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Executive Summary

Thisfeagbility study is one of four documents produced by John Mitchell & Associates and
Education Image for the e-VET project, an initiative of the EONA VET Advisory Group
(EVAG). The other three documents are areport on business models for marketing consortia;
areport on the internationa marketplace; and areport on Audradian interest in a consortium
for exporting online products and services.

John Mitchell prepared this feasbility study for the consortium of John Mitchdll & Associates
and Education Image.

The consultants wish to acknowledge the support of the following partiesin preparing the four
reports. the e-VET Steering Committee and Project Team; the respondents to the expression
of interest; the respondents to the survey; the numerous vocationd education and training
(VET) and industry personnel interviewed; and our Asan market researchers, Adskill.

Summary

The consultants were asked to assess the feasibility of a consortium to effectively market and
digtribute Audtrdian online training products and services. During consultations, interviews and
focus groups conducted in July and August 2000, considerable interest in the concept of a
marketing consortium was expressed by awide range of vocationd education and training
(VET) organisations.

Countering this enthusasm, amgor finding from the consultations was the lack of detaled
knowledge of overseas markets and international marketing strategies among the mgority of
VET practitionersinvolved in the sudy. In the survey conducted for thise-VET project,
Audrdian VET providers expressed their overwhaming interest in the Asan market, but
admitted to knowing little about the market. Interestingly, only asmal number of Audrdian
VET suppliers are successfully sdlling their online products and services in the USA market,
yet Audtrdian VET products are more suited to the advanced economy of the USA than to
other countries. Both the USA and Asan markets for VET products need to be investigated
more extensvely.

The research suggested it would be more gppropriate, a this point in time, to direct
Government funds and effort towards urgently lifting the level of knowledge of VET providers
of online training products and services, in relation to overseas markets and international
marketing srategies. While establishing acommercia marketing consortium might be
entertained by EVAG at alater date, it would seem more advantageous for EVAG to
establish a project to immediately undertake intensive market research on export marketsin
online training, to disseminate this essentid market intelligence and to provide related business
and marketing information on international marketing to the VET community.
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This feaghility sudy showsthet, in atwo-year period, such atargeted project would provide
acritical boogt to the emerging, fledgling interest in exporting Austrdian VET online products
and sarvices. The project would quickly inform awide range of VET providers about
overseas markets and would position VET to take advantage of significant opportunitiesin this
growing fidd.

The working title for the proposed project isthe e-VET marketing project, to delineate the
project from other VET marketing activities.

Key ideas

Five key ideas emerge from the research and underpin this feasibility study:

1.

Asa September 2000, thereisinsufficient judtification to establish an e VET marketing
consortium on a purely commercid bass, especidly due to the lack of knowledge of
international markets amongst VET providers of online products (discussed in the
accompanying International Market Research report); the lack of experience of VET
providersin developing business models for export purposes (discussed in the
accompanying Business Modds report); and the current ingbility of those providersto
respond to export market demands for high volume products and services (discussed in
the Augtrdian Survey report).

Thereis sufficient judtification, induding the likdly stimulus to nationa economic
development, to establish a Government-funded e-VET marketing project, but with a
gtringent review after twelve months and a sunset clause of two years.

To assg the greatest number of VET providers, aprimary role of the proposed e-VET
marketing project isto acquire market intelligence about export markets and internationa
marketing srategies and to promulgate this information within the VET community.

To have optimum impact, the proposed e-VET marketing project needs to be led by
personnd with expertise in both marketing and online training and to be advised by
existing marketing organisations with sgnificant commercid experience. Additiondly, the
services need to be provided in an equitable manner to public and private Audtrdian
bodies on a not-for-profit bass. This not-for-profit gpproach meets the demand from
over 300 organisations that responded to the expression of interest that they benefit from
any nationd initiative in marketing VET products and servicesinternationdly. The not-for-
profit gpproach aso resolves any issues surrounding the use of EVAG funding for profit-
making activities.

The proposed VET project needs to develop a market-driven approach, not asdes
driven, product-driven or technology-driven approach, based on a sound knowledge of
the market. To ensure the approach is market-driven, the project can employ innovetive
srategies such as the outsourcing of market research to personnd or organisationsin
locations such asthe USA, India, Chinaand South East Asa
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Description of the proposed marketing project

The proposed e-VET marketing project will inform Austrdian VET providers about the
international marketplace but will not market, distribute and service VET online products and
sarvices. Ingtead, the project will assst Austrdian VET providers of online products and
sarvices to develop strategies that will position them among the leaders in the world.  The two
core services to be provided by the marketing project will be market research and business
and marketing information.

Theinitid project will not be a profit-driven business ownership structure, such as a public
company or partnership. It will be anot-for-profit project that will assst Government and
non-Government bodies to develop the skills and knowledge required to profit from the
export of VET online products and services. The following table summarises the key features
of the project.

Table 1: Key features of the e-VET marketing project

Feature Description

Purpose Inform Australian VET providers about the international marketplace but not
market, distribute and service VET online products and services

Assist Australian VET providers of online products and services to develop
strategies that will position them among the leaders in the world

Objectives Undertake and disseminate current and high quality market research
information to Australian VET organizations

Provide marketing and business information to Australian VET organi zations
interested in the international marketing of online products and services

Key functions Provision of (1) market research and (2) business and marketing information

Sample services Undertake market research and disseminate findings

Collaborate with Australian Education International, Austrade, IDP and other
bodies

Acquire and provide market segmentation information

Acquire and provide marketing strategy information

Acquire and provide information about market opportunities

Acquire and provide information about quality guidelines for online training

Acquire and provide information about partnering with overseas educational
and marketing organizations

Acquire and provide information about partnering with complementary
Australian organizations, for marketing purposes

Key performance Leverage the investment by ANTA of $500,000 in the first year, by attracting
objectives asimilar contribution from other Government sources

Produce and update bi-monthly a series of market research reports on
targeted markets and countries, beginning in month four of operation
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Management The Steering Committee will consist of both public and private
structure representatives

Management personnel will have extensive experience in market research,
marketing planning and VET online training products and services

Core services of the e-VET marketing project could be outsourced

The project will model contemporary business practices of avirtual
organization, where its contracted personnel may be distributed widely,
connected by electronic communication

Main customers Managers from Australian VET agencies, providers and private companies
specialising in online training

Managers from companies that could collaborate with Australian VET
agencies, providers and private companies specialising in online training

Major funding ANTA/EVAG and DETYA, Austrade, States and Territories
sources

Costs over two years  $2m (2001: $1m; 2002: $1m)

Major benefit A share of the international market in online learning: for instance, the Asian-
Pacific IT training market is estimated to be worth US$2.5 billion by 2004

Market-driven approach

Thetitle for this report stems from the mgjor finding from the research for this e-VET project:
that it is more appropriate to develop a marketing project that is market-driven, not sales-driven,
product-driven or technology-driven. Marketing expert Kotler (1997) distinguishes between the
marketing concept and the sdlling orientation:

The selling concept takes an inside-out perspective. It starts with the factory, focuses on the
company’s existing products, and calls for heavy selling and promoting to produce profitable sales.
The marketing approach takes an outside-in perspective. It starts with awell-defined market, focuses
on customer needs, integrates all the activitiesthat will affect customers, and produces profits by
satisfying customers. (p.20)

There is an urgent need to direct some national funding to help VET suppliers of online training
to understand the international market demand for online training, to identify target export
markets, to understand international customers needs, to devel op integrated approaches to
marketing and to satisfy overseas customers needs. Presently, at both the Commonwesalth and
State levels, VET in Augtrdiais committing tens of millions of dollars to developing online
resources and infrastructure. However, most of the products are being developed for solely
Austrdian VET consumption, with little attention to the opportunity to design and customise
materials for international markets.

Interestingly, the major research finding for this VET project corresponds with the mgor finding
from similar research undertaken for the higher education sector by Cunningham et a (2000),
who report that:

There isas yet no evidence of an imminent large-scale influx of any new higher education providers
(using online learning) into Australia. Even Australia’ sinternational market is unlikely to be affected
in the near term; both new providers and not-for-profit institutions are in the early stages of seeking
international markets and are aware of the many practical obstaclesinvolved. Further
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consideration of this areawould benefit from research into the actual student demand for new forms
of higher education, to complement the widespread airing of assertions and predictions made by
education and training suppliers. (p.xiv)

Aswith higher education, there isawindow of opportunity for VET to conduct research into
the actua demand for online training products and services in international markets. If
Audrdian VET moves swiftly and undertakes the necessary work of market research and
marketing planning, the opportunities presented by internationa markets will be become redl.

Benefits

The Augrdian VET community stands to make a significant return on the proposed
investment of $2m over two years from 2001-2002. The tangible benefits are conservatively
etimated to be around $20m revenue for the Australian economy by the end of 2002, rising
by afactor of around 100% per annum thereefter. Thisrapid rise in benefits is based on the
enormous growth predicted for online training internationaly. On 29 August 2000, IDC
released aforecast that the I T training market for Asia-Pacific excluding Japan would reach
over US$2.5 hillion by 2004 and that the e-learning segment of this market will grow a a
compound annual growth rate of 93.7% to reach US$235m by 2004.

To provide the e VET marketing project with a sound platform, a commitment is needed from
EVAG to the purposes and objectives of the project. EVAG aso needs to dlocate $1m over
the period 2001-2002 and this contribution needs to be matched by other stakeholders.
Sgnificant respongbilities will need to be assumed by the Steering Commiittee, particularly in
the first four months of 2001, while staff and contracts are secured.

The long-term benefits of such commitment and effort could be very sgnificant, not only in
opening up export markets for Audtralian VET online products and services, but in stimulating
the development of additional products and services for the home Australian market.
Audrdian VET deveopers of online products and services then will have two markets to
prepare products for: the Australian and overseas markets.
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1. Key definitions

It isimportant to discuss definitions, as terms such as online learning and vocationa education
and training are defined differently in different countries. The four key terms discussed below
are:

1. feashility sudy

2. onlinelearning (or training) products and services

3. vocationd education and training

4. consortium.

A comment is dso made later in the section on the chdlenge of mixing business and education.

Definitions

A feasibility study is useful when garting anew busness or initigtive or when identifying a
new opportunity for an existing business. A feasbility study defines the new project, product
or sarvice and assessesits viahility. The sudy aso andyses the proposed initiative in terms of
expected performance objectives and it provides a guide to implementation. If the feasibility
study is accepted, normally a business plan is then prepared. Asthis feashility sudy resulted
in aproject being recommended % not a new business structure %2 a project plan isrequired,
not a business plan.

Online learning (or training) products and services mean different thingsin different
countries. Additionaly, a number of terms besides online learning emerged in the field of
technology-based learning in recent years, particularly the term e-learning. For instance,
Hambrecht (1999) usefully distinguishes between e-learning, online learning and e-training as
follows.

Table 1.1: Definitions of terms by Hambrecht (1999)

Term Brief definition
e-learning Technology -based learning
online learning Web-based learning
e-training Corporate e-learning

Hambrecht (1999) adds the following important observation, which impacts on this feashility
study:
Termslike e-learning, technol ogy-based |earning and Web-based learning are defined and used

differently by different organizations and user groups. Moreover, use of these termsis constantly
changing, asthe world of e-learning evolves. (p.8)
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Examining Hambrecht' s definitions, it could be argued that online learning and e-training are
Ub-sets of e-learning.

In order to identify as many inter-related trends as possible, this feasbility study includes
references to e-learning as well as online learning, dthough the trend towards web-based
learning (or ‘onlinelearning’) isthe mgor trend in the field of the flexible deivery of vocationd
education and training. The terms online training and online learning are used interchangegbly
in this sudy.

Vocational education and training (VET) isakey term referred to in this project, but this
terminology is not used widdly outsde of Audrdia, particularly in relaion to online learning or
e-learning. In many sections of Asa, the terms Technician Education and Training (TET) or
Vocationd and Technica Education and Training (VTET) are used to describe this sector.

Whilethis project is focused on the vocationd education and training market, Hambrecht
(1999) for ingtance, divides the USA e-learning indudtry into five sectors: childcare, K-12,
post-secondary, corporate training and continuing education. From Hambrecht'slist of five
sectors, three overlgp with the Austrdian vocationd education and training fidd: the pogt-
secondary, corporate training and aspects of the continuing education markets. Hence, this
feasbility sudy includes references to sectors such as corporate training as well as vocationd
education and training.

A consortium isagrouping of different organizations within the one business sructure. While
an e-VET marketing consortium can use a number of different business structures, as set out
in the accompanying report on Business Modds for Marketing e-VET, it is proposed that the
inid e-VET marketing project, from early 2001- late 2002, be a vehicle, not a conortium, for
market research, dissemination of information about the market and business opportunities
and an advisory service about business models for marketing. The marketing project will not
be a profit-driven business ownership structure, such as a public company or partnership. It
will be anot-for-profit structure that will assst Government and norn- Government bodies to
develop the skills and knowledge required to profit from the export of VET online products
and services.

One potentia benefit of the proposed e-VET marketing project isthat arange of consortia
may be formed by organizations that can take advantage of the services of the e-VET project.

Mixing business models with education in VET

The challenge of mixing business modes and education is discussed in the accompanying
report on Business Models for Marketing e-VET. It isastraightforward task to supply
sandard definitions of business models, business plans, marketing planning and other business
terms. However, when considering business modd s in the fidld of education, araft of issues
arise, such as balancing public good and profit-making, ensuring qudity, and regulaing
practitioners involved in profit-making activities. The proposed e-VET marketing project
raises the complex issue of how Governments can stimulate economic development while not
directly asssting someindividud private companies.
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2. Situation analysis

This section provides an overview of the current business environment for the export of
Audrdian VET online products and services. It summarises the features of and trends in the
marketplace, the Size of the market and the attitudes of customers, the supply and demand
factors and the key market segments.

Features of the international marketplace

Features of the international marketplace are discussed more fully in a companion report to
this feaghility sudy, the Internationd e-VET Market Research Report. In brief, the
internationa marketplace for online products and services in the VET arenaincludes these
four key features.

1. many of the products and services are new, but the potential of the market is considerable

2. themarketisin flux, due to continual changesin the technology available to accessthe
products and services and due to the emergence of new styles of business dliances

3. themarketsfor online products and services vary from country to country and even from
one training course to the next

4. the marketplace presents both opportunities and threats.
Each of these pointsis discussed briefly below.

The marketplace for online products and services is new, as the Internet has only emerged as
aviable platform for training in the late 1990s. Thisis graphicdly illugtrated by recent
developments such as Universtas 21, an dliance of 18 leading universities around the world,
including Mdbourne University, in collaboration with News Corporation.

The potentid sze of the market for e-education is capturing the attention of many parties,
besides Universitas 21, and some observers bdieve that the market is potentialy massve. For
example, The Australian reported on 22-23 April 2000:

Such isthe growth potential that the British Government allocated $386 million last February to
develop aBritain-led consortium to compete in the e-education market.

In the official announcement of theinitiative, U21 was mentioned as a competitor. (p.27)

The marketplace for online products and servicesisin flux because of the new styles of
alliances such as the proposed U21-News Corporation venture. The marketplaceisasoin
flux because of the following factors:

congtantly improving software, hardware and telecommunication technologies available for
developing and accessing online learning, and in some cases, areductionsin costs
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the steady increase in the volume of products and services available in the market
the variable quality standards and prices of products and services
the increase in corporate and consumer interest in online training.

The marketplace for educationa online products and services dso differs from one country to
the next, from one training course to the next and even from one module of training to the next.
The reasons for these variations include:

1. different culturd atitudesto online learning
2. thelevd of available technicd infrastructure and support

3. theskill level, working conditions and professiond roles of overseas teaching and tutoring
steff

4. theeducational appropriateness and effectiveness of online training for every course and
module.

While the online ‘ marketspace’ presents opportunities, it aso presents threats. Competition in
marketspace is intense, price pressure is high and customer attention and loyalty is harder to
maintain as customers find it easy to switch sites. Interestingly, Britain’s prestigious Open
University failed in itsfirgt attempt to launch a US branch: in 2000 it has fewer than 100
students enrolled in the first four courses offered by the inaugural Open University US (The
Australian, 31 May 2000, p.40). Additionally, some of the marketspace business and marketing
models developed in recent years failed, as demonstrated by the recent reduction in the value of
some dot-coms on worldwide stock exchanges. There are obvioudy risks involved in competing
in marketspace.

Tracking the trends in the international marketplace will be a core responsibility of the proposed
e-VET marketing project in 2001-02. This research could substantially increase the opportunities
and reduce the risks for many Australian VET providers of online products and services.

Trends in the USA marketplace

The research for this feasibility study involved particular investigations into two markets: the
USA and Asia. While an extensive commentary is provided on these two markets in the
companion report on the international market, some highlights of the USA research follow.

The USA marketplace for online learning is the most advanced in the world, characterized in the
last few years by extensive investments, a multitude of strategic alliances between educational
organizations, technology companies and media companies and the identification of numerous
niche and mass markets.

Hambrecht (1999) identifies twelve trends in the USA e-learning corporate market:

1. Withthe proliferation of new providersin the e-learning market, many consumers will select
the known, brand-name provider, to ensure quality.

2. Traditional training companies are adding the ‘€' to learning, such as Global Knowledge
Network, which previously used classroom-based delivery strategies.

3. Customerswill look beyond single courses to providers who can deliver acomprehensive
training solution.
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4. Elearning companieswill buy smaller companies, to enable them to provide a
comprehensive training solution.

5. Elearning strategic alliances between e-learning companies will increase, for example,
content publisherswill combine with educational technology vendors and training services
suppliers.

6. Thetendency to outsourcetraining activitiesis expected to grow by more than 10% each
year.

Competition between e-learning training providers will increase.

8. E-Learning and c-learning (classroom learning) are blending rather than one ruling out the
other: the strongest use of online training is as an extension rather than a replacement for
classroom learning.

9. Development timesfor content preparation will decrease, with increased use of templates
and fewer custom graphics and the use of |earning objects.

10. The adoption of standards for e-learning systems will enable content and courseware to be
reusabl e across the whol e organi zation.

11. Web-based, real-time collaboration tools will become increasingly popular

12. Internet/intranet will provide instructor-led classes with a sense of community, extra
communication and supplementary materials. (pp.10-12)

The research for this project suggests that these twelve trends are indicative of trendsin other
advanced economies, with many of these trends evident, to varying degrees, in Austrdia, parts
of Europe and Canada. Hence, if Audtrdlian VET online products and services are to be
exported to the USA or smilar, advanced economies, VET supplierswill need to be mindful

of the increasing sophidtication of the USA marketplace.

Currently, only asmall number of Audtrdian VET suppliers are successfully sdlling their online
products and servicesin the USA market, yet Audtrdian VET products are more suited to the
advanced economy of the USA than to other countries. The USA market for VET products
needs to be investigated and targeted more extensively. A focus on the enormous
opportunitiesin the USA market could be a core component of the market research to be
conducted by the proposed e-VET marketing project in 2001-2002.

Some of the trends in the USA market discussed in this section are only relevant to the USA
market, so it would be unwise of Audtrdian VET providers to directly imitate USA trends.

For ingtance, many of the dtrategic aliances being formed in the USA online learning market
are designed to suit the USA context, not overseas contexts. It would aso be wrong to
believe that the USA business modds for marketing online products and services are the best
models for export. Anecdotal evidence for this study suggests that in some parts of Asa, for
ingtance, other countries are more successful in winning business, dthough the USA isvery
grong in some Asian countries such as the Philippines. It would seem that many online learning
companiesin the USA are focused primarily on winning business a home, not abroad, which
is not surprisng given the size of the USA population at 280m and the large home market.
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Trends in the Asian marketplace

A report on the Asian marketplace for VET online products and servicesis contained in the
separate report on the international marketplace. The Asian report discusses such diverse
countries as China, the Philippines, Malaysia, Brunei, India and Hong Kong.

In summary, the trends in this marketplace are different from the trends noted in the USA
market, and include:

1. The strong need for Austraians to partner with alocal, on-site Asian business and the length
of time required to establish rapport with local partners

The need to customize materials to suit each Asan culture

The different education systemsin different Asian countries, some of which have very small
vocational education and training sectors

4. The generadly low recognition of the value of vocationa education and training and the
common perception that vocational training is for the poorer classes

5. The substantia prestige attached to university qualificationsin contrast to the low status
accorded to most VET training

6. Thegrowing need for training in vocational areas such as information technology, business
and language studies

The vaue of combining face-to-face support with online learning materials

Strict regulatory frameworks in some countries, restricting the business activities of externa
bodies

9. Competition in the market from Britain, Canada, Europe, USA and other Asian suppliers and
from large, multinational companies such as News Corporation.

Asian countries vary from thriving economies to widespread poverty, and this difference in
wedth severely affects the market for online products and services. For instance, despite its
recent economic difficulties, Malaysia is more advanced than many of its neighbouring countries
and has embraced many online learning initiatives such as:

1. Master of Science (Human Resource Development) offered online by Universiti Putra
Malaysia, supported by an aliance between three parties. Internet Service Provider
Telekoms Maaysia, distance education specialist Melwar Academia Holdings and
technology company MahirNet Sdn Bhd.

2. Diplomain Business Administration offered by the Maaysian University on Air,
incorporating televised lectures and online links to study centers.

3. Bachdor of Management offered online by the Malaysian Multimedia University, using
Lotus Learning Space software and audio and videotapes.

The study of the Asian market, contained in the report on the international market, provides
detailed information about eleven different Asian countries, reinforcing the point that the Asian
market is complex. In the survey conducted for thise-VET project, Australian VET providers
expressed their overwhelming interest in the Asian market, but admitted to knowing little about
the market, so they will benefit from a close reading of the Asian report. They will also benefit
from ongoing market research to be conducted by the proposed e-VET marketing project in
2001-02.
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Financial size of the marketplace

International Data Corporation (IDC) dominates reporting on the financid sze of the
internationa marketplace for online learning, athough many other commentators (e.g.
Hambrecht, 1999; McCrea et d, 2000; Peterson et a, 1999) concur with IDC' s estimates. If
IDC's estimation of the Sze of the market is unbundled, it would gppear that technology-
based IT training accounts of over haf the current sales, with technology-based * soft skill’
training in the minority. “Soft skills' include areas such as business management,
communication and problem solving skills. The large manufacturers of the software ¥4
Microsoft, Oracle and Novell % dominate much of thisIT training.

IDC (in Hambrecht, 1999) report that 70 million people around the world received some
form of education viathe Internet in 1999 and USA revenues from web-based training are
predicted by IDC to climb from US$550m p.a. to $11.4billion in 2003. McCrea et a (2000)
aso quote the IDC figure of $11.4billion revenue by 2003, and suggest that analyses of the
market by Training Magazine support the IDC figures. However, McCrea et d (2000) are
quick to point out that the information technology training market is the major component of
the e-learning market. IDC (in Hambrecht, 1999) predict that by 2003 business and ‘ soft
skills training will surpassIT training in Sze and increasingly soft skills will be taught using the
Internet.

Hambrecht (1999) segments the USA corporate market into three: Content, ServicesHosting
and Tools'Technology. The largest segment of the market in 1999 was Content, at 66%, with
Services starting to expand considerably. Content is expected to continue to be the largest
segment in the training market, according to IDC. By 2003, it is estimated that Content will
account for US$6.2b in revenues, up from US$735million in 1999. However, its overdl
market share is expected to decline from 66% in 1999 to 54% in 2003, giving up some
market share to the Services segment. IDC predict that, by 2002, for every dollar spent on e-
learning technology, five dollars will be spent on e-learning content (in McCrea et a 2000,
p.4).

IDC egtimate the size of the e-learning market in the Asia Pacific will be around $1.7hillion
within three years (The Australian, 25 July 2000). The Austrdian component of the e-
learning market is predicted to currently be worth $400m p.a. (Sydney Morning Herald, 24
July 2000), athough the mgority of this market currently is 1T software training, and the
developers of the software dominate the training provison

On 29 August 2000, IDC released a new forecast that the I T training market for Asa-Pecific
excluding Japan would reach over US$2.5 Billion by 2004 and that the e-learning segment of
this market will grow at a compound annua growth rate of 93.7% to reach US$235m by
2004. IDC predict that this growth will be largely driven by Audrdia, which will account for
amog hdf of the e-learning market in Ada-Pacific at the end of the forecast period. It needs
to be stressed again that these figures are only for the IT Training Market, not for the full range
of Audrdian VET programs. On the other hand, obvioudy the main export market
opportunity for Audrdian VET onlinetraining isin thefidd of IT traning.

Feasibility Study John Mitchell & Associates and Education Image 2000 14



Knowledge of the Sze of the internationd market in online learning isinvauable for Audrdian
VET providers of online products and services, and this knowledge will be acquired from the
market research to be conducted by the proposed e-VET marketing project in 2001-2002.

Attitudes of corporate customers
The dtitudes of customers are afundamental aspect of the online training market. The

discussion below gpplies to one customer group: corporations.

McCreaet d (2000) believe that corporations in the Western world are being driven to e-
learning by the trangtion to a knowledge-based economy and arange of other factors such as:

1. increasingly competitive globa busness environments

2. rgpid technologica change

3. themigration towards vaue chain integration

4. lack of skilled personnel

5. rapidincreasein information technology vendor certification programs.

According to Hambrecht (1999, pp.3-4), corporate customers are being attracted to the use
of e-learning by broad economic and socid forces, some of which overlap with the list
provided above by McCreaet 4.

1. technological changesincrease complexity and velocity of work environment

2. lack of skilled labour motivates employers to provide employees with customised and satisfying
learning opportunities

3. fierce competition in most industries |eadsto increasing cost pressures, so that the costs of
traditional training courses, such astravel and accommodation expenses, are now being scrutinized
more closely

4. globalisation of businessis requiring some companies to find more innovative and efficient waysto
deliver training to their geographically -dispersed workforce

5. thegrowing numbers of busy, career-minded adults over 25 who are continuing to study are an ideal
group for the delivery of education direct to their homes or office

6. knowledge workersrequire greater flexibility in the workplace and will often embrace e-learning
because it suitstheir lifestyles and working styles

7. learning has become a continual process rather than a distinct event at the start of one’s career and
organi zations are seeking better training methods to enhance their employees’ lifelong learning

8. thefast growth of the Internet provides aideal delivery vehiclefor training in aglobal market,
removing geographical barriers.
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It isimportant to note that many of the attitudes ascribed to corporations by Hambrecht (1999)
and McCrea et a (2000) relate to corporations in advanced Western economies. Knowledge of
corporate customers’ attitudes to online training, in both the West and in the other parts of the
world, is essentid if Australian VET marketing is to succeed. Thisis the type of market
intelligence that will be acquired and disseminated by the proposed e-VET marketing project in
2001-2002.

Selling versus marketing, supply versus demand

The research for thise-VET project shows that it is more appropriate to develop a marketing
project that is market-driven, not sales-driven, product-driven or technology-driven. For instance,
Kotler (1997), the doyen of marketing theory, distinguishes between the marketing concept and
the sdling orientation:

The selling concept takes an inside-out perspective. It starts with the factory, focuses on the
company’s existing products, and calls for heavy selling and promoting to produce profitable sales.
The marketing approach takes an outside-in perspective. It starts with awell-defined market, focuses
on customer needs, integrates all the activities that will affect customers, and produces profits by
satisfying customers. (p.20)

Audtralian VET cannot assume that it can sall its existing and emerging online products and
services to overseas countries, if those products have not been designed for the international
market. To satisfy overseas markets, online products and services need to be built or re-
designed to fit the overseas customers.

Thefidd of Audtralian VET online learning is currently focused on supplying existing products to
meet the growing Australian demand, not overseas demand. Presently at both the
Commonweslth and State levels, VET in Audtraliais committing significant resources to
developing online resources, capability and infrastructure. Australian VET has started to compile
tens of millions of dollars worth of online products, from the ANTA-funded Toolbox program
(approximately $16m from 1998-2001) and State or Territory expenditure (e.g. $4m expenditure
by one State in 2000-2001), so the supply of online materias is growing substantially. Most of
these products are being developed for solely Austraian VET consumption, with little attention
to the opportunity to design and customise materials for international markets.

The capahility to develop and manage the use of online training products is being increased
through EVAG projects such as LearnScope ($4.8m in 2000) and the Flexible Learning Leaders
($0.8m in 2000). The issue of developing capability in relation to providing and supporting online
training for export markets could be added, where appropriate, to programs such as LearnScope
and the Flexible Learning Leaders, to increase the return on the investment from these
programs.

To gain additiona benefits from the expenditure on developing Australian VET online training
products, infrastructure and capability, there is an urgent need to direct some funding for an e-
VET marketing project to firstly understanding the export market demand for online training
products and services. This targeted funding is required if Australian VET isto appreciate
export market features, trends, size, customers, targets and segments. By gaining market
intelligence about the demand for online products and services, Australian VET will be able to
take a fundamenta step towards engaging in the global marketplace for online training.
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Segments

The online training market can be segmented based on Bucher’s Online Learning Industry
Maitrix, to include, on the supply side, the ‘company’ categories such as content and
technology, and, on the demand side, the online learning market ssgments % the enterprise,

academic indtitution and consumer/individua professond.

From the supply sde, the market segments for online training could include Content,
Technology and Services, as demondrated in the following table.

Table 2.2: Three major market segments for online products and services, from the supply side

Online training
market segments

Content

Services

Technology

Definition

Course material in adigital format,

available for transmittal viathe Internet,
using either customised or off-the-shelf

courseware and synchronous and/or
asynchronous delivery

Service providers offering a variety of
learning-related services, from portals

to consulting, to professional

development and online communities.

Technology vendors providing tools
that enable the creation and
management of technology-based
learning; hosting services.

Sample players in the market

Australian examples: OnFX
Consortium’ s online modules for
Print and Graphic Arts; TAFE SA

Overseas examples: NETqg,
Teach.com; Digital Think

Australian examples: TechWorks
(for Qantas Online College); TAFE
SA’s WebCT implementation
service

Overseas examples: TrainingNet;
Pro2Net

Australian examples: Southrock
(for Telstra’s learning system);
NetSpot

Overseas examples: Macromedig;
Lotus

It is possible to further segment the supply-side market for online products and services. For

ingance, one publication ¥ Heller Reports' Internet Strategies for Education Markets ¥a

subdivides Technology into Hardware and Software, so it focuses on four segments. Content,
Services, Hardware and Software.

McCrea et d (2000) emphasise that content will continue to be the dominant market segment.

They suggest that the main aitraction of e-learning for employersisthelink it creates between

learning and business objectives. Because of the congtant pressure to improve shareholders
returns, companies will embrace e-learning in many more areas. ‘ more and more content will
migrate out of the classroom’. (p.31)

In terms of the technology used for e-learning, IDC predicts that the Internet will ‘rapidly
eclipse CD ROM and other technology- based training systems such as video tapes and

interactive videoconferencing (in McCrea et a, 2000, p. 9).
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Besdes Bucher’s market segments on the demand side % the enterprise, academic indtitution
and consumer/individua professond ¥ it is possible to sesgment the demand side of the
market on the classcal grounds of the demographic, geographic, psychographic and
behaviourd market segments. The report on Asian marketsin section four of this report
demondtrates the wide variety of cusomer segments in eeven different Asan countries, which
could be andlysed using the above four categories.

The proposed e-VET marketing project will focus closdly on both supply and demand
agoects of the emerging market for online products and services, and will clearly identify
customer segments.

Business models for marketing

A companion report ¥4 Busness Modd s for Marketing e-VET % discusses arange of
business models available for VET providers marketing online products and services
oversess. A totd of nine contemporary business models for consortiainvolved in marketing
are discussed in the business models report. Five contemporary business models for
consortia, that do not require the use of the Internet, include syndication, co-option, co-
specidisation, opportunity networks and vertica market networks. The most popular model
with VET respondents to the project survey is co-pecidisation, where dliances cregte vaue
by bringing together skills and owner-specific resources and each partner makes a unique
contribution to the dliance.

The business models report aso discussed four business models for consortia operating
specificdly in marketspace: e-mdls, collaboration platforms, virtua communities and third-
party marketplaces. The most popular business model with VET respondents to the project
survey isvirtud communities, requiring customers and partners add their information to an
Internet Site that is provided by a company operating the virtua community. The next most
popular modd is collaboration platforms, which involves business process collaboration
among enterprises. for example, collaborating for marketing, using specidist online tools and
ghared information.

The proposed e-VET marketing project would provide vaue to the Ausgtrdian VET online
training industry by focusing on the characteridtics of these three business modds. co-
gpecidisation, virtud communities and collaboration platforms.

The range of business issues raised in the focus groups and interviews for this project
demondtrate the high hopes of industry players that any consortium formed for overseas
marketing of VET online training, and receiving funding support from Government, will raise
the existing knowledge base in the industry. However, the list of hopes expressed in the
companion report on the Audtrdian survey aso indicates that it may be wiser, in the short
term, for EVAG to fund an extensive business and marketing advisory service, to enable
industry participants to learn about basic issues such as how to form dliances, particularly with
oversess partners, before EVAG determines whether to form a commercid consortium.
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Attitudes of Australian VET suppliers

The wide range of attitudes of the Audtrdian VET suppliers of online products and servicesis
et out in the full report on the Audiraian field research: a companion report to this feesibility
sudy. The following table provides a sample of the views of Audtraian personne interviewed,
to marketing issues such as market demand for online training, target markets, customer
needs, competitors, integrated approaches to marketing, marketing srategies and satisfying
customer needs. The issues raised by the interviewees influenced the design of the proposed
e-VET marketing project, as set out in the following sections of this report.

Table 2.3: Sample issues raised by Australian VET suppliers of online training products

10.

11.

Feasibility Study

Issue

Market driven

Commercial
expertise

Independent

Own house not in
order

Time needed to
change mindsets

Use a combination
of media

Use both bricks and
clicks

Accreditation a
competitive edge for
Australian VET

Universities leading
the way

Universities target
B2C, VET could
target B2B

Lack of scalability

Comment

Thereis an urgent need for a market-driven business strategy to exporting
online training, not a product-driven strategy.

If the consortium is to function commercially, it needs to be led by people
with commercial experience.

If the consortium is to function commercially, the Board needs to be
independent of influence by any one member.

If Australian VET isto market overseas, the products need to be tested
here first.

It has taken a number of years to change the mindsets of corporations and
individual learnersin Australiathat online learningisvalid. Thisisa
salutary lesson when considering marketing to less well resourced
organisations overseas.

It is preferable to use arange of educational media, rather than solely
using the online medium.

It is educationally sounder to use a combination of face-to-face and online
services, but this may not be possiblein all contexts.

It may be strategic for Australian VET to focus on accreditation and
learning pathways from VET to university, in marketing online products
overseas. The Australian Qualifications Framework (AQF) is abonus.

VET could learn from Australian universities that are more entrepreneurial
than VET in export markets.

Universities traditionally target single enrolments among overseas online
students (e.g. a student enrolled in an MBA): the business-to-consumer
(B2C) market. VET may be well positioned to target corporates overseas:
the business-to-business market (B2B). This market has some attractions
such asits volume.

Thereisalack of resourcesin Australiato support the export of online
learning. For instance, the tutors do not exist in Australiato support large
numbers of online, overseas student enrolments.
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12.

13.

14.

15.

16.

17.

18.

19.

20.

21.

22.

23.

24.

25.

Feasibility Study

TAFE dominates
bricks, not clicks

Mixed motives

National good

Leveraging off
existing expertise

Many markets

NTF a competitive
advantage

Loss of intellectual
property

Using existing
overseas networks

Brand name needed

Role of EVAG

Some States and
Territories promote
themselves well

States use different
platforms

Each State has a
different
bureaucratic
structure of online
learning

Current marketing
is ad hoc

While TAFE dominates the provision of face-to-face VET delivery in
Australia, small multimedia and online learning companies are more
experienced than TAFE in actively targeting export markets in online
learning, except for a small number of TAFE business units.

Considerable problems may ariseiif it is perceived that Government money
is subsidizing commercial partiesin a consortium. Public good and profit
motives are not easily married.

Unless Australian VET collaborates with regard to marketing online
learning, Australia may miss out on valuable export dollars.

On the surface it seems sensible for Australian VET to leverage off the
existing expertise in online learning in marketing consulting services
overseas.

There are many markets in the world, from Europe and the USA to Asia,
Africa, South America, India and Pakistan. Australian VET needs to
narrow the choice and to target likely markets.

The National Training Framework, with its competency based approach, is
acompetitive advantage, in that it is national and integrated. This national,
competency-based approach may need to be marketed prior to the
marketing of online learning products.

There is some concern that Australian VET may be giving away its
intellectual property, in selling its national, competency based approach.

Australian VET could profit significantly from using existing overseas
networks such as the network of Australian Education International (AEI)
counselors.

A brand name for Australian national VET products and services will
assi st overseas marketing.

If EVAG isthe platform for any collaboration in marketing online products
overseas, then concerns expressed about the EVAG structure not serving
all States equally well will need to be addressed.

Some States and Territories market themselves better than othersin the
field of online products and services. This may influence the readiness of
some States to collaborate in a marketing consortium.

Different States and Territories used different platforms for the
management and delivery of online learning and are likely to find it difficult
to agree on a sole technology platform, for export purposes.

The bureaucratic structure for online learning differs from one State and
Territory to the next. For instance, some are centralist and some are
devolved. It will be difficult to establish a consortium where all States and
Territories are comfortable with the arrangements.

Currently separate organizations and State systems are acting in an ad hoc
manner with regard to marketing VET online products and services
overseas.
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26.

27.

28.

29.

30.

31.

32.

33.

34.

35.

Quality standards
are good

Opportunity to
market quality

English speaking
markets are easiest

Student
inexperience with
online learning

Shareholders not
collaborators

Other countries
don’t value VET as
much

Multiple business
models required

Commonwealth
support for
collaboration

Competition in
Asian markets from
big players

Australia a target

Many of the online materials produced in Australia are high quality and of
world class, but quality standards are not clearly articulated or agreed
upon.

VET has the opportunity to formulate and market quality standards for
online learning. The consortium could be the quality bearer.

English speaking markets remove the difficulty of translating Australian
VET online materials.

The lack of experience with online learning among overseas student
cohortsis amajor stumbling block to growing the market.

For acommercial consortium to be effective, the members of the
consortium need to be seen as shareholders not collaborators or
stakeholders.

VET has amuch higher status and profile in Australiathan in most other
countries, which affects the way Australian VET products are marketed
overseas.

A range of types of strategic alliances, revenue models and marketing
models are needed to satisfy the variety of markets available for VET
online products and services.

DETYA, through Australian Education International, is keen to support
the VET industry for online products, especially if the approachis
collaborative.

Competitorsto Australian VET in Asiainclude corporations such as
Microsoft, large American universities and UK universities such as
Cambridge.

Aggressive global companies such as SmartForce view Australiaas a
market.

The issues raised by interviewees for this project, as set out above, reflect the passionate

concern of many Austrdian VET providers of online training that the move towards export be

properly planned and well supported and be based on a thorough knowledge of target
markets. The views summarized above grestly influenced the design of the proposed e-VET
marketing project set out in the next two sections, particularly that the project operatein a

not-for-profit manner and provide information to dl of the Austrdian VET community. Almost

al interviewees and participants at the focus groups were interested in benefiting from an
export marketing mechanism.

Conclusion

Two sound reasons why an e-VET marketing mechanism for online products and services

needs to be developed immediately are as follows: the export market for VET online products
and sarvicesis quickly expanding and advantages can be gained by being an early entrant in a

market. However, the design of the e VET marketing project needs to fit with the current
business situation, which includes:

Feasibility Study
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1. Thelack of sufficient knowledge of export market opportunities, marketing planning and
drategies and business models for collaborating

2. Thevariety of internationad markets and segments for VET online products and services.

The proposed marketing project described in the next two sections of this study takes into
condderation the issues raised in this section.
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3. Scope of the proposed e-VET marketing project

This section sets out the scope of the proposed e-VET marketing project, including the vision,
purpose, core services, objectives, functions, performance objectives, business models,
customer profile and management and operations. Before proceeding, an important note is
made about statutory and mandatory requirements regarding the use of Government funds.

Funding restrictions

The previous chapter cited araft of ideas raised by interviewees for this sudy that suggest that
anot-for-profit marketing mechanism should be established in the first instance, in order to
assis the broad spectrum of VET providers of online products and services to become more
knowledgesble about international market demand and marketing strategies.

Anather factor influencing the recommendation that the e VET marketing project be not-for-
profit, is the restriction that ANTA and EVAG-reated funds not be used to fund profit-
making, commercid activities. Under the federated Commonwedlth- State- Territory mode, it
would be difficult to win the agreement of dl Governmentsto a proposd that includes profit-
making activities.

Vision

The proposed vision for the recommended marketing project is.

The e-VET marketing project will provide significant market intelligence and valuabl e business and
marketing information to enable awide range of providers of Australian VET online products and
servicesto identify viable export market opportunities and to devel op appropriate business and
marketing strategies.

Purpose and core services

The e-VET marketing project will

1. inform Augtrdian VET providers about the internationa marketplace but not market,
disgtribute and service VET online products and services

2. ass3g Audraian VET providers of online products and services to develop srategies that
will pogition them among the leaders in the world.

The proposed marketing project will provide the following two core services: market research
and business and marketing information. It isimportant to be clear about those functions that
the project will and won't perform, as set out in the following table.
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Table 3.1: Functions the proposed e-VET marketing project will and will not perform

Functions the Project will perform Functions the Project will not perform

Market research Distribution and servicing of VET online products and

. . . . services
Market information dissemination

. . Fee-for-service consultin
Information about business models and 9

marketing information Provision of its own online services and products

Provision of aweb-based marketing Taking of commissions for brokering and sales
information exchange for VET providers of

) . Marketing of its own brand name, to benefit itself
online products and services

This clear delineation between what the marketing project will and won't do is essentid if the
project isto win the confidence and support of the mgority of VET suppliers of onlinetraining
products.

A potentidly contentious issue is whether the project should undertake a brokering role, with
or without commission, as brokering opportunities are sure to arise during the market research
activities. However, it is recommended that the project not become involved in brokering in
the firgt twelve months, to avoid possible conflicts of interest and charges of preferentia
treatment for some VET providers. Instead of seeing opportunities to broker, the project
could openly advertise any opportunities that emerge during the first twelve months. Thisissue
can bereviewed at the end of the first year of operation.

Smilarly, it is recommended that the project not set out to establish a sngle brand name for
Audrdian VET online products and services, so asto avoid any possible conflicts of interests
with its stakeholders, not dl of whom might support the brand name. Thisissue can dso be
reviewed at the end of the first twelve months.

Differences from 1990 models

The interviewees for this project were strong in their views about what sort of organization
they would or would not support. In particular, they did not want abody created that would
dart by offering free services then migrate to a fee-for-service platform, as they had seen such
modds modtly fail in the 1990s. Hence, the model for the Project differs from many other
initiatives in the nationd Audraian education arenain the 1990s in the following ways.

1. Thereisno expectation that the project will become self-funding or continue past two
years

2. Thereisno attempt to make the project operate as both a free service and fee-for-service
body: it will only operate as afree, public service

3. The project will be managed by personnel with marketing planning and market research
expertise, preferably from the commercid sector, and expertisein VET onlinetraining
products and services

4. Outsourcing of services will be the preferred mode of operation
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5. Therewill be no sgnificant core of contracted staff in one location in Audraiaasit will be
a'virtua organisation’

6. The contribution of the staff will be measured primarily by the qudity of the information
made publicly available on the Project’ sweb site, at summary briefings and in printed
materias.

In following these guiddines, the e VET marketing project will win the support of, and
provide maximum benefits to, the greastest possible number of Audrdian VET organizations.

Objectives

The objectives of the project are to:

1. Undertake and disseminate current and high quality market research information to
Audrdian VET organizations

2. Provide marketing and businessinformation to Austrdian VET organizations interested in
international marketing of online products and services.

Functions

The two key functions of the e-VET marketing project will be:

1. Undertaking market research on export markets and providing the information to the VET
community

2. Providing business and marketing information about export markets.

The types of services to be provided by the proposed e-VET marketing project are set out in
the following table.

Table 3.2: Functions and services for the proposed e-VET marketing project

Functions Examples of Services
Market research information Conducting and dissemination of market research on markets within
on export markets countries such as Indiaand USA or Asian countries

Provision of database of URLs on relevant marketing information
sites

Provision of register of export marketing advisors
Provision of register of venture capitalists

Collaboration with Australian Education International, Austrade, IDP
and other bodies in undertaking market research
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Business and marketing
information

Performance objectives

Market segmentation information
Marketing strategy information
Information about market opportunities
Marketing planning information

Information about the use of web-based marketing mechanisms, e.g.
portals

Information about partnering Australian universities and other
existing bodies for overseas activities

Information about combining bricks and clicks

Information about business models for consortia, e.g. the co-option
business model

Information about quality guidelines
Legal information about business arrangements such as licensing
Legal information about overseas countries’ regulations

Information about partnering with overseas educational and
marketing organizations

Information about partnering with complementary Australian
organizations

Initid performance objectives for the e VET marketing project will include:

1. Toleveragetheinvestment by EVAG of $500,000 each year, by dtracting asmilar
contribution from other Government sources

2. To edablish collaborative arrangements with Austrade, Audtrdian Educeation Internationd,
IDP and other bodiesin undertaking market research, by the end of the fourth month of

operation

3. To produce and update bi-monthly a series of market research reports on targeted
markets and countries, beginning in month four of operation

4. To provide aregister of export marketing advisors and aregister of venture capitaists for

export initiatives, beginning in month four of operation

5. To provide ongoing advice and referrd services on business and marketing information (as
per lig in Table 3.2) from month four of the operation.

A new st of performance objectives will be set for year two of the venture, at the concluson

of thefirs twelve months of operation.
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Existing business models

There are anumber of models of how the e VET marketing project could operate, as follows:

Firgly, in thefied of collecting and disiributing export market information and providing
business and marketing advice, Austrade is the closest example, with Augtraian Education
Internationa and IDP aso providing some ussful comparisons.

1. Secondly, inthefield of undertaking market research on online training and disseminating
the research, Nelson B. Heller and Associates, in lllinois, USA, isauseful body to
examine and imitate.

Audtrade models the provision of many services that the e VET marketing project could
emulate. In particular, Austrade usesits internationa network of staff and contacts to
undertake extensve internationa research into export markets and provide information to
Audrdian businesses to asss them with export. An innovative gpproach by thee- VET
marketing project could be to outsource some export market research to Austrade.

Audraian Education Internationa provides some Smilar servicesto Austrade, specificaly in
the fidd of education, with eight counselors soread around Asa. While collaboration with AEI
is strongly recommended, including outsourcing some tasks to AEI, Austrade provides a
wider internationa network.

IDP provides extensve sarvices for its owners, Audtrdian universities, and there may be some
vaueinthe e VET marketing project forming an dliance with, or outsourcing some tasksto,
IDP. However, there may be a sense that many of IDP s owners % Audrdian universties ¥
arein conflict with VET interests. On the other hand, eight Audtrdian universities have TAFE
divisons, so theissue is not clear cut.

A vauable modd for the e VET marketing project, for producing and disseminating market
intelligence, is provided by the Heller organization, in lllinois, USA. In conjunction with the
Peak Group, Heller produces arange of products and provides arange of servicesthat the e-
VET marketing project could imitate, as follows:

1. Annudly: K-12 Education Internet Marketplace Report (printed)
2. Annudly: Pogt- Secondary Education Internet Marketplace Report (printed)

3. Annualy: The Customers Perspective: Annud Survey of Buyers and Managers of
Educationd Technology (printed)

4. Monthly: Internet Strategies for Education Markets (printed)
5. Monthly: Educationd Technology Markets (printed)
6. Weekly: EdNet Desktop Pro (email).

Aswdl as providing the above publications, Heller dso convenes marketing conferences and
workshops and provides a range of business development, marketing and research services.
The Hdler organization is a useful role mode for the e-VET marketing project.
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Customer profile

The primary cusomers for the e-VET marketing project will be:

1. Managersfrom Audrdian VET providers and private companies specidizing in online
training products and services

2. Managers from companies that could collaborate with Australian VET providers and
private Audtrdian companies specidizing in online training.

Theissue of diginguishing between Augtrdian-owned companies and Austraian branches of
international companiesis acomplex one which the Steering Committee will need to consider
initsearly ddiberations.

Management and operations

A Steering Committee congisting of both public and private representatives could oversee the
e-VET marketing project and its staff and contractors.

It isimportant that the management personnd for the project have extensive experiencein
market research and market planning and in VET online training. Some key management
functions could be outsourced to a commercia provider.

The core services of the e VET Marketing Project could be put to tender.

Negoatiations could be conducted with Austrade, Austraian Education International and I1DP,
to determine whether they could provide contract services. Discussions could be conducted
with AEShareNet, EDNA and Audtrdian Training Products on possible linkages with the
project.

Nelson B Heller & Associates could be examined or gpproached, with aview to imitating
some of its gpproaches to market research and dissemination of the research.

It is anticipated that the e-VET marketing project will not consst of alarge group of staff in
the one location. Rather, it will model contemporary business practices of avirtud
organization, where its personnel may be distributed widely, connected by eectronic
communication.

Conclusion

The e-VET marketing project will increase its chances of success by focusing on meeting the
immediate export marketing needs of VET personnd involved in the development of online
products and services. These needs include extensive information about markets, business
modd s and marketing planning.
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4. Financial and implementation issues

This section sets out the basic business components of the proposed e-VET marketing

project, including financing requirements, funding sources, cost benefits, critical success
factors, risk management issues and an implementation guide. It is assumed that each of these
topics will bereviewed by EVAG if it funds the project and a project plan will be prepared,
using the following discusson as a starting point.

Financing

It isanticipated that the costs of the e- VET marketing project will be asfollows:

1. 2001
2. 2002

$1m
$1m.

The costs for 2002 will be re-examined at the conclusion of the first year of operation.

These cogts are based on the following andysis.

Table 4.1: Details of costs, 2001-2002

Major cost item

Detailed cost items 2001
Costs

Establishment and 2001: Acquire funds; form Steering Committee; preparethe  $200,000

operating costs

Market research
information on
export markets

Feasibility Study

project plan, identify staff and contractors; establish,
launch and promote the e-VET Marketing Project. Manage
the Project. Evaluate.

2002: Promote the Project’ s services. Manage the Project.
Evaluate.

* (see below) Conducting of market research on markets $500,000
within countries such as Indiaand USA or Asian countries

(Cost: $275,000). ** Dissemination of results within

Australia. (Cost: $175,000).

Costs for other items following, $50,000 p.a.:

Provision of database of URLSs of relevant online training
marketing sites

Provision of register of export marketing advisors
Provision of register of venture capitalists

Collaboration with Australian Education International,
Austrade, IDP and other bodies in undertaking market
research
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Business and Market segmentation information $300,000  $350,000

f“arketm,g Marketing strategy information

information
Information about market opportunities
Marketing planning information
Information about the use of web-based marketing
mechanisms, e.g. portals
Information about partnering Australian universities and
other existing bodies for overseas activities
Information about combining bricks and clicks
Information about business models for consortia, e.g. the
co-option business model
Information about quality guidelines
Legal information about business arrangements such as
licensing
Legal information about overseas countries’ regulations
Information about partnering with overseas educational
and marketing organizations
Information about partnering with complementary
Australian organizations

TOTAL $1m $1m

* Regarding the conducting of market research on markets within countries such as Indiaand USA or
Asian countries, it isrecommended that from the overall allocation of $275,000 (from the budget of
$450,000) the following allocations be made to outsourced marketing companies:

1
2
3
4,
5
6

Asia, including Indiaand China: $100,000
USA and Canada: $100,000

Europe: $20,000

South Africa: $20,000

Middle East: $20,000

Other: $15,000.

** Regarding the dissemination of the market research within Australia, it is recommended that from the
overall alocation of $175,000 (from the budget of $450,000), the following allocations be made;

1
2
3.

preparation and production of weekly email newsletter: $40,000
preparation and production of monthly report: $30,000

preparation, production and up-dating of bi-monthly reports on each of fifteen different countries or
market segments: $75,000

preparation and production of consolidated annual report on international markets: $30,000.
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Funding sources

The funding sourcesin each of the two years are expected to be:
EVAG: 50%
ANTA, EVAG and DETYA, Austrade, States and Territories: 50%.

Cost benefits

The cost benefits of the e- VET marketing project include the following considerations.

Tangible costs

The tangible cogs for the project will would include $2m direct funding over atwo-year
period. It isaso expected that in-kind support and time from EVAG representatives and their
organizations would add another $50,000 per annum to the tangible costs. In-kind support
from other Government agencies such as AEl and Austrade may amount to $50,000 per
annum.

Tangible benefits

The tangible benefits will include an increased share of the international market in online
learning. For instance, the Asan-Pecific I T training market is estimated by IDC to be worth
US$2.5 hillion by 2004. Even if Audtrdian VET providers were to only win an additiona one
per cent of this market, it would be additiona revenue of AUS$43.9m per annum. The
accompanying report on International Market Research argues that Australian VET providers
are largdy overlooking the much more lucrative USA market for online training, esimated to
be worth US$11.4billion in 2003.

It is accepted thet it will take one-two years for the EVAG investment in e- VET marketing to
redlize sgnificant, tangible benefits, given the time needed to identify market needs and to
develop and implement business models. The e-VET consortium could monitor sales by
Augrdian VET providers of online training products and services and am for the following

gods
2002: AUS$20m revenue, in addition to the amount dready earned from export
2003: AUS$H40m, using 2002 dollar vaues

2004: AUS$80m, using 2002 dollar values.

Intangible costs

The intangible cogts of the e- VET marketing project will include additiona stresson EVAG
members and Steering Committee representatives, many of whom will need to contribute
effort over and above the performance of their norma duties, to ensure the project iswell
grounded.
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Intangible benefits

The mgor benefits of the e-VET marketing project in the first two-three years after its
commencement will be intangible and will incdlude a growth in knowledge of markets and
marketing planning, particularly in how to develop business modes for marketing
interntionaly.

Other intangible benefits will be:

1. A dimulusto Audrdian VET providers of online training to develop products and services
for both the Audralian and the international markets

2. Anincrease in the understanding of overseas markets, by Audtrdian VET providers of
online training involved in export marketing

3. Anincreasein the number of Audtrdlian VET providers of onlinetraining involved in
export marketing

4. Anincreasein the number and types of consortia formed for export marketing
5. A growth within export markets in the recognition of the Audrdlian VET brand
6. Extrastimulusto the growth of export markets, from which Audtrdian VET can benefit.

Cost benefit summary

For atangible cost of just over $2m over two years from 2001-2002, the Austrdian VET
community stands to make a very sgnificant return on this investment. The tangible benefits
are consayvatively estimated to be around $20m revenue by the end of 2002, rising by a
factor of around 100% thereafter. Thisrapid rise reflects the predicted enormous growth of
online training internationaly.

Critical success factors

The critica success factors for the e VET marketing project will include:
1. Support and collaboration by al members of EVAG over the period 2001-2002
2. Funding support from EVAG of $500,000 per annum for two years

3. Additiond funding support from ANTA, EVAG and DETYA, Audtrade, States and
Territories, of $500,000 per annum for two years

4. A transparent approach to the provision of free market research and business advisory
savicesto dl Audrdian VET providers of online training, to avoid any dams of conflict
of interest

5. A vigorous gpproach to the provison of free market research and business advisory
sarvicesto dl Audrdian VET providers of online training, to meet the agreed performance
objectives for the project
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6. A rigorous evauation of the project at the end of the first year of operation, to review
performance objectives and to modify project objectives for year two.

Risk management

Aninitid risk management gpproach is described below, based on an initid andysis of the
risks associated with achieving each of the five performance objectives for 2001. Overdl, the
level of risk is rated low-medium.

Table 4.2: Risk management summary

Objective Identified Risk Level of Risk Management
Risk Strategy
Objective one: To leverage the EVAG contributes but the other Medium Negotiations by high-level
investment by EVAG of $500,000 $500,000 is not forthcoming or EVAG representatives with
each year, by attracting a similar only partially obtained. all appropriate parties to
contribution from other The Steering Committee and commence by October 2000
Government sources project staff spend considerable and to conclude by
. . December 2000.
time pursuing the extra
$500,000, distracting them from
setting up the core services.
Objective two: to establish EVAG iswilling to collaborate Medium Negotiations by high-level
collaborative arrangements with with the other parties, but the EVAG representatives with
Austrade, Australian Education external parties are preoccupied all appropriate parties to
International, IDP and other with other priority demands. commence by December
bodies in undertaking market 2000 and to conclude by
research, by the end of the fourth April 2001.
month of operation
Objective three: To produce and The e-VET marketing project Low The Steering Committee to
update bi-monthly a series of team tries to conduct all research be formed by January 2001
market research reports on and production in-house, without and to expect monthly
targeted markets and countries, outsourcing the tasks to reports, to ensure the
beginning in month four of marketing experts, particularly appropriate parties are
operation in-country experts. contracted, and to ensure
that this production process
commences in April 2001.
Objective four: To provide a The e-VET marketing project Low The Steering Committeeis
register of export marketing team spends too much time to ensure that these
advisors and a register of venture setting up offices and other functional tasks are in hand
capitalists for export initiatives, infrastructure and is slow to by April 2001.
beginning in month four of establish and perform functional
operation activities.
Objective five: to provide ongoing The e-VET marketing project Medium The Steering Committee to

advice and referral services on
business and marketing

information (as per Table 3.2) from

month four of the operation.

team finds this list of services
daunting and is slow to establish
the full range of functional
activities.

ensure that the full range of
servicesis provided,
commencing in April 2001.

The project plan for the proposed project can extend the above ddineation of risks. Therisk
management responsibilities will need to be assumed by the Steering Committee in the firgt

four months of the project, as saff and contractors will not bein place.
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Implementation guide

Thefollowing table sets out the steps to be undertaken over the two-year period, starting
January 2001. At the end of thefirst year, the project will be evauated, the initiad objectives
reviewed and performance objectives re-set for the second year.

Table 4.2: Implementation Guide

Key Dates

Priority Actions

Jan-April 2001  Acquire funding

Form the Steering Committee and Project Team

Prepare the project plan, based on feasibility study

Ratify performance objectives

Identify staff and contractors

Disseminate findings from this 2000 e-VET project

Establish, launch and promote the e-VET marketing project

Provide an initial set of servicesin the fourth month of operation:

1.
2.

3
4.

Produce a weekly and monthly newsletter on market research findings

Produce, and update bi-monthly, a series of market research reports on targeted markets and
countries

Provide aregister of export marketing advisors

Provide a register of venture capitalists for export initiatives

May-December  Createinitial services:

2000

© ® N o o & 0 D P
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©

IR
[N

12.

13.

14.
15.

Feasibility Study

Conduct and disseminate market research

Develop and provide database of URLS

Continue to develop and provide aregister of export marketing advisors

Continue to provide aregister of venture capitalists

Collaborate with Australian Education International, Austrade, IDP and other bodies
Acquire and provide market segmentation information

Acquire and provide marketing strategy information

Acquire and provide information about market opportunities

Acquire and provide marketing planning information

Acquire and provide information about the use of web-based marketing mechanisms, e.g.
portals

. Acquire and provide information about partnering Australian universities and other existing

bodies for overseas activities

Acquire and provide information about combining ‘bricks and clicks' approachesto servicing
export markets

Acquire and provide information about business models for consortia, e.g. the co-
specialisation business model

Acquire and provide information about quality guidelines

Acquire and provide legal information about business arrangements such as licensing
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16. Acquire and provide legal information about overseas countries' regulations

17. Acquire and provide information about partnering with overseas educational and marketing
organizations

18. Acquire and provide information about partnering with complementary Australian
organizations

19. Produce an annual report on the market research.
Achieve initial performance objectives

Review aims and objectives and performance objectives for year two

Jan-October Continue to provide core services as above, subject to review at the end of 2001
22 Develop new services
Achieve new performance objectives

Nov-December  Review
2002

Milestones

The key milestones for the project are:

Securing funding by December 2000

Formation of Steering Committee and Project Team in January 2001
Commencement of full set of services by April 2001

Review of first year of operation December 2001

Agreement on performance objectives for year two, December 2001

© g ~ 0w D P

Review of two-year project, November-December 2002.
Conclusion

To provide the e- VET marketing project with a sound platform, a commitment is needed from
EVAG to theaims of the project. EVAG dso needs to dlocate $1m over the period 2001-
2002 and this contribution needs to be matched by other stakeholders. Significant
respongbilities will need to be assumed by the Steering Committee, particularly in the first four
months of 2001, while staff and contracts are secured.

The long-term benefits of such commitment and effort could be very sgnificant, not only in
opening up export markets for Audtrdian VET online products and services, but in simulating
the development of additiond products and services for the Austrdian market. Potentialy,
Audrdian VET deveopers of online products and services will have two markets to prepare
products for: the Austrdian and overseas markets.
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