Sharing Success
The Learning &
Working Report
2009 - 2012: Educating Through Emergent Technologies

Maastricht University, October 2012

1

Preface

In light of growing complexity and volatility in the world, universities are
challenged to tackle interconnected, ill-defined problems in need of innovative
solutions. Yet, rather than continuing to structure solutions in traditional,
hierarchical, and restrictive ways, Maastricht University challenged itself, the
manner in which we conduct education, and the group of people to whom we offer
education.
To achieve this goal, a bottom-up project structure
was adopted, giving lower-level faculty members the
autonomy, money and time to experiment and explore
unorthodox methods. This cross-disciplinary project
team of enthusiastic members represented all
faculties, and through their collaborative exchange
and shared mental model, have helped to shape the
future of education at the university.
We feel it is important to acknowledge three intangible aspects that were evident
in this project: 1) the entrepreneurial spirit and enthusiasm that was evident in the
board and the project team members that supported a bottom-up project
structure; 2) a psychologically safe communication climate in which innovations &
failures were viewed as part of the learning process; 3) the collaborative knowledge
building and knowledge sharing which led to the support and expertise
development of each team member.

It is largely due to the presence of these

capacities that the project was successful. The work shared with you in this report
would not have been possible without the commitment, innovation, collaboration,
and perseverance of the Project Team Members involved. These individuals are
highlighted on the following pages.
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The L&W Team
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The L&W Project Initiators
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Executive Summary

Initiated in 2009, Maastricht University set off for new horizons with the Learning
& Working Project and established an initiative wherein all faculties were involved.
The central goal and purpose of the project was to design new (or transform
existing) teaching content using e-learning technology known as “blendedlearning” as the foundation, to make it possible for (part) time students and
professionals to study in a flexible educational environment. Upon conclusion of
this project and reaching the intended goal, the project team defines success of this
project in three domains: 1) impact & project management, 2) collaborative
knowledge sharing & knowledge building, and 3) participant satisfaction:
1. Impact and Project Management
This project was completed on schedule and within budget. The project proposal
outlined 14 online and blended courses. During this time, 15 pilots produced 34
online and blended courses were created and offered, reaching over 809 students
who experienced virtual learning from 21 different countries. Lessons have been
learned from the successful (and unsuccessful) pilot projects which have launched
at least 6 major spin off projects within the university. Furthermore, the
dissemination of new knowledge created within this project team was shared
internally and externally through 16 peer-reviewed publications and presentations
and 3 Symposiums (with a satisfaction rating of 7.47 or higher by participants).
Through multimedia development, the project has also created the Learning &
Working flipbook, a practical guide for course coordinators and tutors to integrate
emergent technologies in their course, a website - reaching approximately 1279 of
people who have accessed these resources a total of 2165 times.
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Executive Summary

2. Collaborative Knowledge Sharing and Knowledge Creation
A critical element in the success of this project was the collaborative knowledge
sharing among project team members. Interviews with all team members
unearthed four overarching themes for success: 1) Horizontal management, 2)
Cross pollination (people and ideas), 3) Fluid Processes and 4) Entrepreneurial
spirit. Each theme provides insight into the competencies and elements needed to
address complex problems and shares considerations for the individuals involved,
team, and institutional perspective.

Therefore, the ideas are presented are based upon what needs to be done at an
organisational level, characteristics needed at an individual level for those involved
in such projects, and also the environment needed for a dynamic team process.

3. Participant Satisfaction
New research instruments in line with Maastricht University’s teaching philosophy
were created collaboratively and focus groups were also used to gain rich
quantitative and qualitative data from pilot participants. Success has been
measured through the participant response, in which 72.5 % rated the courses as
satisfying or above and 51 % said they learned something.
Maastricht University, October 2012
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Executive Summary

In conclusion, it is important to highlight the progress made which has the
potential for a larger impact to the UM community and beyond the scope of this
project. And in an effort to maintain forward momentum and sustainability, areas
for institutional change have been identified and initiatives are already underway
to put these recommendations into action (See Section 6). We consider this
project to be successful based on the domains above and this report will
demonstrate the project impact for UM learners, faculties, and the future of the
university.
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Project Goals
Section 1 of the Learning & Working Report
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Project Goals

The project team was able to respond to each project goal and the overarching
indicators are provided below:
Goal 1: Identify which didactical adjustments have to be made to offer effective
PBL education to professionals. (See Section 4 or the “Learning & Working Guide”
for detailed information)
- Teach familiarity with technology used
- offer support for teachers using technology
- create support in the design of blended / online courses
- offer flexible learning environments with anywhere / anytime learing

opportunities

Goal 2: Uncover which functionalities are necessary to create a learning
environment for professionals. (See Section 4 or the “Learning & Working
Guide” for detailed information)
- flexible, easy-to-use learning environments
- collaboration with fellow learners
- quick replies of teaching staff
- both synchronous and asychronous tools
- access via mobile devices

Goal 3: Discover the conditions under which Maastricht University can offer an
effective learning environment for professionals. (See Section 5 for more detailed
information)
- create infrastructure for supporting the supply chain of creating, offering,

implementing and evaluating blended / online courses
- create an online portal for professionals to register / pay / enroll
- maintain a streaming server to enable use of online lectures and multimedia

use
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Vision to Reality
Section 2 of the Learning & Working Report

The Vision ... 12
From Vision to Reality ... 13
The Reality ... 14

Maastricht University, October 2012

11

The Vision

The information in this section provides a brief sketch of how the project began
and the project work completed during 2009-2012. It highlights some of the
unique project features and outcomes.
The Vision from the Project Initiators
Interviews with the 6 people involved in initiating the project back in 2007-2008
showed that the common interest was to discover the future of university
education. The belief was that this future lies within allowing the combination of
study and work. Subgoals of this were: cater to the student of the future, stimulate
creativity and increase e-learning support. Differences are visible with regard to
the extent to which this future needs to stay true to the current teaching
philosophy, the place of “e” in the future curriculum, and the degree to which
practice should be brought into the curriculum. At the broadest level, the goal of
Learning and Working can be summarized as discovering “How the university can
facilitate learning of people who are (working) in different places”

The Vision from Project Members
Staff involved in the project had to discover the playing field of the project.
Interviews with all pilot leaders, past and present, revealed three project goals: 1.
Develop education for a new target group, professionals and/or people who work
part/full time, 2. develop a new form of PBL and 3. experiment with tools. While
different team members emphasized different goals,

most viewed the goal of

Learning and Working as “innovating PBL”.
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From Vision to Reality
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The Reality
The reality has revealed several ingredients necessary to facilitate learning for nontraditional students:
Valuable Learning Tools Utilized
- Video-conferencing (Elluminate)
- Multi-party web conferencing (Polycom)
- Forums for reflection and discussion (Blogs and Discussion boards)
- Mobile devices (iphone)
- Mind maps to visualize and summarize online discussions
- Content management systems (Blackboard)

Instructional Innovations Online
- Participatory redesign of courses
- Internationally joined team-teaching activities
- Asynchronous online courses for professionals
- Integration of lecture room video conferencing & workstation web

conferencing

- Creating online communities of learning
- Online PBL format

Learning from Failures
- Teachers have the power to make or brake an experiment
- Recruitment is as important as course design
- The right expertise needs to be there to design successful courses

(technology, content and pedagogy)
- Support during the course offerings are needed to address technical issues.
- A centralized system for online admission, enrollment and payment for

professionals is essential to maintaining and moving forward in the future.
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The Reality
Expanded Target Groups for Enrollment

International Learner Population
The learners who participated in these pilots did so from the Netherlands,
Belgium, France, Japan,

Great-Britain, Germany, Spain, Turkey, Afghanistan,

Jordan, Romania, China, India, Switzerland, Burkina Faso, the Philippines, Abu
Dhabi, Argentina, Nigeria, Somalia, and the United States of America. These pilots
were able to connect learners from 21 different countries.
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Understanding Hybrid,
Blended & Online Learning
Section 3 of the Learning & Working Report

A Matrix Approach ... 17
Example of a Hybrid Course ... 20
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Example of an Online Course ... 22
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A Matrix Approach
In an effort to better understand and define the continuum of learning that can
occur through the virtual environment, a model was developed and definitions
established (Bohle Carbonell, Dailey-Hebert, Gerken & Grohnert, in press). The
figure and accompanying definitions below differentiate between: Offline PBL,
Hybrid PBL, Blended PBL, and Online PBL, and the report and pilots provide
examples of each.

This section also showcases three pilots that represent an

example of 1) an online course, 2) a hybrid course, and 3) a blended PBL course at
a more detailed level. More complete descriptions of each pilot are also available
online.

A course can be classified as offline, hybrid, blended or online. This classification
depends on the ratio of online to offline tasks (x-axis), and the extent to which the
two types of activities are integrated into a coherent course design (y-axis).
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A Matrix Approach
- Offline

PBL: all collaborative learning activities are carried out in a face-to-

face setting
- Hybrid

PBL: A course which replaces some face-to-face interaction with

online activities. It offers the same learning experiences as a traditional faceto-face class. It aims to increase flexibility and limit class time (for more
information see Garrison & Kanuka, 2004).
- Blended

PBL: A course which combines offline and online activities with the

intent of maximizing the advantages of the both instructional methods. This
definition emphasizes that blended learning enables learner engagement
beyond what is possible in a face-to-face course. Both kinds of activities –
offline and online - are integrated into a coherent pedagogical framework and
are complementary
- Online

PBL: A course in which all activities are are conducted online. No

formal course activities are planned face-to-face (Savin-Baden &Wilkie,
2006).
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A Matrix Approach
Based on this classification, each pilot can be located on the figure, demonstrating
the variety and level of virtual engagement that occurred in the design and
implementation of the courses. For more detailed information on the individual
pilots, please refer to Section 4 “Implementation & Intervention” and the Learning
& Working website).
On the following pages, one example will be given for a hybrid, a blended and an
online course created at UM, during Learning & Working.
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Example of a Hybrid Course
Pilot 10 - FASoS “Policy Analysis”
The online course “Policy Analysis” was designed to offer a collaborative and
contextual learning, two key ingredients of PBL. Learning activities included selfstudy (weekly web lecture + reading), weekly group
discussions online and assignments (3 papers). In

Unique Features:

total, this course was offered three times to 36

1. mix of synchronous and self-study
activities
2. high flexibility for professionals to
study part-time
3. collaborative online sessions
connecting learners internationally

learners from 7 countries.
Benefits for students, tutors and institute
Student: Through offering the course online,

participants from all over the world (Europe, Africa and Asia) could follow the
course irrespective of their personal circumstances (family situation, work
schedule, etc).
Tutor: The course design gave the tutor the flexibility to offer the course while
doing consulting work abroad. The recorded video lectures allowed him to a) save
and reuse the video lectures for the following course and b) view his lecturing style
and improve it.
Institute: The online course provided the opportunity for FASoS to make itself
visible to the professional community as an institute in which professionals could
further develop themselves through courses tailored to their needs.
Research Insights:
Participants rated this course’s
ability to create a learning effect
very highly:
contextual learning: 3,7/5
collaborative learning: 3,7/5
overall learning: 4/5

Challenges for scaling up:
The course benefits from being placed within a
european network of professionals. Two (big)
bottlenecks exists for scaling up the course: 1)
Students need to have access to Eleum. For this to
occur, the admission for professional participants
needs to be tailored to their needs. The current

admission procedure is too long and complicated. 2) The university does not yet
have a high capacity of storing and streaming video lectures.
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Example of a Blended Course
Pilot 13 - FPN “Propaganda”
The pilot “Propaganda” was created to experiment
Unique Features:

with blended PBL, supporting part-time Bachelor

1. Collaborative online sessions
using Elluminate: students can
collaborate through audio, video
and on a whiteboard
2. Two face-to-face sessions to get to
know each other / give feedback

students while adhering to the traditional PBL
approach as closely as possible. With a combination
of online PBL meetings and face-to-face feedback
sessions, this course was offered once to 15 students
of the Psychology program.

Benefits for students, tutors and institute
Student: The course offers more flexibility and utilizes a communication medium
that appeals to learners.
Tutor: The tutor has more freedom in choosing when to interact with the students
and provide feedback. Most feedback is written, allowing the tutor to reflect on
his/her feedback style and improve it.
Institute: The pilot created a successful

Research Insights:

approach of offering PBL online. This

Students indicated that this course
was very successful at making
them learn:

model can easily be transferred to other
faculties. The blend of activities supporting
the online PBL session can be determined

contextual learning: 4,8/5
collaborative learning: 4/5

by the course coordinator, allowing for
personalization of online PBL.
Challenges for scaling up
Tutors may resist this course format as in first sight it seems to involve more work
and less contact hours. The definition of “contact hours” need to be changed to
take into account the work tutors put into reading the online assignments (blogs,
wikis) and thus to properly reflect the hours tutors spent in tutoring the course.
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Example of an Online Course
Pilot 8 - FHML Thesis Supervision
A study into the quality of supervision for Bachelor thesis students revealed the
need to offer better supervision for students who wrote their thesis while being on
an external placement. To overcome this deficiency, online thesis groups were
organized via Elluminate. This online
collaborative environment allowed students
and tutors to hold presentations online and
give feedback to each other. In total, this
course was offered 3 times, to 137 learners.
Benefits for students, tutors and

Unique Features:
1. next to an internship, students met
once per month to present their thesis
progress and askfor feedback
2. A tutor was present to facilitate the
online meetings and gave feedback ondemand

institute
Student: Regardless if the internship is done at Maastricht or abroad, the student
now receives high quality support for his/her bachelor thesis.
Tutor: Through the thesis groups, some work is taken off the tutor as students
provide feedback to each other. Problems which are common can also be
addressed by the thesis group, further alleviating the workload of the tutor.
Institute: By increasing the quality of support to students on external placements,
the institute signals to students (and their employers) that they value acquiring
work experiences abroad.
Research Insights
Elluminate students scored higher on
promotion of feedback (d= 1.01)
higher quality of feedback (d = 1.12)
higher staff enthousiams (d=.9)
than non-Elluminate students

Challenges for scaling up
Using thesis groups for bachelor and/or
master students may go against the status quo
of certain faculties/department. Resistance
(“not-invented-here” syndrome) could be
expected.
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Implementation &
Interventions
Section 4 of the Learning & Working Report

Pilots Created ...23
Brief Overview of the Different Pilots ... 24
Perceptions of Professionals ... 27
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Pilots Created

The following grid provides a snapshot of each pilot, course, and course offering
that occurred during the 3-year project. And while 15 pilots (which produced 34
course offerings) were created and modified during the project, this section will
also provide a brief overview of each pilot. Complete information about the pilots
is provided on the website.
Pilot

Course

Total Course Offerings

1: iCool (MGSoG)

Introduction Program for
external PhDs in the field of
governance

3 (2010, 2011, 2012

2: Sustainability (SBE)

Sustainability Course

0 (planned September 2012)

3: PGE (SBE)

Blended MBA program

all courses once (2011)

4: VRC (SBE)

Ethical Behavior

7 (April, May, June,
September, October,
November, December 2011)

5: Patient Safety (FHML)

Patient Safety

6 (not sure when, don’t get
the dates karen filled in the
form)

6: Mobile Reflection (FHML)

Meer Leren van je werk

2 (Spring 2011, planned:
Autumn 2012)

7: Leadership in EPH
(FHML)

Leadership in European
Public Health

2 (spring 2011, summer 2012)

8: Thesis Supervision
(FHML)

Bachelor Thesis Supervision

3 (spring 2010, 2011, 2012)

9: Innovation @ Risk
(FASoS)

Innovation @ Risk

1 (winter 2011)

10: Policy Analysis (FASoS)

Policy Analysis

3 (summer 2010, spring 2011,
spring 2012)

11: EU Enlargement (FASoS)

EU Enlargement: A long and
winding road

2 (spring 2011, 2012)

12: Rekenen (FPN)

Rekenen

2 (spring 2011, 2012)

13: Propaganda (FPN)

Propaganda

1 (winter 2012)

14: Legal Writing (FL)

Legal Writing Skills

1 (spring 2012)

15: SMS2Vote (FL)

Introduction to Tax Law

1 (summer 2011)

Total = 15 pilots

Courses in All Faculties

Total = 34 offerings
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Brief Overview of the Pilots Created
As shown in section 3, the 15 pilots created during the Learning & Working Project
can be categorized into online, blended, hybrid and offline PBL. The following
tables describe the reasons why a course was transformed for Learning & Working,
the new course aims and course design used, sorted by the different dimensions of
offline, hybrid, blended and online learning.
Offline Learning
Course
5: Patient Safety
(FHML)

Change Impulse
1. improve the
course
2. find practical way
to redesign
courses with
professionals

Course Aims
1. Knowledge, skills
& attitudes on
patient safety
2. involve
participants in
course design

Innovations
1.
2.
3.
4.
5.

offline meetings
group assignments
email
Blackboard
eReader

Hybrid Learning
Course

Change Impulse

Course Aims

Innovations

3: Post-Graduate
Education (SBE)

1. reduce face-toface class time

1. increase flexibility
for part-time
MBAs
2. increase
responsibility for
learning

1. eReader
2. Collaborative
assignments
online
3. Exams held online

7: Leadership in EPH
(FHML)

1. need to offer
flexible training
2.labour market
requirements for
graduates

1. develop a blended
PBL set-up
2.teach leadership
skills

1. web lectures
2.PBL sessions
3.online collaborative
sessions

14: SMS2Vote (FL)

1. little participation
of students in
lectures

1. stimulate use of
prior knowledge in
lectures

1. lectures with SMS
voting system
2.PBL sessions

Maastricht University, October 2012

25

Brief Overview of the Pilots Created

Blended Learning
Course

Change Impulse

Course Aims

Innovations

6: Mobile Reflection
(FHML)

1. large difference
between informal
and formal
learning
experiences of
residents

1. increase reflection
at the workplace
2.awareness of
informal learning
3.scaffold learning

1. development of app
to record learning
moments with
smartphone

11: EU Enlargement
(FASOS)

1. build and intensify
contact with Bilkent
University Ankara

1. enrich student
experience
2.international
collaboration

1. web lectures
2.face-to-face PBL
3.online
collaboration

13: Propaganda
(FPN)

1. increase flexibility
of PBL Sessions

1. engage students
through online
tools
2.learn to tutor
online

1. online PBL
2.face-to-face
feedback sessions
3.individual and
collaborative
assignments
4.wikis and blogs

Best task-design
score

Online Learning
Course

Change Impulse

Course Aims

Innovations

1: iCool (MGSoG)

1. enhance quality
and flexibility of
part-time PhD
program

1. create a community
of learning
2.provide
opportunities for
feedback

1. web lectures
2.online course
environments
3.discussion boards
for questions and
feedback

2: Sustainability
(SBE)

1. create a bond
between UM and
alumni

1. create awareness
for sustainability
2.stimulate transfer
to the workplace

1. web lectures
2.individual
reflection tasks

4:VRC (SBE)

1. make offline course
more attractive for
professionals

1. increase flexibility
2.transfer use of
ethics code to
workplace

1. web lectures
2.case studies
3.reflection blogs

8: Thesis Supervision
(FHML)

1. solve tutor
bottlenecks in
supervision process

1. offer flexible
support for Bachelor
students

1. online feedback
sessions
2.online
presentations
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Brief Overview of the Pilots Created

Online Learning
Course
9: Innovation @ Risk
Highest levels of
learning &
satisfaction
10: Policy Analysis
(FASoS)
Best Communication
Climate
12: Rekenen (FPN)
Highest level of
knowledge sharing
14: Legal Writing
(FL)

Change Impulse

Course Aims

Innovations

1. make course for
professionals more
attractive

1. develop online
collaboration
2. learning to deal
with uncertainty

1. web lectures
2.online
collaboration
3.individual
assignments

1. make course more
attractive for
professionals

1. make course as
flexible as possible
2.skills for policy
analysis

1. web lectures
2.case studies
3.individual
assignments

1. make course more
flexible

1. enrich learner
experience through
online tools
2.experiment with
online PBL

1. online PBL
2.reflection blog
3.mind-maps
4.current events
(Twitter)

1. support skills
development during
internships

1. provide on-demand
learning
2.create a flexible
course with low
threshold

1. collaborative
seminars
2.asynchronous
support & feedback
via Facebook
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Perceptions of Professionals

Research indicates that professionals valued teacher support the highest. They
want to learn from a content expert. In addition, they also value courses with a
sense of community and tasks which offer them the opportunity to integrate theory
and practice.

Satisfaction scores are best explained by task design, teacher support and level of
knowledge sharing. Courses which learning activities 1) allow for the integration of
theory and practice, 2) have high teacher support (constructive feedback from
teacher), and 3) a high level of knowledge sharing between students, receive higher
satisfaction scores.
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Perceptions by Work Experience

What is the difference between novices, intermediates and experts ?
The difference in scores between novices, intermediates and experts show that
course design features (the learning platform and tasks) are more appreciated by
participants with work experience. Teacher support also received higher scores by
them. However, on the other dimensions, the novices - traditional students attributed higher scores.
Perceptions by Work Experience
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Connectivity &
Continuity
Section 5 of the Learning & Working Report

Spin-Off Projects ... 31
Connectivity to Leading in Learning Pillars ... 33
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Spin-Offs
In an effort to promote sustainability of our work, and to highlight the impact that
the Learning & Working project has made in generating and building upon
innovations, the information below outlines spins-offs within Maastricht
University that are already underway.
1. Interdisciplinary Community of Learning for (part-time) PhD
Discussion to set this up are in progress
Based on the experiences with the iCOOL project an interdisciplinary Community
of Learners for (part-time) PhD can be created. Discussion will start soon with D.
Dolmans (FHML) to discuss opportunities to collaborate. This project also links to
the Leading in Learning project “Multimedia in Blended Learning” which creates
an online course for PhDs with activiteis related to communication, time
management, feedback and general reserach activities. Such a community should
contain broad aspects relevant to all PhDs irrespective of their discipline.
2. SHARE-IT: Support & Help for Academic Researchers by using IT
Project funded by 2011 Leading in Learning Tender
As this initiative has just been submitted for a tender,and the main idea we suggest
is to use social media tools to facilitate and support (young) researchers at the UM
(in first instance) by providing them with access to a variety of different (generic)
resources on how to conduct their research effectively.
3. NICHE

Project - Eduardo Mondlane University, Mozambique
Currently running UM project
Approximately 30 members of the teaching staff of a university in Maputo,
Mozambique, are given access to LearnPlus, where a module will be prepared to
support teacher training and educational innovation in Mozambique. This activity
is linked to the Niche project 'Student-centered learning at Universidade Edouardo
Mondlane' and may help rethink implementation of capacity development projects
in third world countries.
4. Elluminate in Blended PBL
Project proposal submitted for the UM’s Leading in Learning 2011 tender
Further tests using Elluminate in blended PBL for regular students will be
accompanied by research activities that should help us identify 1. how to optimize
the electronic learning environment for synchronous and asynchronous
cooperation in PBL teams, as well as 2. characteristics of students who feel drawn
to online learning.
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Spin-Offs

5. ED L@B: Maastricht’s Educational Lab
official opening on 17th September 2012
The university library has created a physical and virtual space in which students,
tutors and educational researchers can experiment with new digital tools and
educational methods. Experiments are carried out on a project-basis and last
minimum 8 weeks. Cooperation between different experts, IT, pedagogy and
subject expertise, is stimulated. The following projets are planned for Fall
2012:Moodle and Sakai, two alternative, open-source electronic learning
environments.
6. Sustainable Workplace Blended Modules
In development
The dept. of Work and Social Psychology plans to design a series of blended
modules
related to the Sustainable Workplace (topics include design of
inclusive workplaces and support of an aging workforce). The modules will be
designed for postgraduates, most notably alumni of the master Work and
Organizational Psychology and working professionals in the HRM field. Interested
parties may sign up for one or more modules. Participation would enable alumni
to meet requirements regarding postgraduate supervised practice that have
recently been stated by European associations for professional psychologists in
order to enhance quality and promote mobility of European psychologists.
7. The Emergence and Distribution of (Learning) Innovation
In progress
An inter-faculty research project started in June 2012 with the aim to map the flow
of knowledge and innovation within the university. The research will be executed
in 3 phases: 1.) Draw the network of knowledge sharing within Learning and
Working, 2.) Draw the network of knowledge sharing within Leading in Learning ,
and 3.) Draw the network of knowledge sharing within the university. Once these
three networks are created, key players with regard to 1) connected different
groups/faculties or 2) spreading knowledge/innovation within the university can
be identified. This will form the basis for further sustaining organizational learning
at UM. Through this UM will not only be “leading in learning” at an educational
level, but also at the organizational level.
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Connectivity to Leading in Learning Pillars
Innovation of Problem Based Learning
This pillar supports projects which contribute to further development of PBL
within faculties and schools, or which cover major maintenance activities of PBL
instructional design within programs. The following pilots aimed at innovating
PBL:

Pilot 5 innovated PBL by discussing not only the content of the course, but also
course design. Innovating PBL in pilot 7, 9 and 10 happened by offering the course
partly (pilot 7) or fully online (pilot 9 and 10). Pilot 12 and 13 also used online tools
to support the collaboration and of online discussion and contextual learning of
students.
International Classroom
This pillar aims to find and implement programmatic and social solutions for the
university to include, integrate, and immerse students from other cultures into the
Dutch culture and educational system and for Dutch students to integrate and
collaborate with students from other countries for a rich educational and cultural
exchange.

These aims were achieved in pilot 11 through their use of shared

classroom via the polycom tool. The course was created in collaboration between
two universities. It mirrors double-degree programs, however provides more
flexibility as 1 course is offered at the same time by two institutes and students do
not need to relocate to take the course.
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Connectivity to Leading in Learning Pillars

E-Factor of PBL
This pillar aims to improve the effectiveness, efficiency and/or appeal of PBL
through the use of e-learning. The use of e-learning tools makes the difference in
achieving more than optimizing and aspiring innovation. The pillar distinguishes 4
themes: interactive cases, electronic study landscape, mobile learning and
Individual learning trajectories.
Interactive Cases: interacting with and on cases, aiming to develop or facilitate
skills such as learning by doing, collaborative learning and critical thinking.

The common strategy in these two pilots is to provide participants with a case
presented through a web lecture. Online tools such as blog and discussion board
are used to link theory with practice and allow students to reflect and exchange
their experiences and opinions related to the presented case.
Electronic study landscape: sharing ideas and resources, aiming to develop or
facilitate skills such as information literacy, argumentation, cooperation and
informational problem solving

Pilot 1, 3, 14, and 15 make use of different technologies to reach the same goal:
Allowing students to voice their opinion (pilot 1 and 15) and exchange resources,
knowledge and get feedback on work-in-progress (pilot 1, 3, and 14)
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Connectivity to Leading in Learning Pillars
Mobile Learning: Learning while working, aiming to develop or facilitate skills
such as reflection-in-action, contextual learning and deliberate practice.

Pilot 6 used the increasing presence of smartphones and (free) wireless internet
access to provide professionals with a tool which enables reflection-in-action. Pilot
8 allowed students who went abroad for placements to receive the same high
quality bachelor thesis support than students who chose to stay within the region.
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Lessons Learned
The university invests in innovation through offering money to fund ideas from
staff members throughout the university via the Leading in Learning project and
Micro grants. Learning and Working had a bottom-up structure and a focus on
inter-faculty collaboration. A number of attention points are provided for future
bottom-up projects based on the experiences of pilot leaders:
1. Dissemination is important
It is necessary to “spread the news” about the successes and failures of the project
to reach the group of people not involved in it. While a lot of collaboration
happened within the group, a problem was to make “outsiders” enthusiastic. An
attempt was made at this through the website and the symposium.
Suggestions: A series in the Observant about “Experiments at UM” to try to reach a
greater audience.
2. Examine the structure
Most pilot leaders enjoyed the structure of the project: They valued the freedom
they received and urged future projects to provide the same level of freedom. Such
projects need committed pilot leaders and support from the board. Pilot leaders
need to know that a) they can not do everything in their faculty and b) listen to (the
problems of) teachers and help them. Two aspects should be kept an eye on: Not
every faculty has the expertise to develop and implement experiments. Expertise
which can be lacking is technological, instructional design, creativity. In some
instances tighter control/a top-down approach would be beneficial. For example in
case of slow progress, urgent decision, scaling up of projects.
Suggestions: Future bottom-up projects need to make explicit what is considered a
“failure” and how this will be dealt with. This needs to still create safety, so that
failure is not seen as a set-back. Different facets of “failure” could be included (e.g.
now/slow progress; failed implementation). This allows for the correct action to
distill the lessons learned from “failures”.

Maastricht University, October 2012

36

Lessons Learned
3. Solve central bottlenecks
Learning and Working encountered a number of central bottlenecks as outlined in
Section 6. These need to be solved before continuing with large scale innovative
projects. The point nearly all pilot leaders stressed is that for innovative bottom-up
projects to succeed you need a) committed, entrepreneurial minded people, b)
involvement from all major stakeholders in the project who see the benefit of it
and c) small-scale experiments so the university can innovate.
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Institutional Change Crossing the Chasm
Section 6 of the Learning & Working Report

The Usability Cube of Innovation ... 39
Success Factors and Challenges ... 41
Solutions to Close the Gap ... 42
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The Usability Cube of Innovation
One of the challenges with small scale innovation is scaling up their success:
Achieving that the ‘mainstream’ uses the innovation. The first 2.5 % who use new
tools/teaching methods are innovators. The next 13.5 % are early adopters. The
mainstream is only reached once more than 16 % of teaching staff uses the new
tool (Fishman, 2005; Moore 1999). At UM this is 396 staff1. Once this is achieved,
the ‘chasm is crossed’. It can be said that currently around 125 2 people are
interested or are already active in innovating learning.
Small innovations fail to be scaled up mainly because of discrepancies on 3
dimensions: 1. Organizational culture, 2. policy and management and
3.capabilities. These 3 dimensions make up the ‘Usability Cube of
Innovation’ (Fishman, 2005). The greater the gap between the innovation and the
status quo, the more difficult the scaling up.
The Usability Cube for the Learning and Working project is presented in Figure 1.
It visualizes the status quo (blue dot) and where the project is placed in this cube
(see triangle).

1

This is based on numbers out of SLM. In 2011-2012, 2473 block coordinators and unique staff were
attached to a single module in SLM.
2

This is a proxy measure, based on the registration numbers for the Leading in Learning seminar 2011.
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The Usability Cube of Innovation

1. Policy & Management: No Fit
The current policies and management procedures are made with traditional, fulltime students in place. The need of non-traditional students is not catered for. The
main challenges are: admission of non-traditional participants and payment for
courses
2. Capabilities: No Fit
The third dimension relate to soft (expertise) and hard capabilities (technological
infrastructure). The following obstacles were encountered by project members:
- expertise in designing online/blended/hybrid courses
- expertise in recruiting non-traditional students
- expertise in media design, technology
- a lack of any infrastructure to enroll participants online

3. Organizational Culture: Fit
The culture inherent in the experiments created during the Learning and Working
Project is one of collaboration. This transcends all levels: Collaboration between
students and between project members. This is closely aligned to the current
teaching philosophy.
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Success Factors & Challenges
Research conducted within the project also looked at factors on the team level.
This allowed for insights on team composition, structure and spirit. Insights on
these 15 interviews also revealed a nearly unanimous view on what the project
team succeeded in doing and what still needs to be done. The table below
summarizes what has been said during the interview.
L&W Success Factors

Remaining Challenges

level of collaboration between team members

making other people enthusiastic about
courses using emergent technology

many courses were created and offered to
various student groups

involving all major stakeholders throughout
the university

implementation of software that is now
available to other staff of UM

establishing a centralized resource to keep
teachers up to date on how to use emergent
technologies & identify what is available

shared addressing of institutional challenges

create an effective system for distance learner
admission

persistence of team to keep on working
through challenges

building the right technological
infrastructure to circumvent challenges

creation of a sense of urgency

receiving appropriate technical support and
motivation to move the university forward

entrepreneurial and innovative spirit of the
team and board

continued support and resources for current
pilots to continue & shared their work

create new courses from scratch

providing training in course development for
online/hybrid learning

learning about ICT opportunities that exist for
education

ensuring successful collaboration for ICT
integrations throughout the university

freedom to explore and be creative

creating a reward structure for faculty that
promotes and supports work on innovation
projects

Maastricht University, October 2012

41

Solutions to Close the Gap
During this project, we have drawn attention and made recommendations to
address the systematic and institutional bottlenecks that have impacted the
progress of the Learning & Working project. Therefore, the challenges related to
institutional or systematic delays are outlined below. Furthermore, we have also
outlined our specific recommendation and the “works in progress” the team has
put in place to remedy these issues. However, these issues are not solved yet and
need further attention. The recommendations stated here will close the gap
between the current situation and the infrastructure needed to innovate the
university.
1. Policy and Management Dimensions
Challenge

Recommendations

Actions Under Way

We need to establish
contracts and intellectual
property rights for the
content developed and
offered through UM

We recommend establishing
content developer contracts
and guest lecturer contracts
for the unique situations
encountered in the online
learning environments.

Initial Progress:

As teaching and developing
courses online requires a
unique skillset, additional
training is needed (to qualify
those who teach/tutor online
in online pedagogy and using
Blackboard/Elluminate/other
eLearning tools).

We recommend establishing
an Online Tutoring
Certification Program that
can be integrated into other
optional or mandatory
training programs through
the UM, such as the BKO

Initial Progress:

Conversations with Faculty of
Law will begin in the fall to
discuss legal documentation
for contracts and intellectual
property rights

Library is offering Elluminate
training sessions. The elearning task force offered
two courses for teachers
(Online tutoring, Creating
online courses)
Learning & Working Project
Team members have
discussed submitting a
proposal for Leading in
Learning in the fall to host a
series of Masterclasses,
individual consultations, and
faculty support for faculty.
interested in integrating
online/hybrid learning
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Solutions to Close the Gap

2. Capability Dimension - Expertise
Challenge

Recommendations

Actions under way

UM needs to develop the
expertise required to
implement and support the
most effective technologies.
Several projects had to use
project money to support
external tools and to hire
externally for timely support
that doesn’t exist within the
university

It is recommended to
facilitate Instructional
Design Teams, composed of
the content expert,
instructional designer and
technological expert. These
teams should be interdisciplinary to further
collaboration between
faculties.
This will offer instant
response to staff questions,
available workarounds,
institutionally gained /shared
know-how and expertise, user
manuals for course
participants and staff.

Initial Progress:

The recruitment of new
target groups, from the
perspective of Lifelong
learning, needs a catch-up
effort. Current centralized
recruitment activities focus
on traditional students.

The UM website needs to be
updated to provide clear
information for professional
development courses.
Cooperation from faculties is
necessary to input the
information into SAP.

Action needed:

Encouraging innovation
within the UM when there is
no incentive or support to do
the extra work necessary in
this domain.

Change of rewarding
structure for staff members:
The current rewarding and
promotion structure creates
an incentive for staff
members to focus on their
research work and to see all
other activities as side
projects. For a university who
calls itself a Learning
university first and a research
university secondly, this does
not fit their mission. The
Boyer model of scholarship
would offer a potential
solution.

Initial Progress:
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Research is conducted to
identify knowledge creation
and spreading centers/people
within the university (Spinoff: The Emergence and
Distribution of (learning)
Innovation).
A ticketing system
(Strippenkart) should be
developed to provide staff
with the opportunity to get
support from knowledgeable
staff on how to design online
courses and properly
implement tools.

No steps have been taken as
the steps to update the
website goes far beyond the
goals of the project.

A meeting with the HR
director occurred to share
this information and to
propose ideas related to
modifications to a faculty
review and reward structure.
The Boyer Model os
Scholarship was shared which rewards 5 means of
‘scholarship’ - including those
of innovation projects.
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Solutions to Close the Gap

Capability Dimension - Hardware
Challenge

Recommendation

Actions under Way

Streaming server for rich
media content. The current
and planned institutional
streaming server(s) do not
support such media content
and substantially lack the
functionality for eLearning
projects and other activities
(tags of videos ...)

Co-finance University-wide
Technology Licenses for a
Rich Media Server.

Professional participants in
any program will need to have
a centralized online
registration, payment and
enrollment center. The
processing and account setup
requires rapid 24-hour
turnaround

Centralized Student Portal:
to register and enroll online.
Students need access to
university resources (i.e.
email, online library, etc.) and
we need to remove
registration barriers for
lifelong learners that
participate in short-term
education. Enhancing the
attraction of the UM’s by
offering access to all required
resources, thereby committing
students for future UM
courses and activities.

Initial Progress:

Coupled to registration to
courses, professional learners
need to be offered an easy way
to pay for those courses. This
system needs to be directly
coupled to SAP.

Action Needed:
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We recommend splitting the
cost per Faculty (Law, SBE,
FHS, FHML, FASOS, FPN) Total cost: 12, 000 for rich
media server and mobile
application. Shifting from
faculty-based provisions, to a
central solution that is
uniform, economic, and
available for university-wide
use and benefit.

Action Needed:
The UM has signed a contract
with MediaSite to be used as
the hard-and software
solution for video lectures.
This has not been
communicated properly to
staff. In addition, the
consequences for using other
(cheaper) providers are not
clear.

The UB is mediating between
faculties, SSC and ICTS to
develop a system. It looks that
in the first instance the role
“contract studenten” fits the
purpose in the short run. One
limitation is that a passport
needs to be uploaded and
verified by SSC. Enrollment
will therefore always takes a
couple of working days, unless
courses for professionals will
be offered outside the UM’s
technical infrastructure. This
option needs to be
investigated further to see
determine the best manner to
enroll professionals at UM.

A task force is working on a
procedure with the Language
center and UM sport. No
contact has been made to
include professional learners.
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Dissemination
To provide a better understanding of the pilot progress, the following multimedia
links are available to offer a full description of the project and the progress made.
These links help promote each unique program and can be utilized as both an
informational tool related to the project, as well as a marketing tool to attract new
target groups to Maastricht University.
-

Learning & Working Flipbook

-

Learning & Working Guide for Course Coordinators and Tutors

-

Learning & Working Website

-

Video Summaries of Pilot Progress (July 2011)/(December 2010)

Articles & Book Chapters
Bohle Carbonell, K. Dailey-Hebert, A. Gijselaers, W. Unleashing the creative
potential of faculty to create blended learning. The Internet and Higher
Education, Manuscript submitted for special issue “Blended Learning in
Higher Education”, accepted for submission
Bohle Carbonell, K., Dailey-Hebert, A. Grohnert, T. & Gerken, M. (2013). ProblemBased Leanring in Hybrid, Blended and Online Courses: Instructional and
change management implications for supporting learner engagement. In
Blessinger, P & Wankel, C (eds). Increasing student engagement and
retention in e-Learning environments: Web 2.0 and Blended Learning
Technologies
Grohnert, T., Dailey-Hebert, A., Bohle Carbonell, K. (in press). An Evaluation
Model for online courses: The impact of knowledge sharing and
communication climate, Advances in Business Education and Training
(Vol. 5), Springer.
Dailey-Hebert, A., & Bohle Carbonell, K. (under review). Learning through
complexity: Strategies for facing wicked problems and unscripted futures.
Advances in Business Education and Training (Vol. 6), Springer.
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Dissemination
Könings, K. D., Popa, D., Gerken, M., Giesbers, B., Rienties, B. C., Van der Vleuten,
C. P. M., & Van Merriënboer, J. J. G. (2012). Thesis Supervision at a
Distance: Benefits of Videoconferencing for Group Meetings. Manuscript, in
review.
Timus, N. (2013, forthcoming). Distance Learning as an Innovative Method of
Teaching European Studies. In Stefania Baroncelli, Roberto Farneti, Ioan
Horga & Sophie Vanhoonacker (eds). Teaching European Union Studies.
Patterns in Traditional and Innovative Teaching Methods (Springer Verlag).
Conference Proceedings
Bohle Carbonell, K., & Rienties, B. (2010). Two different flexible learning
environments for

professionals. In J. Brouwer, B. Giesbers, C. Groot, R.

Jacobi, & J. Schep (Eds.), Proceedings of Student Mobility and ICT: World
in Transition (pp. 70-77). Maastricht,

The Netherlands: FEBA ERD Press.

Bohle Carbonell, K, Dailey-Hebert, A. & Segers, M (2011). Sharing Knowledge with
the help of

a safe communication climate. In Rienties, B., Daly, P.,

Reeb- Gruber, S., Van den Bossche, P. (Eds.) Proceedings of the 18th
EDINEB Conference From Innovation to Crème de la Crème Education!
(p.104). Lyon: FEBA ERD Press.
Dailey-Hebert, A. & Bohle-Carbonell, K. (2012). Learning through complexity:
Strategies for facing wicked problems and unscripted futures, In Rienties, B.,
Daly, P., Reeb-Gruber,

S., Van den Bossche, P. (2012) Proceedings of the 19th

EDINEB Conference The Role

of Business Education in a Chaotic World.

(p.182). Haarlem: FEBA ERD Press.
Könings, K. D. (2012, May.) Begeleiding op afstand: Voordelen van het gebruik van
videoconferencing voor groepsbijeenkomsten. Paper presented at the
EHON-conference ‘Higher Education 3.0’, Heerlen, The Netherlands
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Dissemination
Karen Könings, Daniela Popa, Maike Gerken, Bas Giesbers, Bart Rienties, Cees van
der

Vleuten, Jeroen van Merriënboer (2012, May). Thesis supervisie op

afstand: Voordelen van het gebruik van videoconferencing voor
groepsbijeenkomsten. Paper presented at the OnderwijsResearch Dagen,
Wageningen, The Netherlands.
Könings, K. D., Koopmans, R. , Van Berlo, J., Dornan, T., Mauroux, L., Dehler, J.
Van Merriënboer, J. J. G., Van der Vleuten, C. P. M. (2011, June).

The

iPhone as a mobile reflection tool for learning at the workplace. Paper
presented at the Onderwijs Research Dagen (ORD) [Educational Research
Days], Maastricht, The Netherlands.
Presentations
Bohle Carbonell, K. (2010, November). Two different flexible learning environments
for professionals. Paper presented at S-ICT, Den Haag, Netherlands.
Bohle Carbonell, K. (2013, January). Increasing student engagement through online
PBL. Paper presented at HETL, Florida, USA.
Dailey, A. (2011, June). Knowledge sharing with the help of a safe communication
climate. Paper presented at the 17th EDINEB Conference, Lyon, France.
Dailey, A. (2012, May). Learning through complexity: Strategies for facing wicked
problems and unscripted futures. Paper presented at the 18th EDINEB
Conference, Haarlem, The Netherlands.
Dailey, A. & Bohle Carbonell, K. (2012, November). Organizational Innovation: The
impact of Collaborative Knowledge Sharing. Roundtable discussion held at
ACHE, Austin, USA.
Könings, K. D., Koopmans, R. , Van Berlo, J., Dornan, T., Mauroux, L., Dehler, J. Van
Merriënboer, J. J. G., Van der Vleuten, C. P. M. (2011, June). The iPhone as
a mobile reflection tool for learning at the workplace. Paper presented at the
Onderwijs Research Dagen (ORD) [Educational Research Days], Maastricht,
The Netherlands
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Dissemination
Rienties, B. (2010, January). Is E-learning voor iedereen geschikt. Paper
presented at the Symposium E-learning als middel om flexibel onderwijs aan
te bieden, Veghel, The Netherlands,
Rienties. B.(2010, February). Samenwerken in online teams, wat werkt wel?
Paper presented at the 11de Nationale E-learning Congres 2010, Eindhoven,
The Netherlands
Rienties, B. (2010, June). Online Communities. Keynote address a Three Ships
N@tschool

Gebruikersdag, Rotterdam, The Netherlands,.

Parto, S. & Stoffels, S. (2012, June). Leren & Werken: Nieuwe wegen en
doelgroepen binnen academisch onderwijs. Studiedag ICT en Onderwijs in
de Humaniora, June 7, 2012,

Amsterdam, the Netherlands.

Stoffels, S. & Timus, N. (2010, July). E = MC2: E-learning meets Europe. Paper
presented at the SENT - Network of European Studies Conference, Rome,
Italy.
Timus, N. (2010, November). Distance learning in teaching European studies.
Paper presented at S-ICT, Den Haag, Netherlands.
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The Learning & Working Symposia
Third Annual Learning & Working Symposium: Exploring New
Horizons (April 2012)
The Learning & Working Symposium provided a one-day workshop with external
guest speaker, an address by the rector, and invigorating conversation and
dialouge among faculty which was led by the pilot leaders.

It was a great

opportunity not only to share the work of the project pilots from the past 3 years,
but more so to connect with other faculty who are interested in innovating and
improving their own teaching.
Conversations and workshops focused on how to improve the learner experience
and explored important questions regarding the need to create venues for
collaboration and conversations about the intentionality of course design with
emergent tools, the changing roles of the learner and teacher, and how PBL can be
best supported. Participant evaluations indicated that the majority of participants
were from SBE, FHML, and FASOS. and that they ranked their experience high.
Click here for an overview of the event.
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The Learning & Working Symposia

Networking#
Relevance#
Expecta9ons#
Successful#
0.00#
Average#

1.00#
Successful#
7.47#

2.00#

3.00#

4.00#

Expecta9ons#
7.59#

5.00#

6.00#

Relevance#
7.47#

7.00#

8.00#

9.00#

Networking#
7.59#

Second Annual Learning & Working Symposium (November 2010)
In november 2010 a second symposium was organized together with the eLearning
task force. During this symposium pilot leaders presented their work in progress.
Around 40 representatives of the different faculties were present.

First Annual Learning & Working Symposium (September 2009)
The Learning and Working project officially began with the kick-off meeting
September 23, 2009 at Maastricht University’s School of Business & Economics,
where approximately 65 representatives of the involved faculties were present and
good-practices from the involved faculties were presented. This first symposium
was used to gain momentum for the project, to identify people who were interested
in the project work, and helped to shape the work moving forward.
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Financials
The financial report shows the costs which were accounted for until 31-07-2012.
the total costs accounted for until that day are 786,970€. 1,020, 104€ have been
received. 233,134 € still need to be accounted for. This amount will be spent on
(salary) costs which still needs to be accounted for, dissemination activities and
educational innovative projects. For example, the faculty of law has a number of
pilots still running. These are post academic courses making use of Elluminate,
online lectures and exams and are targeted for lawyers. Other initiatives consist of
revamping education for bachelor students by using online exams and Facebook.
The project team plans to have used all the funds by the end of the year for the
remaining initiatives. A final financial report will be provided once the books are
closed in January 2013.
Status Learning & Working Budget (31-07-2012)
Total budget L&W:

€1,030,876

Original budget:

€1,024,700
Costs

Faculty

SAP Nr.

Budget

SAP
(A)

Timesheets
(not in SAP)
(B)

Total
(31-05-2012)
(C=A+B)

€32,515

€255,440

SBE

33.20.00.23N

€285,000

€222,925

FHML-G

30.60.50.53N

€90,000

€88,687

FHML-GW

30.60.50.54N

€90,000

€91,927

€4,575

€96,502

FPN

36.04.02.01N

€90,000

€69,765

€13,071

€82,836

FASoS

34.00.01.23N

€96,176

€3,681

€73,765

€77,446

MGSoG

38.30.10.01N

€89,700

€14,569

€43,238

€57,807

UB

64.10.10.07N

€200,000

€107,519

FL

32.02.00.06N

€90,000

€17,719

€3,019

€20,738

€1,030,876

€616,787

€170,183

€255,440

Total
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€88,687

€107,516
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Financials
Received Funds
not accounted
for
SBE

Still to be
received
(D)

fore-casted costs
(E)

total funds spent
(C+D+E)

€29,560

€0

€29,560

€285,000

€1,313

€0

€1,313

€90,000

-€6,551

€50

€0

€96,551

FPN

€7,162

€2

€7,162

€90,000

FASoS

€8,010

€10,720

€8,010

€96,176

MGSoG

€31,893

€0

€31,893

€89,700

UB

€92,484

€0

€92,484

€200,000

FL

€69,262

€0

€69,262

€90,000

€233,134

€10,772

€239,684

€1,037,426

FHML-G
FHML-GW

Total
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