
 

 

General Model of Introducing Digital Learning to the Company Learning System 

The following chapters give some background information on a general methodology of 
workplace learning as developed in the German Ministry of Science and Education pilot 
project "FILIP" in cooperation with ISOB GmbH and f-bb, the research department of a major 
German training provider. It has been tested with six SMEs from different sectors and is now 
widely used in consulting SMEs in Bavaria on training issues. Furthermore, the model has been 
developed further in the scope of the project "Coaches for Digital Learning in the High Tech 
Industry (CoDiCLUST)" sponsored by the German Ministry of Education and Research, in 
cooperation with the Bavarian Cluster of the Sensors Industry, the University of Regensburg, 
and SoWiBeFo e.V., which are all associated partners of the DigiVET project.  

This information intends to support the coaches in their dialogue with the partners from the 
companies. In addition, it prepares the coach for the development of digital learning 
roadmaps, which will be discussed later on.  

As discussed, employees need to learn new sequences of work as fast as possible and increase 
their flexibility by widening the range of work they can do. Thus, flexibility and the ability to 
learn are new key competencies. 

To develop employees toward increased sustainable productivity, work-integrated forms of 
learning are more valuable than traditional ones. 

Themes for further learning and qualification result from the actual work and an assessment 
of the tendencies in the organisations of work within the company. 

Training at the beginning of one's professional life (formal apprenticeship, learning in a 
professional school, initial training in the workplace) must be complemented by lifelong 
learning, partly by traditional methods but much more by non-formal and informal ways of 
learning in the workplace. 

To be useful, therefore, any attempt to introduce digital means of learning must assure that 
the aim of learning is analysed so that it is not using a tool for the "sake of the tool."  

The aim must be  

– to analyse learning needs 

– to identify adequate opportunities to learn  

– to define learning arrangements and learning pathways to meet these learning needs. 

Only then can it be analysed which of the many new digital learning options are the most 
appropriate to enhance the employees' learning experience and make the SMEs more 
productive overall.  

With this integration of learning into the work process, new ways of dealing with the 
qualification process become relevant. Thus, the relevant actors in the future of learning will 
not be teachers in the classroom but rather employees who empower themselves to build 



 

 

their competencies through a more reflexive work process, supported by facilitators of 
learning, as the coaches and trainers that will be shaped in the DigiVET project. 

Learning cannot be delegated to a training provider (internal or external). Much more the 
learning needs must be analysed at the workplace, and learning will occur mainly in the 
workplace as new actors become relevant. 

The most important are the persons responsible for the work process (master workers, 
production managers, managers, owners). They must take responsibility for the learning of 
the employee group. For example, managers must become coaches and supporters of the 
learning of their employees.  

Training facilitators can support them in this by providing settings and methodologies. This is 
the role of the in-company trainers, which we will discuss in detail later on. 

Therefore, the wider use of digital media will only happen if these key persons are convinced 
and have the skill to adapt these to their own needs.  

 

Figure: External support of internal learning and working organisation. Example of the cluster of sensors industry 
in Bavaria 

This is the mission of the coaches for digital learning. They are experts in introducing digital 
learning in SMEs and will have a good overview of the relevant technologies.  

Within the company, the trainers for digital learning are the leading resource for the key actors 
of the overall learning system in implementing well-matching digital tools and concepts.  

As in big companies, learning in SMEs also does not come about spontaneously. It has to be 
organised. Individual, group and team learning require a structure and adequate 
competencies of facilitation. 

Usually, SMEs will create in-company project groups to plan and implement the process, 
which comprises a group of relevant individuals to analyse, plan and execute. The composition 
is variable and depends on the circumstances.  



 

 

Middle managers, supported by the trainers, are in focus. They must lead the process and 
address questions like: 

1) Identification and assessment of learning needs: Who must learn what? 

2) With a perspective on digital learning, this includes new qualification demands from digital 

production technologies, new target groups who are at risk of being included in the latest 

developments, etc. So identifying the target groups and defining their learning needs is 

the point here. 

3) Organising learning: Where, when, and how can it be learned? From whom can it be 

learned? 

4) SMEs are not a school but a place full of learning opportunities. This is proven by the SME 

being successful on the market. The expertise to make it successful is there. So why not 

nurture and share it?  

5) So the "from whom" is usually not a problem, but the where and when is.   

6) SMEs are businesses, not schools, and so learning is not their priority. The day-to-day 

activities tend to dominate, and the "important" things, among which is "learning," need 

to be well organised to stand up against the everyday pressures.  

7) Digital media offer new opportunities in the where and when, as they make learning more 

flexible regarding place and time, and the how is enhanced by new opportunities and 

formats. Also, concerning the "from whom," digital media provide new opportunities as 

they can connect to learning partners more independently from time and space, so 1:1 

instruction at the workplace or classroom teaching are not the only formats anymore. 

8) Evaluating learning: What was the result of the learning? What was the benefit? 

9) Also, this can be determined more easily by utilising digital communication. The 

improvements in learning analytics make it easier to see what is being used by the learners 

(e.g., within LMS), what is communicated, and what portfolio of content the learners have 

accumulated. 

Based on the experiences of the project CoDiCLUST, we will discuss this process, according to 
six sub processes, as shown in this chart:  

 

Figure: Stages of implementing digital learning in SMEs 



 

 

A short discussion of the main actors and their respective roles will aid the understanding of 
this process.  

The Actors: Coaches, Trainers, Employees 

A new set of competencies: Coaches and Trainers for Digital Media Use in Company Workplace 

Learning 

As described in the previous section, companies are not schools. Therefore, most learning is 

informal, taking place on a day-to-day basis individually and among colleagues. Sometimes, 

however, a more formal learning effort is required to achieve specific organisational or 

individual learning goals. In this case, the learning must be planned and supported. The 

different roles in such a process are described in the paragraphs to follow.  

Tasks and Duties of a Coach and a Trainer  

Coaches in the understanding of this handbook are all individuals who support SMEs in using 
more digital media in their learning system. They support in-company trainers to analyse the 
current learning system, plan change, and implement it with the help of in-company project 
groups mandated and supported by the relevant decision-makers.  

The coaches integrate competencies of facilitating the process and a good understanding of 
digital media to inform learners about its use and refer to external expert expertise as needed.  

The DigiVET project has analysed the main competencies needed by coaches and trainers.1 

Coaches are different from trainers in the depth and experience, and overall coverage of the 
competencies. 

It is important to note, however, that the competencies overlap.  

Both are experts in the same field, tackling it from specific perspectives but forming an overall 
learning community. Trainers will be aware in more detail of the company, its challenges, 
resources, and the social fabric in the SME. 

The coach, in contrast, will have some insights in these but focus more on keeping up to date 
in methodologies of facilitation, getting an overview of the development of digital learning 
methodologies and relevant best practices. They will curate the relevant information to select 
and communicate the most important and appropriate to the trainers.  

A dialogue can only start if the competencies overlap. The one who seeks to be consulted must 
formulate the need for consultancy and must be able to (at least in a preliminary way) 
formulate the starting question/problem. The one who consults must be able to count on an 
at least initial understanding of the field of inquiry. The one who seeks consultancy needs to 
understand the field to select the coach and appreciate the quality of the consultancy.  

                                                      
1 DigiVET (2021): Competency Matrix and Policy Recommendations Report available through the website 

https://digivetproject.eu/ 



 

 

We speak of the active and passive competence of consultancy here.2 

The understanding of consultancy here is one of a social intervention into a social system, 
which is based on different perspectives and will affect not only the individual or a small group, 
but, by working with these, affect the overall system, as one of the premier scholars on 
pedagogical development, consultancy put it. The following characteristics are characteristic 
of educational guidance: 

1) The term guidance refers to a social situation in which an everyday development task or 

a difficulty with the help of a particular problem-solving procedure. 

2) The basic prerequisite for their realisation is a manifest need for external support. Those 

seeking advice must be given an apparent reason for being motivated to reflect on the 

context of their problems with others and to rethink behaviour patterns. 

3) The occasion for reflection - such as a difficulty that cannot be solved immediately or a 

hardly achievable development goal - does not arise from an externally assumed need 

but is based on an everyday situation experienced as a fact, in which those seeking advice 

are persons, groups or organisations. 

4) Therefore, the reality check starts from the pragmatic relevance structure of the everyday 

world from the problem perspective of those seeking advice. 

5) Consultability: The subject matter of the advice experienced by those seeking advice (the 

problem or the development goal) must be consultable, i.e., the solutions must be 

suitable for the advice of those involved, and it must be subjectively accessible and 

professionally workable. 

6) Passive ability to seek and use advice: those who seek advice must be willing and able to 

use insights and courses of action as alternative possibilities. Individuals' subjective 

preconditions, groups, social conditions, and organisations' personal, social, and structural 

factors of "passive counselling" prerequisites can be taken up and optimised during the 

consulting process. 

7) Active counselling ability: The counsellors must have the (related to the specific problem 

or development goal) required "active" counselling ability and expand it in the counselling 

process, expanding their field-specific competencies. 

8) Counselling relationship: Counsellors and people seeking advice are not in a "subject-

object-relationship" but strive for a reciprocal relationship, in which symmetrical 

communication patterns of the mutual interweaving of perspectives predominate. 

9) Emotional basis: Counselling requires a participatory approach appropriate to the context 

and a working method with a minimum of mutual trust, emotional attention and mutual 

acceptance. 

10) Emphasis on differences: those seeking advice and consultants necessarily have different 

perspectives on the subject of the consultation. This means that both sides are faced with 

the need to cooperate with each other, despite divergent assessments, to work out joint 

steps to clarify the problem and possible solutions. In the course of the clarification efforts, 

                                                      
2 Schäffter, O. (2020): Organisationsberatung als Lernberatung von Organisationen  

https://www.erziehungswissenschaften.hu-berlin.de/de/ebwb/team-alt/schaeffter/downloads/organisationsberatung 

 



 

 

the consultants must endeavour to present their own values and the values of the "client 

system"... Therefore, the process structure of educational counselling is open to 

objectives and or target-generating in its process structure.“3 

The project DigiVET, in its initial study of required competencies for in-company learning with 

digital media, has implemented iterative research on the most needed competencies. The 

research included a literature review in all partner countries, a study of good-practice cases, 

experts' focus groups, and a survey of more than 120 trainers and coaches. This research 

narrowed down a comprehensive list of competencies that have been initially identified to an 

operable shortlist of competencies. These were determined according to which competencies 

were assessed as most relevant but least developed within companies.  

Overall, based on the DigiVET research methodology, which narrowed down in three steps the 

range of potential competencies relevant for digital learning in SME, the following shortlist of 

competencies resulted:4 

 

Selected competencies are ranked by the difference between the importance and 
development of competencies. 

  

Planning and Production of Digital Media OVERALL 

– Theories and formats of multimedia learning 

– The ability to design and produce instructional videos of an appropriate quality 

– General multimedia design - The rules of designing these (DOs and DON'Ts) 

– The ability to design and produce virtual/augmented reality systems of an appropriate 
quality 

– The ability to set up and facilitate digital learning management systems (LMS like Moodle, 
etc.) 

Learning in a Company Context OVERALL 

– The ability to evaluate the outcomes of digital learning 

– The ability to facilitate digital learning in the workplace 

– The ability to develop learning pathways 

– The ability to develop digital learning that takes account of the preferences of different 
groups (e.g., adults vs youth) 

                                                      
3 Schäfter, O.: Organisationsberatung als Lernberatung von Organisationen Pädagogische Organisationsberatung; 

(translation: AK, ISOB GmbH; https://www.erziehungswissenschaften.hu-berlin.de/de/ebwb/team-

alt/schaeffter/downloads/organisationsberatung 

 
4 see DigiVET: IO 1 A 7 – Competency Matrix and Policy Recommendations Report; p.48ff 

 

https://www.erziehungswissenschaften.hu-berlin.de/de/ebwb/team-alt/schaeffter/downloads/organisationsberatung
https://www.erziehungswissenschaften.hu-berlin.de/de/ebwb/team-alt/schaeffter/downloads/organisationsberatung


 

 

General Media Competence and Digital Communication OVERALL 

– Ability to search, collect, process and critically evaluate data, information and concepts 

Being Aware and Able to Apply Relevant Legislation OVERALL 

– The ability to implement learning systems that meet the requirements of data protection 
and data security regulations 

Transversal competencies for designing and implementing workplace learning in SMEs 
OVERALL 

– Being able to provide learning experiences that are appropriate for people from 
different cultures 

Coaches 

Ideally, coaches should have many of these competencies at the starting point. In fact, very 
few have. This is an emerging professional field. 

Therefore, each individual going into this will have to build on solid competencies in some of 
these fields while being more or less at beginner level at others.  

The important thing is to have a sound support system and workable links to relevant 
expertise inside the organisation and/or networks that can be activated.  

As a process consultant, the coach will be responsible for the support and facilitation of the 
overall process. Therefore, these competencies are usually a good prerequisite. The technical 
expertise can be added, and, usually, the consultant can be helpful in many situations, 
employing skills that can be relatively easily acquired (e.g., on video shooting, LMS, etc.).  

Coaches, therefore, will usually come from organisations like training providers, universities, 
and individual consultancy units. In the example of the German project CoDiCLUST, the 
coaches are situated in the cluster management organisation of the Bavarian Sensors industry, 
whose mission includes learning support to its members. 

The important thing is to ensure that coaches are involved in a systematic process of 
professional self-professionalization. They use their experience in the field, their own 
research, work with experts, etc., to gradually expand their knowledge and skills, individually 
and collectively.  

Trainers 

Trainers as internal consultants know the company learning system and cooperate closely with 
the organisation's decision-makers.  

Trainers have an essential curious attitude and facilitation skills to systematically explore the 
operational learning system together with the participants (process consulting). 

Trainers can put themselves in the position of those concerned and assist in reflecting on and 
developing the situation (self-differentiation).  



 

 

Trainers have an interest or experience in staff or organisational development and can support 
the participants in the methodology of further development of the organisation. 

Trainers act as field experts for digital media and provide the participants with a pedagogical 
and media-didactical assessment concerning the development possibilities in the learning 
fields and know the state of research and external best practices (expert advice). 

Also, the trainers, starting from their prior experience, gradually build their competencies by 
doing and reflecting on what has been done.  

In-Company Workgroups 

In-company workgroups on planning and implementing digital learning projects include a 
small group of people, according to their relevance to the process.  

Criteria for selection include knowledge, influence, and expertise in different fields, which is 
needed for the project's success. In the first place, the potential users of the innovation must 
be represented, as these are the experts for the work process, and their acceptance of the 
usefulness of the innovation is the ultimate criterion of success.  

Employees 

The employees are the final beneficiaries of the innovation. Their acceptance of the 
change/innovation is the criterion of success and their benefit in learning opportunities for 
personal and professional development, along with higher profitability for the company, are 
the final aims of the exercise. Therefore, their participation is crucial.  

The part of the handbook that follows suggests a systematic process to analyse the status quo 
in the company, to plan a roadmap for change towards more use of digital media, particularly 
visual media, to evaluate this innovation and initiate an iterative process of overall change the 
learning system. 

The handbook does systematically present this process, assuming a concerted and dedicated 
change process within the SME. 

Each of the parts of the process can be used on its own, however. In fact, in most of the 
organisational development processes studied, an incremental approach has been taken.  

In many cases, the positive experiences made in small pilot exercises have involved ever more 
comprehensive efforts and “innovation routines.” On the other hand, premature efforts at 
overall change and the introduction of expensive and challenging high-tech solutions have 
resulted in failure and frustration.  

As part of the competencies of coaches and trainers, a good grasp of the logic of an overall 
innovation process, along with knowledge and practice in using selected tools of analysis and 
planning, is required. Many of these tools are tested and tried tools of organisational 
development in general, having been developed and tested in the tradition of humanistic 



 

 

organisational development since the 1970s and further developed and refined in the more 
recent "agile" movement.5  

The recent pilot project CoDiClust in Germany for developing and implementing digital 

learning solutions has adapted these tools to the specific demands of introducing digital 

learning. 

                                                      
5 http://agilemanifesto.org/, which has been expanded in many fields, including learning, e.g. 

http://edutechwiki.unige.ch/en/Agile_learning 

http://agilemanifesto.org/

