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Abstract 
An-Najah National University (ANU), a Palestinian non-governmental public 
university located in Nablus in the northern part of Palestine, serves 17,807 
students with 1020 professors in 11 faculties, and has been striving to inte-
grate technology in its systems to keep up with the global flux of change in all 
aspects of life. For 10 years An-Najah has pursued the integration of e-learning 
in residential, blended and fully online delivery. Following a brief summary of 
the history of An-Najah National University, change management strategies 
are featured, highlighting specific successful techniques. The case study con-
cludes a description of the change management model that emerged in addi-
tion to indicators of a great impact on students’ satisfaction and staff mem-
bers’ participation ratios. 
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1. Introduction 

ANU was established in 1977 and has emerged as the largest university in Pales-
tine, as well as Palestine’s leader in higher education. ANU is a public university 
that is supervised by a Board of Trustees. The university has over 17,807 stu-
dents and 1020 professors in 11 academic faculties. ANU offers both undergra-
duate and graduate degrees. 

ANU aspires toward improving the quality of its graduates through enhancing 
technology in teaching and learning (ANU, 2011). Over the last ten years, it 
moved toward excellence in teaching and learning, and improved its reputation 
not only in the Arab world but also among international higher education insti-
tutions with a clear vision that indicates dedication to promoting understanding, 
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providing the highest quality undergraduate and graduate education, and serv-
ing as a leader in the scientific research. ANU acts as a base for sustainable de-
velopment by encouraging students and the University community to assume 
leadership roles and to participate in serving the society  
(http://www.najah.edu/page/2674). 

ANU has effectively participated in many e-learning projects, and its faculty 
members have designed pilot-blended courses, especially in the faculties of engi-
neering, education, and information technology. In 2010 ANU published more 
than 120-recorded lectures as a prelude to its institutional staging of an e-learning 
strategy. In 2012, the e-Learning Center was established under the supervision of 
the vice president of Academic Affairs and the director of pedagogical affairs. Six 
technicians were employed for this purpose, and two instructional designers are 
currently working at the center on a part-time basis. A strategic committee for 
e-learning was formed whose main responsibility is to set rules and regulations for 
the center, and to follow up the university’s transition into e-learning. The com-
mittee usually meets twice per semester. The University Computer Center, re-
sponsible for the administration of the learning management system, also recog-
nized the need for the e-Learning Center and supported the initiatives. From the 
aforesaid effort, it is noticed that the researchers aimed to document the university 
willingness to integrate technology in its systems for all the faculty members. 

2. Statement of the Problem 

One of the main barriers to any change management strategy is managing the 
human dimension of acceptance and resistance. A significant obstacle to the in-
tegration of technology into education at ANU was the faculty members’ resis-
tance to considering new teaching techniques. Many faculty members preferred 
to use their old traditional methods of teaching. This may be due to either the 
faculty members’ lack of instructional technology skills, or to the lack of signifi-
cant understanding of the importance of e-learning and its impact on the quality 
of instruction (Mallinson & Krull, 2013). This phenomenon of resistance to the 
new teaching techniques was identified in many other e-learning initiatives and 
could significantly impact progress of the integration of technology into teaching 
practices as admitted by Moershell (2009) who also added another point in this 
regard which is the specific culture of the institution which can play a role to-
wards reinforcing the resistance, in correlation with the individual’s nature of 
the employees, which tend to be uncooperative.  

The majority of resistance literature is focused on its causing factors, specifi-
cally the adoption of online learning. Berge and Muilenburg (2001) identified 64 
barriers or factors of resistance to distance education that were grouped into 10 
factors. Harvey and Broyles (2010: p. 112) identified 20 factors of resistance and 
pointed out the antidotes to them. 

3. Methodology 

This research project used primarily a qualitative approach including data 

http://www.najah.edu/page/2674
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collected through three main instruments, interview protocol, observations and 
analysis of supporting and related documents. This study was developed with re-
liance on input collected in the form of interviews with students, deans, faculty 
members, and decision makers at ANU. Ten of the interviews were conducted in 
order to understand the vision of the university towards e-Learning. These in-
terviews were conducted with university president, and Deans of faculties at the 
university. Each interview was open and lasted for one hour. What distinguished 
each interview was the concentration on the university policy, understanding 
and attitudes of the University for ELearning, its readiness for eLearning, ob-
stacles and opportunities were also discussed. As the main author who is the di-
rector of eLearning center and the responsible person for capacity building of 
faculty members in eLearning, she was able to observe the training sessions and 
took notes of the faculty members who participated in the training and recorded 
their comments, practices and attitudes.  

Analysis of policy document such as the University’s strategic plan, e-learning 
Center reports and surveys, as well as the minutes of e-learning workshops and 
meetings was also conducted. Finally, the lead investigator’s observations and 
daily experiences as the director of the e-Learning Center were also captured and 
reviewed as a historical log of events. Understanding the principal investigator 
was also a stakeholder in the change management process is one limitation of 
this research approach. The model is presented for consideration by other similar 
institutions undertaking this or related change management initiatives. Figure 1 
illustrated the whole methodology section which is a representation for NNU 
emerging plan. 

 

 
Figure 1. Emerged model. 
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4. Developing an E-Learning Strategy 

As stated by Haugen (2004), E-learning projects are mostly without an effective 
pedagogical approach, which can reduce the potential of the learning process. 
Being an online teacher requires a lot of reflections on how to construct and run 
the course over the Internet. Many higher education institutions have not expe-
rienced the full potential of e-learning because the initial initiative overempha-
sizes the use of technology rather than the pedagogical advantages. Often, in 
these initiatives, little attention is given to change management strategies 
(Mackenzie-Robb, 2004). Initiating a plan for e-learning and developing a model 
customized to the culture and history of ANU was a difficult and iterative 
process. Critical success factors had to be identified (Engelbrecht, 2003) and 
challenges had to be discussed. The use of ICT (Information Computing Tech-
nology) had to be integrated into all levels of university management and 
processes in order for the strategy to conform to and fit the culture and vision of 
the university. This vision was reached after raising many questions and discus-
sion took place in order to describe the future of e-learning at ANU. Some of 
these questions were: 
• Why does ANU need e-learning, to what outcome? 
• What form of e-learning suits our learner as well as our system? 
• How does ANU define e-learning? 
• Does ANU’s vision fit a national strategy supporting e-learning in Palestine? 
• Is e-learning visible and supported in ANU’s strategic plan? 
• Are there any national regulations that may impact e-learning at ANU?  
• What are the best practices in e-learning? 
• Are the units to be impacted by e-learning at ANU ready for e-learning? 
• Are faculties’ members and students ready for change brought on by 

e-learning?  
• Do we need to introduce an incentives program to stimulate the adoption of 

e-learning? 
• Can change happen quickly at ANU in regard to the introduction of 

e-learning? 
• Which is the best model for change management around this initiative? 
• What are the main challenges and threats to e-learning? 
• Are other departments already supporting e-learning at ANU? 
• How can we document and record our change management experience? 
• How many students should be enrolled in each e-learning course? 
• Do we need virtual spaces for synchronous meetings?  

Many of the above-mentioned questions were answered. A few were still un-
der discussion and in need of additional time and research in order to arrive at 
the most suitable approach. Lessons learned from the change management expe-
rience continued to influence forward progress. Capturing the most appropriate 
practices for ANU continued and would be disseminated in the coming few 
years. Plans were also being developed to gauge the impact of e-learning on 
learners’ achievements and students’ motivation.  
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A clear and concise vision for the e-Learning Center was developed through 
interviews, discussions, and roundtables with learners, faculties’ members, 
deans, and decision makers. The e-learning integration plan was articulated in a 
vision statement that sought to “integrate information and technology into 
learning in order to reach a highly competitive quality of teaching and learning 
outcomes among universities, national and international communities, and 
hence brought further knowledge to societies about the benefits of e-learning” 
(ANU, 2016).  

Eight main goals were developed in order to achieve the vision of e-learning:  
1) To arrive to a high-quality education in both learning and teaching, in order 

to achieve the best education. 
2) To compete locally and globally with the higher education institutions.  
3) To meet the changing needs of today’s learners. 
4) To improve the environment of e-learning. 
5) To improve the quality of e-learning outcomes. 
6) To enhance the capacity of instructors and learners in pedagogy. 
7) To increase awareness towards e-learning. 
8) To design high-quality blended courses. 

These goals were the result of a SWOT analysis at ANU. The SWOT analysis 
was conducted with senior staff of the university through which, the strengths, 
weaknesses, opportunities, and challenges of ANU were analyzed and discussed 
with senior management level and with faculty members. Many strengths were 
identified through the initial conducted SWOT analysis. One critical strength 
was the awareness and readiness of the senior management at ANU to recognize 
the importance of integrating technology into teaching and learning. This was 
not strictly for the sake of the use of technology but rather for two important 
reasons: First, senior management recognized that the technology and informa-
tion revolution had affected all aspects of higher education, and that ANU had 
the responsibility for their students and faculties to empower the ANU educa-
tional system with appropriate technology in order to be part of the digital 
world. Secondly, ANU was working toward excellence in teaching and learning 
and was hence concerned with its international reputation. For these reasons, 
the university desired to enhance the quality of instruction according to interna-
tional quality standards. This enhancement would be achieved by utilizing dif-
ferent tools and strategies in teaching and learning to meet the needs of its 
learners and prepare them for today’s workplace. 

The SWOT analysis also revealed tremendous e-learning opportunities at 
ANU. These included many dimensions, such as: the technological infrastruc-
ture of the university, especially evident in the new campuses design and con-
struction. These opportunities increased in prominence with the emergence of a 
strategic plan that had already adapted e-learning into its strategic goals. Four of 
the main goals of ANU’s strategic plan reinforced the importance of e-learning; 
namely: 
• Provide ongoing training for faculty members on modern teaching methods. 
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• Train faculty to use information technology in the educational process. 
• Encourage e-learning as a means of reinforcing the educational framework. 
• Implement regulations and instructions consistent with international quality 

standards such as Quality Matters. 
This comes in addition to the previous experiences of many faculty members 

who have already participated in projects aiming at the design of online courses.  
One of the main weakness or threats to this e-learning initiative was the resis-

tance from faculties’ members to the use of modern methods of teaching and 
learning and a shift toward a more learner-centered approach. An additional 
threat was the lack of national rules and regulations for e-learning in Palestine. 
The limited financial resources also posed a major weakness at both ANU and at 
the national levels. 

5. The Emerging Model for E-Learning at ANU 

In arriving at this new model, Tony Bates’ model of planning for e-learning was 
reviewed, which proposed that the transformation into e-learning undergoes five 
consequential stages: 
• Stage 1 “Lone Rangers” (Bates, 2000): These are the early adopters of 

e-learning. In their approach, e-learning is introduced through the initiative 
of individual faculty members or instructors, often with no immediate or di-
rect support from the institution. 

•  Stage 2 Encouragement: The activities of the early adopters attract the at-
tention of senior administrators, who try to support them with small grants 
or a slightly reduced teaching load. 

• Stage 3 Chaos: After a period of time, a growing number of instructors em-
brace e-learning, but the administration begins to feel worried about issues of 
quality, duplication of effort, and lack of technical standards, such as the 
need to support different course development platforms, and above all, the 
costs of scaling up to large numbers of classes and instructors. 

• Stage 4 Planning: The senior administration realizes that priorities need to 
be set, common technical standards established, technical, design, support 
and training for faculty or instructors developed, and hence locating the most 
cost effective ways of developing e-learning so that both the budget and in-
structor workload can be controlled. 

• Stage 5 Sustainability: The institution has established a stable system of 
e-learning that is cost effective and scalable. Few institutions to date have 
reached this stage.” (Bates, 2007: p. 48) 

The above model was studied and adopted as an initial frame with which to 
initiate the e-learning model. Following the SWOT analysis, a vital concern 
emerged: if ANU reaches the third stage of chaos based on the authors of pre-
viously documented experiences, there will be a great danger of not being able to 
move out of it. Therefore, a new model was designed with modifications to the 
model posed by Bates. The model is nick-named “Go with the horse that pulls”. 
This model involves six phases: 



S. J. Affouneh, A. A. A. Raba 
 

195 

5.1. Raising Awareness 

The first and most important phase is to raise awareness and to deploy an 
e-learning culture. This phase began with a structured orientation. Sixteen 
workshops in different faculties were conducted to answer the questions of why 
should e-learning be adopted? What does it mean? and are we in need of 
e-learning? 90% of each faculty members participated in each workshop. Calvo 
& Rungo (2010) in this regard emphasized the importance of the consensus of 
the institution in agreeing on the purpose of e-learning, for the purpose of 
building common understanding. As an initial step, a draft working paper was 
developed with suggested definitions for different conditions, and a workshop 
was held with the participants who included initiators, deans, directors, and vice 
presidents at ANU. Online learning, blended learning, enabled learning, syn-
chronous learning, asynchronous learning, instruction design, multimedia, and 
learning management systems were discussed, and definitions for each were 
agreed upon. As a result, blended and enabled learning were chosen to be the 
most appropriate models for e-learning at ANU. 

Blended learning was defined as the ability to deliver learning as both online 
and face to face with the percentage of 75% face to face and 25% online. All the 
course content would be designed online after being assessed. While enable 
learning mode was defined as the use of technology for communication between 
learners and their instructors in various ways, and a portion of the course con-
tent would be online. The above definitions were used specifically for this model 
at An-Najah National University.  

Excellence in teaching and learning was the terminology used to express the 
university policy, despite the delivery method whether electronically or face to 
face. Many studies referred to this approach (Fee, 2009: p. 13) and concluded 
that e-learning should not be distinguished from learning since it is simply 
another form of learning and consider it as a tool not a goal in itself. Questions 
arose as to whether e-learning was seen as supplementary or as a replacement to 
the traditional standards of teaching, and it was collectively agreed that 
e-learning should be integrated into learning based on content, learners’ needs, 
and the wishes of faculty members. Manuals, brochures, Web Pages and a Face-
book page were developed for this purpose. Based on the workshops evaluation 
sheets, faculties’ members held positive attitudes toward e-learning, and the 
process continued.  

5.2. Capacity Development 

As emphasized by Rosenberg (2007), this phase is the heart of change manage-
ment having the right technology, the best content and skillful employees will 
not lead to success in e-learning. Faculty members, staff and deans are the key 
factors for successful transition, and it is essential to train them to become com-
petent e-learning facilitators (Engelbrecht, 2003: p. 38). 

The philosophy behind the program involved beginning with aspiring indi-
viduals and leading young faculty members as the first adaptors of e-learning. 
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Training workshops were optional and upon request. All training material en-
tailed three themes: technical, pedagogy and spiritual aspects of e-learning, the 
entirety of which were developed in a way that concentrates on the knowledge, 
skills and attitudes of faculty and participants toward e-learning, which was 
viewed as key to moving forward. Best practice in adult learning was imple-
mented where active learning strategies were implemented. The design of the 
program enables each faculty member to decide and choose how much they 
need to learn, and how much they want to learn. The program offers different 
options for learning, such as face-to-face workshops, self-running training 
courses, one to one training and peer-to-peer sessions.  

Resistance to the model was ignored and instead a “go with the horse that 
pulls” strategy was emphasized. This strategy inhibits any unfruitful dialogue or 
discussion that may lead to nowhere in the e-learning process. Nonetheless, the 
opinions of faculty members were respected; but opponents to the model were 
informed that support would be given to them upon their request, when they 
feel they are ready to engage in e-learning. Success stories were deployed and 
discussed in the form of roundtables. An Incentives system was created and im-
plemented, which included example rewards, acknowledgments, and various ce-
remonies. The idea was to encourage faculty members and to show them the 
benefits of e-learning, without putting pressure on them. After each workshop, 
more faculty members began to integrate technology into their teaching me-
thods, which occurred in different levels and manners, such as in the form of 
self-directed pathways, and independent learners. McQuiggan (2012: p. 32) con-
siders this as an important issue, especially among adult learners.  

Training was not focused on how to teach online courses only but also on lo-
cating the best practice in teaching face-to-face, since teachers usually teach as 
they were taught, and training workshops were considered as an opportunity to 
learn about modern teaching strategies (McQuiggan, 2012). All training courses 
were developed upon the feedback received in the reflection sessions, which bore 
in mind the perspectives of participants, in order to meet their needs. Different 
faculties proposed different needs and strategies. All training workshops were 
limited to 25 participants each, in order to give opportunities for discussion, two 
moderators led each workshop.  

By the end of the first year (2013), 35% of faculty members were successfully 
trained on instructional design, moodle, social media, active learning, e-learning 
ethics, and authentic assessment, while over 70% of faculty members partici-
pated in the e-learning orientation workshops. As indicated in the evaluation 
sheet of the training workshops, over 80% of participants were satisfied with the 
training and have expressed a desire to participate in further advanced training 
workshops (e-Learning Center, 2013). One important indicator of success was 
the shift from calling for the conduction of trainings from our side, to preparing 
training workshops upon the request of faculty. This shift was initiated by the 
faculty of engineers, where 25 faculty members participated in an all-day work-
shop during their weekend.  
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And by the end of year (2016), 82.1% of faculty members were successfully 
trained on instructional design, moodle, social media, active learning, e-learning 
ethics, and authentic assessment (e-Learning Center, 2016).  

5.3. Piloting-Designing and Implementing Blended Courses  

This phase began with a call for faculty grants by the center for excellence in 
teaching and learning which the e-learning center worked cooperatively with. 
Fourteen courses were selected to be designed online and implemented as 
blended courses under the supervision of e-learning, excellence in teaching, and 
learning centers. The remaining 31 courses were designed, implemented, and 
evaluated according to specific criteria. Table 1 reveals the number of developed 
courses in the last year. 

By the end of the second semester of the year 2015-2016, 1062 courses were 
designed, 121 courses were evaluated and taught as blended courses, while the 
rest are enabled courses through which the teacher can use moodle as an inter-
active learning environment in order to involve students in their learning 
process, which will be conducted in the form of forums, e-assignments, and 
quizzes.  

Four courses were chosen as models to be accessed by faculty members in the 
training workshops. A team consisting of an instructional designer, a multime-
dia specialist, and a subject matter expert worked together to develop each 
course. The roles of each of the faculty members differed from one course to 
another according to the background of the subject matter expert and his inter-
est in e-learning. In assigning these roles, more attention was given to the quality 
of the designed courses so as to raise the standards accepted by the second gen-
eration of e-learning designers.  

5.4. Planning 

A three-year action plan was developed which described the aims, activities, 
needs, and timeframe of the e-learning process and responsibilities. By the end 
of the third year, all faculty members would have been trained in e-learning, 
while reflecting on their traditional ways of teaching, thus enabling them to 
practice a new strategy of modern teaching that concentrated more on the needs 
of the learners, as well as on real life experiences, and technology would be sug-
gested as an optional choice for them. 

A variety of resources must be allocated for e-learning, as the first year of 
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working with e-learning was with limited resources, which included the volun-
teering of all committee members in order to support the university in its trans-
formation stage. Today, the e-Learning community is increasing gradually 
within the university, and the culture is quickly moving from one faculty to 
another through peer-to-peer support.  

5.5. Assessment and Evaluation 

An evaluation committee was formed for the purpose of evaluating the blended 
courses. The committee consisted of five members from different disciplines 
who have previous experience in evaluation, and have already designed taught 
blended courses. The committee began its tasks with developing their own eval-
uation criteria, which was carried out after studying and analyzing the available 
international criteria for assessing the quality of e-learning courses. These in-
cluded the Penn State quality Assurance Standards and the Sloan Consortium 
scorecards for online courses. 

The main themes of the criteria developed were the general layout and organ-
ization of the course; the intended learning outcomes related to course content; 
learning resources; language used; learning strategies—learner centered ap-
proach, accessibility and finally evaluation and assessment tools.  

As part of this process, 121 courses were evaluated, and feedback was given to 
teachers and designers, while courses were improved upon the recommenda-
tions of the evaluation committee. The committee considered the evaluation as-
pect of the program as a learning process, since many issues arose during this 
process, which were negotiated throughout the discussions. One of the main 
important lessons learned from the observations of the committee was common 
misuse between the objectives and the intended learning outcomes among fa-
culty members. As a result, a training workshop was established specifically for 
faculty in order to develop their skills in managing and designing their syllabus.  

5.6. Generalization and Sustainability 

An-Najah National University looks forward to reaching this stage in the com-
ing three years, as clearly indicated in its e-learning plan. One big indication that 
shows the university’s strive in this regard was the establishment of the 
e-Learning center which is responsible for following up the spread of eLearning 
for all the faculties. Besides, this centre is also responsible for capacity building 
of all staff members, administrative staff and students as well. A strategic plan 
for eLearning was developed and discussed and approved by the university poli-
cy makers. Resulting from the efforts of the e-learning centre at ANU willingness 
to integrate technology has been shown in the great number of courses that are 
run on the moodle. Figure 2 shows the increasing number of the distribution of 
e-courses per semester since the beginning of emerging e-learning.  

6. Qualitative and Quantitative Indicators of Success 

Table 2 shows all the events, training sessions, exams, the construction of 
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Figure 2. Distribution of courses per semester. 

 
Table 2. Success indicators of the emerging model from 2012 until end of 2016. 

Indicator Analysis Description 

The percentage of Learners’ positive 
attitudes toward e-learning raised from 
65% to 80% 

A pre-online survey was conducted in September 
2012, and a post-survey was conducted in April 
2013. 

Between 2012 several orientation workshops 
for learners were conducted, and many of 
them were enrolled in Blended courses 

82.1% faculty members participated in 
81 training workshops 

Different topics such as moodle, instruction 
design, social media, evaluation, and active 
learning were incorporated into these workshops. 

The workshops delivery mode used best 
practice in training concentrating on 
participants’ previous background. 

287 courses were developed as blended 
courses 

The ratio of the e-learning aspect of each course 
differs between faculties. 

Course content was all developed online but 
the delivery mode differs according to the 
instructor and type of course, and learners’ 
needs. 

Teachers’ qualification diploma was 
designed and offered partially online. 
The diploma consisted of 14 courses. 

This diploma was offered in cooperation with the 
Ministry of Education, and it was one of the first 
programs that offered blended courses. It is 
expected to participate in raising the awareness of 
school teachers toward e-learning, and to improve 
their IT skills. 

In the diploma external evaluation this issue 
was considered to be a privilege for our 
university. 

500 short-session trainings were 
conducted for learners 

At the beginning of each course, learners were 
offered training on how to use moodle and online 
exams. 

Learners’ computer skills were better than 
faculty members’ skills since they were 
digital generation 

A policy for conducting online exams 
was agreed on and up to 30% of learners’ 
final scores could be computerized 
exams or online assignments 

The evaluation system in the university was 
developed to match the new method of teaching. 

Paper- based exams were used to be the 
most popular method used for evaluating 
learners’ achievements. 

81 orientation sessions were conducted 
to raise the faculty members’ awareness 
toward e-learning 

In each faculty, a workshop was conducted with 
the participants of all faculty members and 
technicians. 

This was to discuss e-learning concepts, 
advantages and the impact of technology on 
education. 

85% of the University learners were 
enrolled in the moodle 

They participated in blended courses or enabled 
courses. 

 

A website for e-learning Center was 
developed 

http://www.najah.edu/ar/elearning  

A Facebook webpage was created for any 
technical support for faculty members 
and learners 

https://www.facebook.com/elc.nnu  

(ANU, 2016) 

http://www.najah.edu/ar/elearning
https://www.facebook.com/elc.nnu
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e-courses along with incentives and awards being offered by the university to be 
as lain indicators of the university emerging model from 2012 until end of 2016. 

7. Conclusion and Future Interventions  

ANU is seeking to become a leader of blended learning in Palestine, and to de-
velop a suitable learning environment for itself in both the real and virtual 
worlds. This paper presented the ANU experience of managing its shift to 
e-learning, and reported on its model in e-learning as a new and emerging one. 
Strengths and weaknesses were discussed, and future interventions were also ex-
plained. As planned for the future of e-learning at ANU, further research should 
be conducted to measure accurately the impact of e-learning on improving the 
general learning environment. Faculties at the university expressed a strong 
commitment to e-learning in different ratios, while some of them were still in 
need of further encouragement. Additional financial support is needed to be able 
to continue the work and to achieve the university’s excellence. Cooperation and 
support from different university units, centers, and faculties empowered the 
center of e-learning at ANU, and the center hoped to continue to receive such 
support and encouragement in order to achieve its objectives, and to establish a 
larger, more cohesive e-learning society in all parts of Palestine. 
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