the development work at the necessary points. It is
also important to involve stakeholders and potential participants to take up their comments when
planning the implementation.

Preparing the instructors: the instructors' plan

Instructors play an extremely important role in adult education (as in other education sectors). When
introducing a blended learning product, it is therefore extremely important to familiarise the
instructors with the educational product in such a way that they can apply it and perform their
andragogical tasks as usual. How this can be achieved is the subject of analysis and planning, the
results are reflected in the instructor plan. The focus of this plan is traditionally the classical training
of instructors, but in fact the methodological spectrum should be thought of in a much more variable
way today. And: according to the motto "Practice what you preach!" it should come close to the
innovative educational product in terms of methodology, media, tools, and material when designing
and planning the measures. So, it is not wrong if elements of the blended learning product could be
found again, as long it is effective and efficient.

What should be the content of this plan? This is what the following sections will address.

Requirements for the instructors implementing the education/training programme/product

When formulating the requirements, the results of the analysis phase are used, but the original
assumptions must be checked in the light of the actual development results and revised if necessary.
It is useful to distinguish between general and specific requirements. General requirements are
requirements which the educational institution generally places on its instructors and which, in the
case of instructors who are already in the service of the educational institution, should be regarded
as fulfilled. Specific requirements result from the specific characteristics of the educational product.
In principle, they can be of a content-related nature, but they can also show themselves in the
methodology, in the selection of technical means or very fundamentally in the design of the
instructor-participant relationship. The specific requirements can be formulated very simply in the
dimensions of knowledge, skills and attitudes and are - formulated concretely enough - the basis for
the assessment that follows.



Assessment to determine training needs

The catalogue of requirements, and here the catalogue of specific requirements, provides the basis
for the assessment. The assessment should consist of two parts: a self-assessment questionnaire and
a staff interview in which the self-assessments are validated communicatively. For the self-
assessment sheet, items are derived from the catalogue of specific requirements, they are given a
Likert scale and arranged in a meaningful way. If the educational product has a high degree of
innovation, the specific requirements should all be transferred into a self-assessment form. If the
innovation is only in parts of the educational product and it can be assumed that the instructors have
the required competences in the other parts, the self-assessment sheet can also cover only the
innovative parts. The results of the self-assessment are presented to the manager by the instructor in
a staff meeting. The instructor can receive a feedback and, if necessary, to adjust his self-assessment.

Individual learning and development plan

To save the resources of both the educational institution and the instructors, it is recommended to
prepare the staff as precisely as possible. In the above-mentioned staff meeting, an individual
learning and development plan is compiled based on the degree of fulfiiment of the requirements.
The guiding question is how the gap between requirements and existing knowledge, skills and
attitudes can be closed in such a way that the instructor can implement the educational product at
the intended moment.

In preparation of the instructor plan, a categorisation into three training needs groups is useful, for
which packages of measures are then put together:

A: All instructors have a knowledge gap: they all do not (yet) have an inside view of the educational
product. The instructor plan should provide an outlook on a basic instructor manual that explains
how to use the educational product in all its parts and describe a blended learning training that helps
the instructors to familiarise themselves with the educational product.

B: A considerable part of the instructors have a common innovation gap. As shown above, it can be in
the content area of the educational product, but also in the methodology, in the means, and so on.
For this group, it is worthwhile to define a measure that is precisely tailored to them. If, for example,
the educational product is about a particularly innovative approach to nutrition in old age, which
many instructors in home economics have never heard of, then a set of books may already be the
decisive step towards closing the knowledge gap. If the educational product is a new relaxation
technique that the instructors in the health department are not yet familiar with, then specific
training is needed, which can either be designed by the instructor or bought in from outside. At this
point, the instructor plan should make plausible assumptions about the training needs and already
give an outlook on how these training needs are to be met. It should also describe how it will be
determined whether the training needs have been met and to what extent. The STARR analysis can
be used for this purpose, as well as peer feedback.

C: A small group of instructors will have very specific training needs that are unpredictable, require
individual solutions and for which an organisation cannot prepare, even if it respects the principle of
efficiency. In these cases, the manager, if necessary, with the support of HRM, should be able to
point out a perspective very quickly. It is also very important to communicate the financial
framework of such a solution transparently.

The staff meeting ends in each case with an individual learning and development plan, which shows
the gaps to be closed and the measures agreed upon. This plan will include the introduction to the



educational product (A) for each instructor, the introduction to innovation (B) for quite a few
instructors and work on special educational needs (C) for some instructors.

(If desired:) Assessment of qualification and certification

The question of whether and how fulfilment is determined and certified after the individual learning
and development programme must be answered within the institutional context and with regard to
the new educational product to be introduced. Some educational institutions record the work on the
individual learning and development plans and performance on the formative and summative
assessment moments provided therein and consider this sufficient. Some other educational
institutions emphasise a final proof of achievement and certification. There are also educational
products where the introduction, preparation and acquisition by the instructors ends with a
certificate that must be renewed at regular intervals. The instructor plan should also make clear
statements about this and describe the relevant procedures.

(If desired:) Implementation support, e.q., through collegial consultation

Depending on the degree of innovation, it may make sense to include implementation support in the
instructor's plan. Experience shows that nothing is as real as reality and some problems only arise in
the implementation itself. A very suitable format for implementation support is collegial
consultation. Here it is possible to look at one's own practice together with other instructors, to get
collegial feedback and, under certain circumstances, to look at alternative solutions. Other terms are
also largely used synonymously for this format: Intervision, collegial case discussion and sometimes
also experience exchange groups.

These are the content areas described in detail in the instructor's plan. Whether all the work is
described conclusively depends on the scope of the mandate that the development group has
received from management. If the mandate includes the creation of operational materials such as
self-assessment forms or instructor handouts in addition to the more conceptual statements in the
Instructor Plan, this is seamlessly possible and makes a lot of sense, especially if it must be done
quickly. It can be assumed that by expanding the developer group as suggested above, the necessary
development capacity will be available.

In addition to the content areas, the instructor plan also makes statements about the time frame, the
timeline, the resources required and responsibilities. These aspects fall within the core area of
management to be involved in the extended development group. These will not be discussed further
at this point.

Preparing the participants: the participant plan

Prepare the participants for the new educational product that has been developed? How is that
supposed to work? The participants only become participants when they take part in the developed
innovative educational product, course, training etc.! Or?

Correct. Adult education institutions usually function in such a way that they offer courses, trainings,
workshops, lectures, educational trips, etc. to a broad public with the help of a printed programme
booklet, their website or via social media. The range of topics is huge: political education, cultural
education, foreign language learning, health education, family education, digital education, basic
education, etc. Interested people decide to participate based on the available preliminary
information and sometimes also after educational counselling, then participate and then end their
participation again. Their participation status ends after only a few hours in the case of a lecture,



sometimes after 10 weeks in the case of a language course, perhaps after a year in the case of a
literacy course. The organised educational processes at an adult education institution are small-scale,
with the consequence that the participants lose their status as participants very quickly.

This fundamentally distinguishes adult education institutions from other educational institutions
such as schools and universities, which lead their students to state qualifications with a curriculum
lasting several years, or from the in-house continuing education of large companies. In contrast to
adult education institutions, these education providers have a close, binding relationship with the
young or adult learners. If they introduce an innovative educational product, it indeed makes sense
to prepare the students, pupils, or participants for it. And it is also possible.

Nevertheless, adult education institutions must deal with some questions that typically arise when
creating an innovative educational product. Let us take as an example an adult education institution
in a rural area that has a large "foreign language learning" department. Before the Covid19
pandemic, the language courses always took place locally in a slightly larger town in the house of the
educational institution or in nearby schools. During the pandemic, everything collapsed, but with the
help of Zoom, some of the courses continued with a lot of commitment from individual instructors.
The educational institution used the pandemic to thoroughly revise the language courses and
implement a blended learning concept. The task now is to attract the necessary number of
participants for this new educational format and to enable the adults to participate in this new
format.

Marketing for the innovative educational product in adult education

Adult education institutions usually have a marketing plan in which the objectives and strategy have
been defined based on the results of a SWOT analysis, a portfolio analysis or similar procedures, and
decisions have already been made on the so-called marketing mix at the operational level. This
marketing plan is now a very helpful and at the same time binding framework when it comes to
placing this innovative educational product on the market.

In the case of the educational product mentioned above as an example, a new strategic analysis can
be pragmatically dispensed with, since the regional market will hardly change, and the customer
need to learn a foreign language together with other nice people will continue to be served. It is
important to make decisions at the operational level. The marketing plan already gives clear
guidelines at the operative level, most likely based on the concept of the marketing mix, an operative
planning instrument, originally intended for the industrial goods sector with the 4 P's: Product, Price,
Place and Promotion, and later extended with a view to the service sector and the growing
importance of relationship marketing by the 3 P's: People/Personnel, Physical evidence, and Process.

If the operative marketing mix is now applied to the introduction of an innovative blended-learning
product, there are some special challenges to be considered, which are listed in relation to each of
the 7 P's.

Product

The product or service policy is the core of the marketing mix. It deals with all decisions regarding the
product or service programme of a company. The aim of the product or service policy is to create a
real benefit or added value for the (potential) customer - and for the company to gain a sustainable
competitive advantage. The innovative educational product was probably launched and created for
this reason.



Price

Pricing policy is concerned with determining the type of compensation that customers must pay for
using the company's services. In the case of continuing education products, these go beyond the
actual participation fee: time spent travelling to the event location, money for travel, time spent
during and after the event, etc. The price policy should also be considered in the case of our
exemplary blended learning product. This should also be considered in our exemplary blended
learning product. Typical instruments of pricing policy are prices, discounts, price surcharges, indirect
price reductions such as free trial goods, etc.

Place

Sales or distribution policy deals with the placement of a product. It deals with all decisions aimed at
ensuring that participants can obtain the services offered. An innovative educational product that
has required significant resources should be put into the right distribution channels of an educational
institution.

Promotion

Communication policy is concerned with promotion. It includes all decisions concerning the
communication of products or services as well as of a company or organisation. At least three
functions of communication can be distinguished: (1) information about the product or service and
the company; (2) influencing the expectations, wishes and attitudes of the customer regarding the
products and the company; (3) confirmation of a purchase decision that has already been made.
Especially when introducing an innovative educational product, all three functions should be served
with the whole range of communication instruments.

People or Personnel

Human resources policy is particularly important for service providers, as the product, in our case an
educational service, is created directly at the customer and with the customer. Educational services
have the character of a co-creation, the satisfying or even inspiring result depends decisively on the
participant's binding commitment in the relationship with the instructor until the learning goals are
achieved. It is obvious that especially when introducing an innovative educational product, the
instructors are a key factor.

Physical evidence

The equipment policy determines whether a service provider is trusted to deliver a service
reasonably without further knowledge of its processes or outcomes. With a blended learning
product, the focus of this policy expands. Now it is also relevant whether and to what extent the
technical equipment and the virtual learning environment can inspire the participants' confidence in
the performance of the educational institution.

Process

The process of service provision determines whether the customer is satisfied. Methods such as
Critical Incident Analysis or Service Blueprinting help to consistently align the business processes -
and here, from the customer's point of view, the core processes and support processes are
particularly relevant - with the customer and to formulate quality characteristics. The existing
process policy of an adult education institution has typically already regulated the processes in the
front office, where information, registration, payment, cancellation, rebooking, etc. are concerned.



With online and blended learning products, there is now a need for technical-administrative support
in the event of difficulties in the digital learning environment, which needs to be regulated in terms
of process policy.

It is obvious that discussions and clarifications are needed at every point, which are inconceivable
without commercial management, administration, EDP and technology. The results should be
reflected in a small product marketing plan that makes statements on at least the following points:

Marketing goals expressed in number of enquiries, number of registrations, number of
participations, number of product implementations, etc.

7 P: Measures, quality characteristics, time planning
Timetable, responsibilities, budget.

Such a small product marketing plan will help to implement the innovative educational product
successfully in the market.

Familiarise participants with the innovation

Whenever digital elements are integrated into traditional teaching formats in adult education, a high
degree of sensitivity to the reality of digital competence is required. The often-used figure of the
digital native and the digital immigrant has long hidden the fact that digital wisdom is rare and often
shows up where one would hardly have suspected it. As long as this is the case, it is highly
recommended to be aware of this kind of digital obscurity in the phases of design and development.
It is advisable to integrate an orientation and familiarisation phase into the blended learning
educational products themselves at the beginning, focusing on the digital learning environment. This
is the perfect way to introduce participants to the innovative way of working and to practice it. If the
blended-learning product starts with one, two or even three on-site meetings, each participant can
also bring his or her own device, they try it out together, they learn from each other, assistance can
be provided by the instructor. Such an approach also leaves the instructor confident that he or she
will not lose any participants in online phases.

Prepare the learning environment: the technical plan

The technical basis for a blended learning product was already created, at least in part, in the
development phase, without which the development of the innovative educational product would
not have been possible. However, what worked for the developers does not necessarily work for the
participants. The introduction of a blended-learning product with its multimedia learning
environment requires a great deal of attention in the run-up to the course, the training, etc. The
participants must be able to follow the course. Realistic planning and testing of functionality may still
reveal the need for investment to be able to implement the educational product satisfactorily at all.
In this context, it is important to consider which learning materials and which technical equipment
the participants can provide themselves. Statements on this have already been made in the analysis
phase and the design phase; they are to be consulted at this point, critically reviewed, revised if
necessary and considered in the technology plan.

The analyses, planning and testing are reflected in the technical plan. It should contain statements on
at least the following aspects: Teaching materials, media, and technical infrastructure/equipment.



Instructional material

In this context, instructional materials are understood as aids used by instructors in face-to-face
lessons. These can be a blackboard, a whiteboard, a beamer, but also demonstration devices and
objects or tools and machines (in craft lessons, for example). This also includes worksheets that are
used in face-to-face teaching. Even though blended learning products may draw a lot of attention to
the newly added digital learning environment, the didactic design of face-to-face teaching should not
be neglected. Only in this way can the claim be fulfilled: The best of both worlds!

Media

The use of media has been part of everyday teaching for decades, be it the picture projected on the
wall, the sound recording or the film. These analogue media have been largely replaced by digital
media in the classroom; pictures, films and sound recordings have been digitised, as have books and
magazines. Web sites on the Internet, digital learning games and many other applications that can be
used in the classroom have not only expanded the learning environment, but traditional face-to-face
teaching itself is more multimedia than ever before. In the run-up to the implementation of the
innovative educational product, access, and the rights of use of the different media must be clarified
and ensured. The technology plan must make statements on this and ensure that the use of the
selected digital media is possible and legally compliant. If the educational institution uses a digital
learning environment such as Moodle or similar for the innovative educational product, the
registration procedure must be described.

Technical infrastructure/equipment

No electricity at every seat and no Wi-Fi in the classroom ... and half of the participants don't have a
laptop. This is exactly the horror situation that throws many a lesson plan out of kilter and leaves the
instructor as well as the participants perplexed. To prevent this from happening, the technology plan
makes precise statements about what is required for implementation. If participants are to bring
their own devices, procedures are described on how to clarify this in advance of the implementation
and how to deal with deviations in the teaching situation.

Implementation - an (often) overlooked challenge

This chapter focused on the careful planning of the implementation of an innovative educational
product in adult education. The preparation of the three relevant variables for the implementation of
a blended learning product was dealt with in detail: Instructors, participants, and technology. This
structured presentation is suitable as a starting and orientation point for one's own implementation
planning, beginning with the definition of adapted procedures and ending with implementation
plans, which in their planning depth serve the needs of the individual educational institution and can
ensure the successful implementation of the innovative educational product.

This success cannot be taken for granted. In many areas of our society, there is a structural
implementation gap, a gap between knowledge and behaviour, which is particularly evident
regarding a healthy or ecological lifestyle. Even newly developed educational products in adult
education do not speak for themselves; considerable resources and a planned approach are needed
to place them successfully on the market.
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