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Stage 

Core Area 

Engagement plan
(what you need before you start)

Definition
(clarifying your needs and solution design)

Development
(turning vision into reality)

Communications Have you ensured t�at t�ere �s a spec�f�c k�ck off 
meet�ng sc�eduled, w�t� a clear agenda?

Have you �dent�f�ed all team members w�o s�ould 
attend t�e k�ck-off meet�ng from your organ�sat�on 
to extract max�mum benef�t?

Have you ensured you �ave read all 
documentat�on or any proposed treatment from 
t�e vendor, and any ot�er �nformat�on suppl�ed �n 
advance?

Have you ensured t�at all members of your team 
are br�efed and prepared?

Have you asked your vendor �ow t�ey w�ll 
manage commun�cat�ons w�t�:

 you
 t�e Subject Matter Expert &SME'
 ot�er stake�olders

Have you rece�ved a clear outl�ne of 'w�at next' 
and �ow progress w�ll be reported?

Have you clar�f�ed w�t� t�e vendor w�o your key 
po�nts of contact are, and �ow commun�cat�on
l�nes s�ould work dur�ng t�e project?

Have you �nformed your vendor about t�e best 
ways of commun�cat�ng w�t� you?

Have you factored �n regular &weekly/fortn�g�tly' 
commun�cat�on and prompt flagg�ng of �ssues 
ar�s�ng? 

Have you put toget�er a r�sk management table 
t�at you refer to t�roug�out t�e project?

Have you got effect�ve commun�cat�ons between 
your own and your vendor's tec�nology teams?

Have you begun to cons�der �ow you w�ll market 
t�e e-learn�ng to your learners?

Stakeholders Have you �dent�f�ed key stake�olders?

 Learners
 Subject Matter Expert &SME'
 Sponsor &person w�o pays'
 Brand�ng &for look & feel'
 Tec�nology
 Do you need to cons�der a project board?

Have you drawn up a stake�older map to manage
and plan for your stake�older engagement? 

Do you know your learners' needs - or �s t��s a 
task you �ave comm�ss�oned your vendor to do?
&Cons�der needs analys�s, gap analys�s, learn�ng 
object�ves, focus groups.'

Do you �ave any 3rd party relat�ons��ps &SMEs, 
v�deo company, etc.'? If so, w�o �s to  �andle/ 
mange t��s relat�ons��p - you or t�e vendor?

Have you and t�e vendor d�scussed w�at 
meet�ngs need to occur and w�t� w��c� 
stake�olders?

Have you been clear w�t� t�e vendor about any 
pressures you face and t�e type of support you 
need from t�e vendor to 'look good' �n your 
organ�sat�on?

Are you keep�ng all your stake�olders �n a regular 
loop r�g�t from t�e start even �f you won't be 
requ�r�ng t�e�r �nput unt�l furt�er down t�e l�ne?

Have you br�efed your stake�olders w�ere 
necessary/ appropr�ate?
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Stage 

Core Area 

Engagement plan
(what you need before you start)

Definition
(clarifying your needs and solution design)

Development
(turning vision into reality)

Benefits & Strategic 
opportunities

Is your organ�sat�on �n a pos�t�on to support t�e 
needed learner t�me/ space/ potent�al cultural 
�ssues w�t� e-learn�ng?

Are you clear on t�e bus�ness benef�ts t�e 
e-learn�ng project w�ll del�ver?

Are you clear t�at e-learn�ng w�ll del�ver benef�ts 
on t��s project?

Have you assessed or at least acqu�red t�e learner 
needs to be addressed by t�e project?

Have you sold t�e benef�ts of work�ng on t��s 
project to your team members? 
&e.g. be�ng seen as an e-learn�ng c�amp�on, 
free�ng up t�e�r t�me �n t�e future, somet��ng 
d�fferent, etc.'

Is t�ere an opportun�ty to t��nk strateg�cally about 
t��s project? 

Has your vendor offered to support you personally 
t�roug� t�e project? 

Has your vendor offered to prov�de add�t�onal 
support �f t��s �s your f�rst e-learn�ng project?

Has your vendor adv�sed you of add�t�onal benef�ts 
to t�e or�g�nal propos�t�on/ solut�on? 

Are any benef�ts to be ga�ned &learner or bus�ness 
related' and to be cons�dered at t��s stage?

Has t�e vendor offered any 'added value' as part 
of t�e�r serv�ce? &e.g.s w��te papers, demos of 
ot�er programs, �ndustry news, reuse, etc.'

Have you made t�e vendor aware of potent�al 
benef�ts to t�em �f t�ey complete sat�sfactor�ly? 
&e.g. repeat bus�ness.'

Has t�e vendor offered to support you �n t��s 
stage? &e.g. any presentat�ons or market�ng of 
your e-learn�ng.'

Have you �dent�f�ed any potent�al add�t�onal 
benef�ts at t��s stage?

Schedule Have you �dent�f�ed your f�nal del�very date?

Do you understand t�e reason for t�e dr�ver 
be��nd t�e end del�very date, and �s t��s 
potent�ally flex�ble?

W�o are key �nd�v�duals w�o could stop t�e 
project �f t�ey were �ll or away? 

Have you added cont�ngency? 

Have you factored �n t�e 6people r�sks7'?
&�.e. staff ava�lab�l�ty, t�me �t takes for SME&s' to 
rev�ew, etc.'

Do you �ave a clear sc�edule?

Are you mon�tor�ng sc�edule aga�nst del�verables, 
and mapp�ng t��s to your team's ava�lab�l�ty -
w��c� may c�ange?

Are you ensur�ng t�at your vendor �s f�nd�ng 
solut�ons to ma�nta�n del�verable dates?

Is your vendor look�ng for solut�ons/opt�ons to 
keep your project on sc�edule w�ere necessary?

Are you ensur�ng your SME or ot�er relevant 
stake�olders are execut�ng t�e�r tasks at speed 
and as per t�e�r d�ary?

Are you manag�ng s�gn-offs? 

Do you �ave a project plan t�at allows for
flex�b�l�ty?

Do you �ave a Plan B?
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Stage 

Core Area 

Engagement plan
(what you need before you start)

Definition
(clarifying your needs and solution design)

Development
(turning vision into reality)

Team (resources) Are you clear on �ow �nvolved you want/ need to 
be w�t� t�e project?

Have you �dent�f�ed your team? 
&Normally at least SME, and ot�er spec�al�sts.'

Are you clear on �ow muc� t�me w�ll l�kely be 
requ�red from eac� member on t�e project? 

Have members of your team suff�c�ent ava�lab�l�ty 
to del�ver on t�e�r tasks on t�e project?

Have you clar�f�ed/ prov�ded comfort to your team 
�n areas t�at w�ll be new to t�em as �t �s e-
learn�ng.

Have you br�efed your team on t�e�r roles and 
respons�b�l�t�es? e.g. 

 SME: �nvolvement and 'f�del�ty' of project
 Do t�ey understand vers�on control? And 

�mpact of non-ad�erence?

Have you or your team worked on e-learn�ng
projects before?

Have you t�e opt�mum number of SMEs for your 
project? 

Have you reconf�rmed w�t� your team t�e�r roles 
and respons�b�l�t�es?

Have you reconf�rmed t�me comm�tments?

Have you c�ecked t�at any add�t�onal team 
members/ resources w�ll be ava�lable follow�ng 
�n�t�al d�scuss�ons w�t� vendor?

Have you taken �nto account t�e expert�se of t�e 
vendor &learn�ng, tec�nology, etc.' and your SME? 
N.B. Ensure t�e SME focuses ma�nly on content 
�ssues.

Have you ga�ned recent learners' exper�ences, 
rat�er t�an s�mply rely on 'expert' op�n�on on 
content? 

Have you reconf�rmed w�t� your team t�e�r roles 
and respons�b�l�t�es?

Have you ensure t�at you or your team aren't 
st�fl�ng t�e expert�se of your vendor?

Have you planned �ow to manage t�e potent�al 
c�ang�ng demands on your team as t�e project 
progresses? &e.g. d�fferent amounts of t�me/ 
add�t�onal resources.'

Budget Have you any f�nanc�al cont�ngency �n place?

Have you acqu�red t�e aut�or�ty to approve 
add�t�onal budget?

Do you understand t�e bas�s of your budget: f�xed 
pr�ce, t�me and mater�als, or s�mply a ball park 
f�gure to date?

Is t�e payment sc�edule fa�r or balanced �n your 
favour? &�.e. back loaded so payments are made 
at later stages.'

Are payments based on del�ver�es or s�gn-offs? 
&S�gn-offs work �n your favour.'

Have you clar�f�ed t�e budget s�tuat�on w�t� your 
vendor? &Ensure t�e vendor �s aware t�at budget 
c�ange w�ll only occur �f agreed scope c�ange 
occurs dr�ven by you.'

Have you agreed an acceptable payment 
sc�edule?

Is your vendor propos�ng solut�ons &w�en needed' 
to f�t w�t��n t�e agreed budget?

Is your vendor aware of t�e pr�or�t�es of your 
scope dr�vers &Sc�edule/ Qual�ty/ Cost'?

Have you and t�e vendor clar�f�ed �ow any 
C�ange Control w�t� budget �mpl�cat�ons w�ll be 
managed?

Have you ga�ned a full and compre�ens�ve 
breakdown from your vendor for any add�t�onal 
costs assoc�ated w�t�, for example, c�ange 
requests or add�t�onal serv�ces?



E-learning Vendor Management Checklist - www.doingelearning.com
© Copyright by �eith �andsborough & Dominique �owenthal - 2008 Page 5 of 6

Stage 

Core Area 

Engagement plan
(what you need before you start)

Definition
(clarifying your needs and solution design)

Development
(turning vision into reality)

Quality/ Review Do you �ave an SLA �n place?

Have you ensured t�at you �ave your own �nternal 
compre�ens�ve test�ng stage?

Have you cons�dered us�ng Focus groups to ensure 
learner needs are met?

Are you clear on t�e bus�ness goals and learner 
object�ves?

Have you cons�dered t�e demands on your t�me
and on ot�er resources t�at w�ll need to be 
�nvolved �n rev�ew�ng/ test�ng at eac� stage?

Have you cons�dered stake�olders w�o w�ll 
potent�ally want to see t�e solut�on at spec�f�c 
stages? &Do not �gnore t��s as t��s could come 
back and result �n late out of scope c�anges.'

Are you conf�dent �n t�e effect�veness of t�e 
proposed solut�on?

Have you cons�dered t�at t�e e-learn�ng solut�on 
needs to be, among ot�er t��ngs: 

 Engag�ng
 Memorable
 Mot�vat�onal
 Rooted �n t�e 'real' world
 Fun - �f poss�ble!
 Less formal, more personable

Have you cons�dered use of appropr�ate corporate 
brand�ng and style gu�des, but not to t�e 
detr�ment of learn�ng?

Have you ensured t�e solut�on sat�sf�es all 
stake�olders? &T�e learners, SMEs, board, etc.'

Have you obta�ned t�e necessary resources to 
cover in situ test�ng, and tec�nology �ntegrat�on? 

Have you br�efed your team effect�vely on w�at 
t�ey can/ cannot c�ange at t��s stage?

Have you ensured you �ave an effect�ve rev�ew 
form? &Request support �ere from your vendor.'

Have you cons�dered a P�lot group - compr�s�ng a 
sample of t�e target aud�ence - to assess t�e 
eff�cacy of t�e f�nal solut�on?
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Stage 

Core Area 

Engagement plan
(what you need before you start)

Definition
(clarifying your needs and solution design)

Development
(turning vision into reality)

Scope Do you understand t�e components t�at def�ne 
scope for an e-learn�ng project? e.g.s

 Developed �ours vs. learner �ours
&durat�on'

 Number of screens
 Med�a m�x &grap��cs, p�otograp�y, aud�o, 

an�mat�ons, v�deo'
 Branc��ng learner pat�s
 D�agnost�c/ Assessment
 Level of �nteract�v�ty
 Access�b�l�ty
 Local�sat�on

Have you cons�dered w�at t�e most �mportant 
dr�ver �s for t��s project: T�me/ Cost/ Qual�ty -
w��c� order?

Have you ass�gned team members to t�e 
appropr�ate areas to manage? 
&e.g.s SMEs on content and context; market�ng on
brand�ng; you ult�mately ensure successful 
del�very and effect�ve LEARNING.'

Have you c�ecked out - as best as you can - w�at 
are t�e spec�f�c requ�rements for your e-learn�ng 
project? &e.g.s access�b�l�ty, local�sat�on, etc.'

Have you consulted or asked your vendor to 
prov�de you deta�ls on �tems t�at may affect scope 
for you to c�eck aga�nst your spec�f�cat�on?

Have you an acceptable C�ange Control process �n 
place w�t� your vendor?

Have you clar�f�ed your role and dept� of 
�nvolvement �n t�e project w�t� t�e vendor? 

Are you def�n�ng scope on t�e same page as your 
vendor &number of screens, med�a m�x, 
�nteract�v�ty, etc.'?

Have you f�nal�sed and agreed scope? &Ideally 
w�t��n a s�gn off spec�f�cat�on.'

Have you c�ecked t�at t�e SME �asn't gone �nto 
reams of deta�l - w��c� WILL be forgotten by 
learners, and c�arged for by vendors?
&A good vendor w�ll try to stop t��s and ra�se �t 
w�t� you, but you must support as appropr�ate �f 
you �ave aut�or�ty over t�e SME.'

Have you clearly commun�cated to your vendor 
any spec�al requ�rement and �ad t��s 
documented? &e.g. access�b�l�ty.'

Have you clearly agreed des�gn? &Instruct�onal 
approac�, �nteract�v�ty, med�a m�x, etc.'

Have you explored t�e 80:20 rule w�t� your SME 
around content?

Have you got �n place an effect�ve process to 
mon�tor scope?

Are you adv�sed by your vendor w�en a scope 
�ssue appears so t�at you can take appropr�ate 
act�on?

Are you mon�tor�ng your SME&s'?

Ensure you manage your vendor �f t�ey try to 'up
sell' - ask yourself: 'does t��s add bottom l�ne 
value'?

Do you �ave t�e r�g�t people �n place to get t�e 
job done well f�rst t�me? 
&Mult�ple-rev�ews add t�me and scope �ssues. Best 
to get THE expert w�o can be succ�nct and 
aut�or�tat�ve.'

Risks ('uh-oh' 
moments!)

Have all �ssues assoc�ated w�t� e-learn�ng 
procurement been cons�dered and resolved at t��s 
stage?

Are you 's�tt�ng on t��ngs'? &Execute at speed once 
procured.'

Are you �n a pos�t�on of read�ness?

Is t�ere a contract/ Non D�sclosure Agreement 
&NDA' �n place?

Have you followed your organ�sat�on's processes 
and pract�ces �n engag�ng w�t� t�e vendor?

Are you �appy w�t� t�e k�ck-off, w�t� an agreed 
met�odology, and approved project �n�t�at�on 
documentat�on? &e.g. PID, SOW, sc�edule, etc.'

Have you covered any ot�er r�sk t�at presents 
�tself �n t�e appropr�ate core areas?

Have you cons�dered IPR? 

Have you covered any ot�er r�sk t�at presents 
�tself �n t�e appropr�ate core area?

Have you commun�cated appropr�ately w�t��n your 
organ�sat�on any r�sks t�at affect t��ngs outs�de of 
t��s project?

Have you �nvest�gated �f any ot�er stake�older 
could emerge from out of now�ere? 


