
 The Implementation Game
A Planning Tool for the Implementation of a Learning Technology

The implementation of a new learning technology 
(LT) into an existing organization may be a difficult 
process. Depending on the size of the organization 
and the degree of the proposed change, there may 
be many factors that must be considered to achieve 
the best possible assimilation of new technology. 
Some of these factors may include scope, resources, 
risk, time, organizational alignment and stakeholders 
(Al-Haddad and Kotnour, 2015; Watt, 2014). The use of 
a well-researched and defined project management 
framework may give the project team and manager 

the tools to help create the best possible methods of 
technological integration. If mishandled, a learning 
technology implementation project can be met 
with resistance, result in over budget, and may even 
succumb to failure (Watt, 2014). 

The integration of a new LT within an organization 
falls within the category of project management. The 
result comes from a process with start and end dates, 
and the goal is a successful embedded organizational 
learning technology through the use of a project life 

cycle (Watt, 2014). The Implementation Game is a 
tool that has been developed to help introduce your 
team to project management and help understand 
some of the critical factors that will aid in the 
implementation of any new learning technology 
within your organization. These grouped factors 
include organizational alignment, stakeholders, 
resources and costs, roles and tasks, and time lines 
and milestones (Al-Haddad and Kotnour, 2015; Watt, 
2014; Weiner, 2009).
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The Implementation Game
Alignment with Organizational Goals and Vision
Alignment between people, content and process is a key component of the 
successful implementation of any project (Al-Haddad & Kotnour, 2015). To succeed 
in the implementation of your new learning technology you will need to define 
how your project aligns with the visions and goals of your organzation.  Follow the 
steps in this activity to help ensure you have a solid foundation for alignment.

Once you have found your alignment between these key areas, it is time to move on to the stakeholders.

Implementation Project Goals Organizational Strategy

People (the challenges resolved)

Video: Are Your Strategy, Tactics and Goals in Alignment?
(Thought Leadership Leverage, 2013)
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1) Begin by identifying the goals of the project.  List them in the goals box below.

2) Once you have the goals identified, list your organizations strategic goals in the 
corresponding box.

3) Draw a line from each goal to a strategy it supports.  If you find yourself 
asking how it supports any of the organizational strategies, you may need to 
reconsider if that goal should be part of the implementation.  If none of your 
goals support the organizational strategies, your project risks failure.

4) Now that your project goals are aligned with the strategy, it is time to consider 
the people. How will this improve the way they work? In the people box, list 
the challenges faced by each group.

5) Go back to your goals and draw a line from each goal to the challenge it will 
help overcome. If your goals do not align with the challenges people are 
facing, they will struggle to see the value.
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Lorem ipsum dolor sit amet, consectetuer 
adipiscing elit, sed diam nonummy nibh euismod 
tincidunt ut laoreet dolore magna aliquam erat 
volutpat. Ut wisi enim ad minim veniam, quis 
nostrud exerci tation ullamcorper suscipit lobor.

Ut wisi enim ad minim veniam, quis nostrud 
exerci tation ullamcorper suscipit lobortis nisl ut 
aliquip ex ea commodo consequat. Duis autem 
vel eum iriure dolor in hendrerit in vulputate tis 
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nisl ut aliquip ex ea commodo consequat. Duis 
autem vel eum iriure dolor in hendrerit in 
vulputate velit esse molestie consequat, vel illum 
dolore eu feugiat nulla facilisis at vero eros et 
accumsan et iusto odio dignissim qui blandit 
praesent luptatum zzril delenit augue duis dolore 
te feugait nulla facilisi.

Lorem ipsum dolor sit amet, cons ectetuer 
adipiscing elit, sed diam nonummy nibh. Ut wisi 

Fin
ish

Lorem ipsum
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https://www.youtube.com/watch?v=HdTgZGXRy6M&t=10s


Stakeholders: Internal and External
Stakeholders are “the people who are actively involved with the 
work of the project or have something to either gain or lose as a 
result of the project” (Watt, 2014, p. 38). It is vital that you are able 
to identify the key players who can make or break your project 
prior to evaluating the resources and costs.

Step 1: Stakeholder Identification 
The first step is to brainstorm who your stakeholders are. Think 
of all the people who may be affected by your project, who have 
influence or power over it, or have an interest in its successful or 
unsuccessful conclusion (Watt, 2014). Remember that stakeholders 
can be internal or external and may be both organizations and 
people. In the box below, please list your stakeholders.

Step 2: Power/Interest Grid 
From your list of people and organizations that are affected by your project you will now plot them 
within a grid based on their power and interest in the project. Some of them may have the power 
either to block or advance the project. Some may or may not be interested in what you are doing. 
When you plot your stakeholders on a Power/Interest Grid (Table 1), you can determine who has high 
or low power to affect your project, and who has high or low interest. People with high power need to 
be kept satisfied, while people with high interest need to be kept informed. When a stakeholder has 
both, make sure you manage their expectations very closely. Plot your stakeholders in the chart below.

Step 3: Understand Your Stakeholders
You now need to discover how best to engage and communicate with your stakeholders (Watt, 2014). 
Please reflect on the following prompts and make any adjustments to your Power/Interest Grid (Table 
1) as deemed necessary:

•  What interest do the stakeholders have in the outcome of the project? What motivates them 
most of all? Financial or emotional or other?

•  What information would stakeholders want from you? What is the best way of communicating 
with them?

•  Who influences stakeholder opinions and who influences their opinion of you? 
•  If the stakeholders are unlikely to be positive, what will get them to support your project? If you 

are unable to gain stakeholder support, how will you manage their opposition?
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Stakeholders (internal/external scan)

Keep Satisfied

Low  Interest  High
Table 1. Power/interest grid. Adapted from “Getting stakeholder engagement right,” by R. Pichler, 2017, [Web log post]. Retrieved March 8, 
2018, from https://www.romanpichler.com/blog/stakeholder-engagement-analysis-power-interest-grid/. Copyright 2017 by R. Pichler.
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Lorem ipsum dolor sit amet, consectetuer 
adipiscing elit, sed diam nonummy nibh euismod 
tincidunt ut laoreet dolore magna aliquam erat 
volutpat. Ut wisi enim ad minim veniam, quis 
nostrud exerci tation ullamcorper suscipit lobor.

Ut wisi enim ad minim veniam, quis nostrud 
exerci tation ullamcorper suscipit lobortis nisl ut 
aliquip ex ea commodo consequat. Duis autem 
vel eum iriure dolor in hendrerit in vulputate tis 
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nisl ut aliquip ex ea commodo consequat. Duis 
autem vel eum iriure dolor in hendrerit in 
vulputate velit esse molestie consequat, vel illum 
dolore eu feugiat nulla facilisis at vero eros et 
accumsan et iusto odio dignissim qui blandit 
praesent luptatum zzril delenit augue duis dolore 
te feugait nulla facilisi.

Lorem ipsum dolor sit amet, cons ectetuer 
adipiscing elit, sed diam nonummy nibh. Ut wisi 
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Video: Stakeholder Analysis
(MindToolsVideos , 2018)

https://www.youtube.com/watch?v=9Fzfrcqqv5o


Resources and Costs
This step should be completed in parallel with the roles and tasks 
step.  Understanding the resources available to work with for your 
implementation is essential, as you will need to assign a resource 
to each task that needs to be completed.  “Resources are people, 
equipment, place, money, or anything else that you need in order 
to do all of the activities that you planned for” (Watt, 2014, p. 91).  
Having a clear list of these resources will be helpful when moving 
into planning the tasks and roles. Every implementation project 
will have different requirements, but the main resources required 
for every project are people, time and money. 

Create a list of your available resources to the right.  Start by 
identifying who your specific people and resources are, then follow 
that with identifying their overall availability.  From there move on 
to the materials you will need and assign an associated  cost.

Now that you have a list of what you will need to need to 
complete your implementation, and determine if it is realistic.  Ask 
yourself the following questions.

• Does the organization support the estimated costs?  

• Do you have enough people power to execute the change? 

• If you lack the budget or the commitment from key people, 
you may need to seek additional support.
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Materials

Availability

Costs
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Lorem ipsum dolor sit amet, consectetuer 
adipiscing elit, sed diam nonummy nibh euismod 
tincidunt ut laoreet dolore magna aliquam erat 
volutpat. Ut wisi enim ad minim veniam, quis 
nostrud exerci tation ullamcorper suscipit lobor.

Ut wisi enim ad minim veniam, quis nostrud 
exerci tation ullamcorper suscipit lobortis nisl ut 
aliquip ex ea commodo consequat. Duis autem 
vel eum iriure dolor in hendrerit in vulputate tis 
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nisl ut aliquip ex ea commodo consequat. Duis 
autem vel eum iriure dolor in hendrerit in 
vulputate velit esse molestie consequat, vel illum 
dolore eu feugiat nulla facilisis at vero eros et 
accumsan et iusto odio dignissim qui blandit 
praesent luptatum zzril delenit augue duis dolore 
te feugait nulla facilisi.

Lorem ipsum dolor sit amet, cons ectetuer 
adipiscing elit, sed diam nonummy nibh. Ut wisi 
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Video: Resource Planning in Project Management
(Project Management Software , 2015)

https://www.youtube.com/watch?v=UW7Th9SdfjU


Roles Required

Tasks Required
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Roles and Tasks
The implementation of a learning technology cannot be done by just one person. 
You must have a team and your organization fully behind you to create a smooth 
and successful transition. As the leader you need to “build a strong united front, 
ensuring commitment to the initiative” (Biech, 2007, p. 31). First you need to determine 
what roles will be needed for implementation, whether that be subject matter 
experts, instructional designers, information technology analysts, or senior 
executives. A review of stakeholders may be beneficial here as you may find many 
of the stakeholders may have a role to play in the implementation process.

Once you have compiled your list of personnel needed, you can move onto 
formulating the tasks required of each of them. Be conscious of each members’ 
skill set to determine whether the task required of them is appropriate and 
whether their workload is reasonable. It may be helpful to consult with members 
of the team in case certain roles or tasks may be forgotten. See the video below 
on tips for assigning roles and responsibilities using the RACI matrix which can 
help determine the responsibility, accountability, consultation and information 
for team members (Kantor, 2018).
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Lorem ipsum dolor sit amet, consectetuer 
adipiscing elit, sed diam nonummy nibh euismod 
tincidunt ut laoreet dolore magna aliquam erat 
volutpat. Ut wisi enim ad minim veniam, quis 
nostrud exerci tation ullamcorper suscipit lobor.

Ut wisi enim ad minim veniam, quis nostrud 
exerci tation ullamcorper suscipit lobortis nisl ut 
aliquip ex ea commodo consequat. Duis autem 
vel eum iriure dolor in hendrerit in vulputate tis 
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nisl ut aliquip ex ea commodo consequat. Duis 
autem vel eum iriure dolor in hendrerit in 
vulputate velit esse molestie consequat, vel illum 
dolore eu feugiat nulla facilisis at vero eros et 
accumsan et iusto odio dignissim qui blandit 
praesent luptatum zzril delenit augue duis dolore 
te feugait nulla facilisi.

Lorem ipsum dolor sit amet, cons ectetuer 
adipiscing elit, sed diam nonummy nibh. Ut wisi 

Fin
ish

Lorem ipsum

����
����� ��� ���������

The Implementation Game

Video: Task Team Roles
(Todd Dewett, 2013)

https://www.youtube.com/watch?v=kSoN9mfZvRQ
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Lorem ipsum dolor sit amet, consectetuer 
adipiscing elit, sed diam nonummy nibh euismod 
tincidunt ut laoreet dolore magna aliquam erat 
volutpat. Ut wisi enim ad minim veniam, quis 
nostrud exerci tation ullamcorper suscipit lobor.

Ut wisi enim ad minim veniam, quis nostrud 
exerci tation ullamcorper suscipit lobortis nisl ut 
aliquip ex ea commodo consequat. Duis autem 
vel eum iriure dolor in hendrerit in vulputate tis 
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nisl ut aliquip ex ea commodo consequat. Duis 
autem vel eum iriure dolor in hendrerit in 
vulputate velit esse molestie consequat, vel illum 
dolore eu feugiat nulla facilisis at vero eros et 
accumsan et iusto odio dignissim qui blandit 
praesent luptatum zzril delenit augue duis dolore 
te feugait nulla facilisi.

Lorem ipsum dolor sit amet, cons ectetuer 
adipiscing elit, sed diam nonummy nibh. Ut wisi 
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Initiation

Planning

Implementation

Closing

Timelines and Milestones
At this point, you should be able to envision a timeline with meaningful 
milestones at different stages. To get you thinking, Watt (2014) describes the four 
phases of a project lifecycle that you can reference on what needs to be done at 
various points of implementation. The phases are:

1)  Initiation – identifying the need for implementation

2)  Planning – setting out the steps needed to meet that objective

3)  Implementation (Execution) – enacting the process of implementation

4)  Closing – completing the implementation process

In the activity to the left, try to set out a timeline for each of the four phases and 
create milestones that show the progress that is made at each point. Make sure 
that the timeline is realistic by considering the resources and staff you have 
available (reference the previous sections if needed). Organizational readiness can 
also be a factor whether it be the mindset of staff members or the feasibility of 
implementation. As Weiner (2009) aptly describes it, “implementation is often a 
team sport” (p. 2)  and therefore team check-in sessions are recommended as part 
of your milestones to make sure everyone is on the same page. Refer to the video 
link below for more information on the project lifecycle.

The Implementation Game

Video: The Project Management Life Cycle
(Project Management Videos, 2014)

https://www.youtube.com/watch?v=POuGKD3xLqs


       The Implementation Game
A Planning Tool for the Implementation of a Learning Technology

Summary
Complex projects that involve the implementation of any new technology 
within an existing organization requires careful planning and a detailed review 
of all factors involved. Depending on the size of the organization, the number 
of different factors can be vast and may include organizational alignment, 
stakeholders, resources and costs, roles and tasks, and timelines and milestones 
(Al-Haddad and Kotnour, 2015; Weiner, 2009; Watt, 2014). The ultimate goal 
of a learning technology implementation project is to ensure a seamless 
integration of an LT within the organization. The use of project management 
tools, such as The Implementation Game, gives the project team and manager 
a clearer direction about the overall organization and will help create “a project 
procurement plan that recognizes the most efficient and effective procurement 
approach to support the project schedule and goals” (Watt, 2014, p. 34).
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