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In 2008, the University of Montana, Missoula sought to revise its prior approach to online learning.
In collaboration with the campus’s Academic Information Technology Committee and other campus
stakeholders, Continuing Education leadership crafted a strategic plan for UMOnline, a large-scale,
branded effort to integrate online learning into the fabric of the university’s academic operations and
support campus and state strategic plans. The statewide Montana Board of Regent’s plan had already
recognized the inefficiencies in the state’s sporadic online learning efforts and the unmet higher educa-
tion needs of many of Montana’s citizens (MT BOR Strategic Plan, Revised 2008, http:/mus.edu/data/
strategic_plan.asp). Likewise, the university’s comprehensive strategic plan, developed by the provost’s
Academic Planning Council, charged the campus with finding ways to better serve students while
at the same time “reducing the resident undergraduate population.” The campus strategic plan also
tasked the institution to “develop the capability and infrastructure for use of information technology
to increase the efficiency and productivity of the campus and the state” (University of Montana 2008
Strategic Plan, www.umt.edu/plan/stratplanning.html).

Together, these statewide and campus goals presented both a challenge and an opportunity for the
campus at Missoula. According to the Strategic Plan, the campus’ long engagement in online learn-
iIng was an “experimental” endeavor, and while there was value in the experimentation this approach
afforded, it was no longer sufficient in light of state and campus needs. During this time, the campus
was undertaking a review of its internal structures, services, and overall capacity for online learning.
The response was a comprehensive plan for academic enterprise integration of online learning through
UMOnline. This plan laid out a detailed framework to support these overarching goals:

Modify and improve faculty development and training
Improve student life cycle issues and support

Expand the scope of selected degree programs
Develop marketing strategies for UMOnline

Implement “careful and continual” examination of financial and resource investments

These core planning elements not only reflect a commitment to integrate online learning as an avenue
for success, but also embody the key large-scale questions that are critical components of successful
strategic planning and implementation efforts.
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The Substance of the Planning Process:
Who Participates and What Matters Most
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Many large public universities face the simultaneous challenges of fostering robust research agendas,
teaching graduate and undergraduate students, and serving the needs of the region and the state.
These challenges may add layers of complexity to the planning mix as campus leaders consider mission-
appropriate ways to integrate online learning on campus. This complex landscape, however, has not
deterred institutions from figuring out a “best fit” approach for the strategic use of online learning. For
example:

In 2003, Clemson University considered the reorganization of its existing Continuing Education unit
in conjunction with the university’s strategic planning process. The campus strategic plan reorganized
academic oversight into five colleges that coordinated “strategic emphases” across academic units
(“Planning for Clemson'’s Future,” 2003). Since then, distributed learning, which includes online offer-
ings, has assumed a targeted approach through the provost’s office. Online learning now is coordinated
through the College of Health, Education and Human Development (HEHD). HEHD is charged with han-
dling the administrative operations of approximately five graduate programs and over 200 courses for
undergraduates. Individual colleges and departments handle the curricula oversight for these programs
and courses.

Accompanying this reorganization, Clemson has taken deliberative steps to integrate its distributed
education efforts into its strategic plans. In December 2008, President James Barker commissioned
several “budget task forces” to explore ways to increase generated revenue and decrease costs. One
of those groups was tasked with exploring the various distribution systems for learning opportunities.
This group was comprised of both academic and administrative staff and a student representative, and
its charge was completed in February 2009. As an outgrowth of those efforts, President Barker has
charged three steering committees to continue the effort and implement the appropriate recommenda-
tions. One of the steering committees is examining continuing and professional development efforts;
another is looking at the possibility of adding a winter session between the fall and spring terms. The
third steering committee is charged with looking at all of the policies, procedures, and processes related
to distributed education. All three of the committees are exploring ways to expand and extend learning
opportunities to students both on and off campus while streamlining processes and providing effective
support systems for teachers and learners.

www.clemson.edu/provost/documents/cuacademicplan.pdf
www.odce.clemson.edu
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The University of Central Florida (UCF) has endorsed online learning as a strategic priority to increase
educational access for all of its students. UCF's fully online offerings include graduate degrees, graduate
certificates, and undergraduate degree completion programs, with additional programs in develop-
ment. Online learning at UCF comprises three delivery modalities: (1) fully online courses where there
is little or no requirement for students to be physically present on campus; (2) mixed-mode or hybrid
offerings where part of the course is delivered in a traditional classroom environment and part of the
course is delivered via technology; and (3) traditional, face-to-face courses that include Web-based
technology enhancements to expand and improve the student experience.

UCF has established a comprehensive, tiered professional development plan for faculty who wish to
teach online. This program satisfies regional accrediting requirements for online instruction and, just as
importantly, ensures that the expected level of quality is included in every distributed learning course.

The first tier of UCF's faculty development program is called IDL 6543. This award-winning program
presents a model to faculty users of how to design and deliver an original online or mixed-mode course
using a combination of seminars, labs, consultations, and Web-based instruction. It is cohort-based
and delivered to faculty in a mixed-mode format. The curriculum addresses broader technology skills,
pedagogy, and logistics than other faculty development programs related to distributed learning, and it
requires approximately 80 clock hours to complete. UCF's Center for Distributed Learning (CDL) collabo-
rates with the university’s academic units to select participants for IDL 6543 and provides meaningful
incentives for them to complete the course. Faculty who successfully complete IDL 6543 receive a finan-
cial stipend for their participation and a laptop computer to use during their online teaching experience.

The second tier is a self-paced online program titled, ADL 5000. This program is designed to prepare
faculty to deliver a course that has been previously developed by another faculty member. The purpose
of ADL 5000 is to help faculty understand the design of the existing course and succeed in its delivery.
ADL5000 addresses many of the important pedagogical, logistical, and technological issues involved in
delivering effective online courses. The time commitment is approximately 35 clock hours, and partici-
pants may begin at any time.

The third tier is entitled Essentials. This self-paced online workshop

is designed to ensure that faculty possess the basic knowledge and LINKS

technical skills required to develop and deliver a traditional course UCF: http://www.ucf.edu

that contains Web enhancements. Center for Distributed Learning: http://online.ucf.edu
Teaching Online at UCF: http://teach.ucf.edu/

Once faculty have completed these development programs and IDL 6543: http://reach.ucf.edu/~idl6543

begin to teach online, they are encouraged to continue to work with ADL 5000: http://reach.ucf.edu/~adI5000

the UCF instructional design team on future course development. Essentials: http:/reach.ucf.edu/~essentials

Many participants also are recruited into the role of “Web vets” Additional preparation for teaching online:

who make themselves available as mentors to others who are just http://teach.ucf.edu/resources/training

beginning to teach online.
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Faculty Incentives for Development and Delivery of Online Content
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At the California State University, Fresno, campus efforts to support and engage faculty participation in
online learning are institutionalized within The Digital Campus. This all-encompassing support unit was
established with the assistance of a Title V grant from the U.S. Department of Education. The Digital
Campus includes instructional designers, technology trainers, and systems and technical support and is
staffed by career professionals and student assistants.

The Digital Campus provides financial incentives to faculty and ties those incentives directly to its
eScholars training program, a project-based professional development opportunity. To receive a $2,500
stipend, participants are required to complete training sessions and participate in online or face-to-
face discussions with their colleagues. With the help of an instructional designer, they are expected
to complete a project (an online course, hybrid course, media course module) and report the results
of their efforts at the university’s annual Conference on Excellence in Teaching and Learning. Projects
completed by eScholars have included:

Development of an online course

Use of Web 2.0 tools for presenting and organizing course materials

Production of animated presentations by the founders of Sociology (in talk-show format)
Production of information literacy tutorials

Captioned interviews with professional signers concerning ethical dilemmas encountered when

translating between signed and spoken English.

The eScholars program has successfully built and expanded online faculty expertise and capacity on
campus. The first cohort of eScholars was open to faculty members just beginning to teach online. This
cohort was required to complete four Blackboard training sessions, a workshop on Universal Design (ac-
cessibility), a session on copyright, and a semester-long hybrid course with three face-to-face meetings.
The second eScholars cohort focused on faculty members with extensive online teaching experience.
The goal was to produce exemplary online instructional materials and to prepare a cadre of faculty men-
tors. “Education for a Digital World: Advice, Guidelines, and Effective Practice from Around the Globe”
was used as the text, enhanced with relevant resources and experiences. The advanced eScholars ex-
plored the Blackboard Greenhouse award-winning courses and completed Sloan-C online workshops.
Overall, eScholars have benefited from:

The opportunity to reflect on their own teaching practices
The direct, immediate impact of the program on their own teaching

The opportunity to network with like-minded colleagues from other disciplines.

www.csufresno.edu/digitalcampus
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Institutional Policies Concerning Intellectual Property
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Institutional Resources for Students
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Student academic and support services are a key component of the Tennessee State University (TSU)
distance education (DE) program. Student support counselors are assigned to assist both undergradu-
ate and graduate DE students. The role of the counselor is to ensure the process for entering the
program is seamless and to act as a liaison to admissions, financial aid, health services, and other ap-
propriate university departments. The counselor also works closely with the academic units and the
assigned faculty advisors.

Student support service counselors ensure that students enrolled in TSU online or Regents Online
Campus Collaborative (ROCC) courses receive academic, admission, and financial advising via email,
telephone, or face-to-face appointments. The role of a student support service counselor is to:

Evaluate students’ readiness and learning styles for online learning
Monitor students’ academic progress

Assist with financial aid packages and scholarships

Provide counseling about programs of study

Inform students of available student services, program expectations, program costs, and the
university’s academic policies and procedures

Disseminate university communications via email, mailings, and the student portal.

TSU DE students are provided information on available student support services by email, direct mail-
ings, via the TSU DE Web site, the DE tab in MyTSU, and direct contact with student support ser-
vice counselors. A hyperlink to a listing of available student support services is embedded in each
elLearn@TNSTATE course. Prior to the start of each semester, the Office of Distance Education and
Multimedia Services hosts an orientation session for students and faculty who are registered for TSU
online courses. (Notification of this event is sent to students via email and published on the TSU Distance
Education Web site and the Distance Education tab in MyTSU.) Students enrolled in online courses for
the first time are required to participate in this orientation to become acquainted with the modality of
instruction and meet participating online faculty. The session covers information regarding access to the
TSU e-learning environment, proper login procedure, course communication, netiquette, and general
participation expectations within the virtual classroom. Students learn about all of the TSU student sup-
port services available for the distance learner.

Students who are unable to attend the face-to-face orientation have access to an online tutorial and
student support services information. Within the framework of each course, communication tools such
as email, discussion boards, instant messaging, and chat forums are used so students may interact
asynchronously with faculty and other students. TSU and ROCC Online faculty are advised to adhere to
the referenced teaching and learning standards and maintain constant communication with students
throughout the semester.

http:/mytsu.tnstate.edu
http://elearn.tnstate.edu
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Chapter Four

Forging Strong Institutional
Leadership and Effective
Communication

Front and Center: The Institutional Leadership
Imperative in Online Learning Initiatives
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Chief Communicators and the Message:
The President and the Chief Academic Officer
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Integrating Online Learning: Clear Communication with Faculty
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Interview participant observations and Faculty Survey data reveal a possible “disconnect” or mispercep-
tion between the faculty and administrators regarding the identity of faculty who have taught or are
teaching online.

Some interview participants noted the apparent reluctance of senior faculty to engage in online learning:

[Online learning] is a harder sell when you are dealing with senior faculty...Whatever we can do to im-
prove the information and knowledge and exposure for senior faculty may open up greater opportuni-
ties in terms of distance education.

—Faculty

I think the senior faculty need to have greater exposure to online learning, while at the same time pro-

tecting the integrity of the academic quality of courses. They need to be able to understand the value
[of online learning] and how academic integrity can still be protected.
—Faculty

However, Faculty Survey data indicate that even the most senior faculty (those with more than 20 years*
experience) report teaching online at rates similar to those of their junior counterparts. (See Volume Il
Figure 6)
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Integration into the Academic Structure:
Additional Communication Issues
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Chapter Five

Dispelling Myths,
Raising Questions,
Creating Opportunities
for Dialogue: Potential
Strategies for Campus
Leaders

1. Campus leaders need to better understand the
characteristics of the online teaching populations on their
campus and use communication strategies that target and
engage all faculty members.
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2. Campus leaders should maintain consistent communication
with all faculty and administrators regarding the role and
purpose of online learning programs as they relate to
academic mission and academic quality. Further, campus
leaders, administrators, and faculty must all work together
to improve the quality—or perceived quality—of online
learning outcomes.
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3. Campus leaders have the potential to expand faculty

engagement by better understanding what motivates
faculty to teach online.

4. Campus leaders and faculty governing bodies need to
regularly re-examine institutional policies regarding faculty
incentives, especially in this era of declining financial
resources. Perhaps most importantly, campus leaders
need to identify strategies to acknowledge and recognize
the additional time and effort faculty invest in online, as
compared to face-to-face, teaching and learning.
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Concluding Comments
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Appendix A

A+P+L+U-SLOAN NATIONAL COMMISSION ON ONLINE LEARNING
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Appendix B
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Appendix C

Study Purpose

Study Design
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Institutional Sample
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Interview Sample and Interview Data Collection Process
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Interview Analyses
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Study Validity and Data Set Limitations

Comparability Across Data Sets
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Why participate?
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Appendix E

Project study universe

Participation requirements
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Deliverables

Timeline
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Introduction
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Institution:

Contact:

Faculty Incentives and Support

Student Life Cycle Issues
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Institution:

Contact:

Senior Administration Leadership and Support
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Institution:

Contact:

Academic Quality and Effectiveness
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Institution:

Contact:

Administrative and Financial Models
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Institution:

Contact:

Technology in Online Learning
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