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Learning Objectives

After attending this session, you will be able to:
▀ Recognize the benefits and procedures for establishing a regionally based 

training center

▀ Identify and manage the top instructional and technical design considerations 
when developing a regional e-learning platform

▀ Clarify the varied options for managing the localization/translation process

▀ Explain how to transition and support a regional solution to partnering 
countries

▀ Determine specific criteria for selecting appropriate global suppliers and 
partners

▀ Identify the advantages and challenges of integrating a content management 
system to support training content efficiencies



Agenda

▀ Introductions/Objectives/Agenda 5-10 minutes

▀ The Pfizer Regional Model and Approach 15 Minutes

▀ Best Practices for Design and Development 15 Minutes

▀ A Model for Success 10 Minutes

▀ Q&A/Discussion 5-10 Minutes



Survey: Global Experience

What is your experience with global e-learning?



The Pfizer Regional Model and 
Approach



Background

▀ Move from a local to a regional structure in 2009

▀ Region covers 16 European markets and Canada (focus on European 
markets currently)

▀ 71 trainers in the European markets, reduced to 16

▀ No brand trainers in country 

▀ Multiple languages across the region

Need to do something different!



The Challenge

▀ Over 70% cut in training resource across Europe

▀ Need to “do things once” instead of 16 times

▀ Ensure consistency and compliance across markets

▀ Need to create a large volume of content and have the ability to
update and edit this regularly

▀ Easy translation of courses

▀ Manage regional / local approval 

▀ Easy distribution: ensure the right country gets the right content 
in the right language

▀ Change mindset and encourage self learning



Size/Scope of the Challenge

▀ 16 countries 

▀ 8 brands in primary care

▀ Up to 6 modules per brand

▀ Up to 7 different languages

300+ training modules!



New Structure

▀ Training Materials to be available via 
a centralised e-learning platform

▀ Delivery of training to sales 
colleagues in country to be delivered 
via a “Shared Delivery” model



How Does e-learning Fit In?

Pre-work via 
e-learning materials

In-country classroom
training via shared

delivery model

Sales Force New 
to a Brand

Sales Force Currently 
Selling a Brand

Knowledge gap 
from brand team



One dynamic e-learning resource for all,
enabling individual and business growth

Our Vision:
Brand e-Learning

Importance of Setting a Clear Vision



iLearn

▀ One e-learning platform for brand training for all colleagues in Europe

▀ Content translated into multiple European languages



▀ Consistent quality across the region

▀ Allows compliance

▀ Confidence and credibility with customers

▀ Allows quick distribution of information to sales force

▀ Continuous improvement

▀ Pull vs. Push

▀ More time on the road

▀ Ultimately impacts patients 

Benefits of the New Model



Where Are the Gaps?

▀ Knowledge about producing online materials

▀ Understanding the translation process

▀ Finding appropriate suppliers

▀ Managing expectations of the organisation

▀ Compliance requirements in different countries – looking beyond UK

▀ Approval processes

▀ Level of project management required

Education and Commitment of Stakeholders



Defining the Development Process

Project 
Team



Best Practices for Design and 
Development



Best Practices - Exercise

What best practices with 
global e-learning can you 

identify or share?



Content / Instructional Challenges

▀ Cultural and/or geographical focus
▀ Metaphors, slang, humor

▀ Storylines/dialogues

▀ Visuals/imagery

▀ Competing instructional standards/ 
preferences

▀ Ambiguous content strategy
▀ Content scope

▀ Enduring vs. volatile

▀ Adaption requirements



Technology Challenges

▀ Diverse deployment requirements

▀ Antiquated course authoring or delivery 
framework

▀ High interactivity and/or media usage 
expectations



Instructional Design Standards

▀ Content analysis
▀ Define all regions/audience

▀ Identify full scope of source material

▀ Distinguish static vs. volatile content

▀ Early/iterative review milestones
▀ Customer and partnering suppliers

▀ Writing style standardization

▀ Instructional model standardization

▀ Determine referencing requirements



Instructional Design Standards (Cont.)

01_02_050
Module Number Lesson Number Screen Number

XML Structure CourseStoryboard



Technology Architecture Standards

▀ Validate global vs. regional delivery 
specifications

▀ Establish a universal course interface

▀ Maximize separation of content from 
presentation (XML)

▀ Externalized screen/content assets

▀ Standardize folder/file hierarchy for 
source and compiled packages 
(configurable for alternative delivery 
needs)

▀ Documented source code and supporting 
information

▀ Scalable version control process



A Model for Success



▀ > 480 hours of e-learning produced

▀ > 120 e-learning modules in 8 languages

▀ About 2200 delegates actively in a course and an additional 
2300 completed courses on iLearn

▀ By July 2011: 40% of all product training will be online: 
significantly reduced face-to-face training

▀ Improved compliance and standards

▀ Evolving content development

▀ Expanding globally

Results



Process Improvement Opportunities

▀ Implement formal best practice guidelines
▀ Global design standards (general and client 

specific)

▀ SME/writer certification process

▀ Front-end authoring/publishing interface 
(customer empowerment)

▀ Evolve comprehensive, turn-key “transition”
package and support



Future Thoughts

▀ Produce everything with the view it may be used elsewhere 
(minimal cost upfront)

▀ Stakeholder education (challenge our current expectations)

▀ Work with other regions to share content

▀ Build rapid-authoring capabilities in house for short updates

▀ Consider CMS with authoring capabilities

▀ Ability to make small changes internally

▀ Focus on implementation with line managers

▀ Evolve a global blended/continuous learning platform
▀ Mobile/tablet devices, social media, etc.



Q&A / Discussion



Thank You!

Samina Sajad

▀ Curriculum Development Manager, Pfizer

▀ Samina.Y.Sajad@pfizer.com

Jim Delaney

▀ VP, Business Strategy, Axiom

▀ jim.delaney@axiomhh.com


