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IDL6543 Redesign Project 
 

Vision 
Phase 1: Build a new version of the faculty development course for delivering 
online instruction following findings and recommendations of the IDL6543 (IDL) 
Review Committee organized during the Fall 2009 and Spring 2010 semesters. This 
revised version of IDL will be delivered as a functional pilot during the Summer 
2011 semester. 

Beyond Phase 1: Introduce corrections or adjustments following the pilot. 

Document Overview 
This document outlines a structured project management approach to the IDL 
Redesign project currently underway at the Center for Distributed Learning (CDL). 
The document presents several strategies (i.e., represented herein as “scenarios”) to 
deploy resources along a varying timeline, which include resource allocation 
requirements and the department protocol necessary to achieve stated resource 
allocations. As with the previous project plan document, this document also 
identifies the risks to the project. Impact to other CDL related activities is discussed 
in conjunction with the scenarios. 

Project Goal and Scope (Recap) 

Preface 
Pursuant with the CDL mission to address the changing nature of faculty delivering 
online courses and programs at the University of Central Florida (UCF), this project 
will target the original goal of IDL6543 with changes suggested by the IDL Review 
Committee. Previously, the goal of IDL6543 has been concisely stated as the 
following: Faculty who participate in IDL6543 will be equipped to develop and 
deliver UCF courses in distributed modalities web-only (W) and mixed-mode (M). 
This goal remains valid; however, the details regarding the design of the faculty 
development course are the target of this project. 

Project Goal 
Within a timeline accepted and supported by the stakeholders, with the usual risks 
associated with projects, such as availability of resources, this project will deliver a 
redesign of the faculty development course IDL6543 ready for a full pilot by May 16, 
2011, which will address the broad recommendations from the IDL Review 
Committee. 

Project Scope 
The working statement of scope for this project is the following: the scope of the 
project is to deliver a redesigned course, IDL6543-v2011, which targets prioritized 
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skills and knowledge necessary to deliver type W or type M courses at UCF, which 
addresses the findings and recommendations of the IDL Review Committee, and 
which meets standards of quality or direction derived from research in the fields of 
instructional design, cognitive and motivation sciences, and education. 

The scoping statement in this document reflects targets for the final deliverable. The 
final scope statement will evolve through the first milestones to be delivered in 
conjunction with the milestone “Set Redesign Plan.” As with any similarly complex 
project, scope evolves from the dynamics of design, review, and consideration of 
available resources and time. The two milestones following the first milestone, “Set 
Project Scope, Prelim Timeline, & Initial Resource Requirements,” directly address 
the project scope that it will be finalized at “Set Redesign Plan.” 

The scope of the project at milestone 4, Set Redesign Plan, includes development 
efforts on 19 separate modules, which vary in delivery technique: online conceptual 
materials and activities, one-on-one instructional design consultations with faculty 
participants, face-to-face sessions, and online technical labs. Below is the working 
list of the 19 modules that comprise the redesign of IDL6543. Note that some of 
these topics have been developed during the preliminary phase of the project in the 
Fall 2010. 

1. PRE-IDL 
2. ONLINE CONTENT 1: Course Orientation 
3. CONSULTATION 1: Info Survey, Approach, Effort, ePacks 
4. FACE TO FACE 1: Welcome, Experienced View Points, Teaching Style, 

Strategies 
5. ONLINE LAB 1: Document Submission, Intro Webcourses, Course 

Organization 
6. ONLINE CONTENT 2: Objectives, Blooms, Case Studies, Web Vets, … 
7. CONSULTATION 2: Prep for Online Lab 
8. ONLINE LAB 2: More Linking, HTML Creator, Content Development 
9. ONLINE CONTENT 3: Library, Copyright, Accessiblity, Case Studies, … 
10. ONLINE LAB 3: Assessment, Respondus, Interactivity, Discussion Tools, … 
11. CONSULTATION 3: Lab Follow-up 
12. FACE TO FACE 4: Level2, Kogneato, WikisBlogs, Screencasting, … 
13. ONLINE CONTENT 4: Social Networking, Bookmarking, Course Management 

Strategies, … 
14. FACE TO FACE 4b?: Web Vets, Online Challenges, RITE, Poster Session 
15. CONSULTATION 4: Showcase Prep 
16. ONLINE LAB 5: Semester Startup, FWM, Course Maintenance, Completion 

Plan 
17. FACE TO FACE 5: Showcase 
18. CONSULTATION 5: Before Live Class 
19. IDL6543 EVALUATION 
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The details within each of these modules are preliminary. The project team did not 
have time leading up to the Set Project Plan milestone to complete this work. The 
team also notes that the details within each module are likely to change during 
production, as priorities are identified, duplicated or unnecessary topics are culled, 
or other insights arise to force topic adjustments. These 19 modules reflect the 
scope of work for the IDL Redesign project team, and no other document that may 
present details of this project will be considered the scope that the project team will 
work by. This document, or if this document becomes modified during the 
production phase by the project team through a process of discussion and 
consensus, is the only valid scoping statement for the IDL Redesign project. 

Instructional Materials Development Process 
To promote efficiency of effort and resource allocation, while retaining quality of the 
final product, an agreed upon production process must be implemented by the 
project team and stakeholders. The process developed by the IDL Redesign team 
includes eleven (11) steps from start to finish. Each step is presented below in the 
sequence, from start to end, that defines the process to be used for production 
efforts. 

1. Orientation 
The orientation step is for “rolling in” team members who were not part of the 
development efforts during the fall 2010 semester. This step is intended to orient 
new team members to the process, tools, and roles they will use to develop the 
topics assigned to them. This step precedes all work and any assignments associated 
with redesign efforts. This step can require several days of preparation. 

 2. Project Start 
The Project Start step is the date a topic team begin efforts to develop content for a 
designated topic (i.e., “topic” is a term used here to reflect section(s) in an 
instructional module). 

3. Blueprint 
The Blueprint step is the target date by which the topic team should complete filling 
in the categories in the Blueprint document for the assigned topic. Completing this 
step does not mean the Blueprint step is final. Rather, the development of 
instructional materials is an iterative process, so the date reflected in this step 
represents the initial structure of a particular topic defined by the unit goals, the 
nature of the topic, the objectives steering the topic, the instructional strategy, the 
type of interaction, the assessment strategy, the necessary resources, consideration 
if the strategy will permit scaling, and if any problems might be foreseen with 
migration to Learn 9. These details must be entered into the Blueprint to orient 
development efforts and facilitate communication between topic teams and other 
CDL unit teams who might participate in production. 
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4. Draft Lesson Plan, version A 
The Draft Lesson Plan, version A step is the target date to complete the first draft of 
the topic lesson. Templates have been developed and will be used to guide and 
promote efficient topic development. 

5. Topic Team Review 
The Topic Team Review step is the date by which the topic author has readied the 
material for the topic team to review and discuss. Following discussion, additional 
edits and changes to the design strategy should be made by the end of the date 
indicated for this step. 

6. Topic Team Leads and Expanded Member Review 
The Topic Team Leads and Expanded Member Review step is the date during which 
the all topic team leads and other team members join in for a review and final 
consideration to make last minute adjustments to strategies or content. 

7. Edit – Draft B 
The Edit – Draft B step is the date by which topic material is delivered from the topic 
team to an outside editor. The editor will review content for grammar, style, 
punctuation, spelling, and common voice over all material. The editor is not an 
instructional designer and will only consider linguistic elements of material 
presented. 

8. Stakeholder Review 
The Stakeholder Review step is the date when multiple topics are presented to the 
full stakeholder team. If necessary, a pre-meeting with the internal stakeholder 
group can be convened prior to the Stakeholder Review. 

9. Topic Team and Leads Review of Stakeholder Feedback  
The Topic Team and Leads Review of Stakeholder Feedback step is the date by 
which a review is conducted on feedback gained from Stakeholders. Decisions to 
adjustments to topic content must be made by this date. 

10. Edit – Draft C 
The Edit – Draft C step is the date by which the revised topic content is delivered by 
the topic team, following the decisions made in the previous step, to the editor. This 
editing pass should be more quickly completed since it can be assumed that 
editorial efforts should be less. As before, the editor is not an instructional designer. 
This step reflects a linguistic review of topic content. 

11. Final Release 
The Final Release step is the date by which the editor returns material or authorizes 
the topic as complete and final. 
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Project Timeline (Revised) 
The revised timeline presents a total of eight (8) milestones, four of which will be 
concluded by mid-month, December 2010. The following present the milestones 
belonging to the Fall 2010 semester, plus the remaining milestones spread over the 
Spring and Summer 2011 semesters. 

Process steps and milestones should not be confused with each other. Milestones 
represent key dates by which specific activities take place. The dates are “key” 
because they represent critical deadlines set to keep a project on target. While it is 
possible that a process step may be a milestone, not all process steps are milestones 
since they may be adjusted without affecting critical deadlines that keep the project 
on time and on target. The concepts and terms are not interchangeable. 

Milestone 1:  Set Project Scope, Prelim Timeline, & Initial Resource Requirements 
Target date:  Wednesday, September 1, 2010 
Meeting date: Wednesday, September 8, 9:30-10:30 – Audience: Stakeholders 
The deliverable for this milestone is this document to key stakeholders, to be 
followed by distribution to the remaining stakeholders. The purpose of this 
milestone and deliverable is to kick-off the project with disclosure of the project 
details and formulation of communication and resource needs, and how these will 
be derived and adjusted through the work of project team members over the next 
few months.  

Milestone 2: Set Blueprint 
Target date: Wednesday, September 29, 2010 
Meeting date: Monday, October 4, 9:30-10:30– Audience: Stakeholders 
The deliverable is a document that presents design details of what is sometimes 
referred to as the “T-Slice” where the content outline and a sample module are 
specified at a level necessary to permit possible development by an outside team 
member (which will not be done for this or the next milestone). Typically, a 
Blueprint is a spreadsheet type document that includes categories (columns) and 
module sections (rows) that identify the section title, a description, nature of 
interactivity, objective(s), assessment(s), and any other information necessary for 
content development. The structure of the Blueprint is to communicate how the 
proposed learning solution will function. The level of detail can vary, usually due to 
available time and resources. A sample Blueprint will be made available through the 
Basecamp project. 

The Blueprint will present design considerations for four types of content that 
represent the spectrum of delivery strategies for IDL6543: 

1. Online instruction (non-technical): instructional delivery where the medium 
is through Internet networking (can be synchronous or asynchronous) and 
the topics covered are non-technical 

2. Face-to-face instruction: instructional delivery where the instructor and 
participant are in the same location at the same time 
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3. Technical Labs: instructional delivery where the medium is through the 
Internet networking (as above), but the content is focused on technical 
topics, such as “How to convert documents to HTML with Zapt” 

4. ID Consultations: guidelines and generalized directions for instructional 
designers (IDs) conducting faculty consultations 

Milestone 3: Set Design T-Slice 
Target date: Friday, October 29, 2010 
Meeting date: November 8, 10:00-Noon– Audience: Stakeholders (full) 
The deliverable is a functional T-Slice of the proposed instructional solution. The 
functionality of the T-Slice is to permit stakeholders with a working example for 
how the solution will look, feel, and function and thereby to permit an opportunity 
to evaluate the solution design. The T-Slice will include content types identified and 
treated in the Blueprint. 

Milestone 4: Set Redesign Plan 
Target date: Wednesday, December 13, 2010 
Meeting date: December 13, 10:00-Noon– Audience: Stakeholders (full) 
The deliverable is a finalized plan to operationalize final production for the 
following several months towards the final target delivery date. In order to create 
such a final plan, the following activities must be completed:  

a) The stakeholders must evaluate and provide feedback on the T-Slice;  
b) The Redesign Team must re-state the project scope pursuant to any changes 

derived through project activities or suggestions arising from stakeholder 
reviews; 

c) The Redesign Team must assemble a curriculum plan for the remaining 
modules following the design developed from the initial Blueprint and T-
Slice, as well as stakeholder feedback on those deliverables – the deliverable 
for portion of the milestone is an expanded Blueprint that incorporates the 
entire course; and  

d) The Redesign Team must identify and communicate the projected resource 
requirements and time necessary to meet the project goal within the revised 
project scope, which can be estimated from the expanded Blueprint. 

Milestone 5: Design and Materials Review 1 
Target date: Monday, March 7, 2011 
Meeting date: Wednesday, March 9, 2011 (TBD) 
Review approximately half of the course design and materials by Stakeholders (full). 
Development of instructional materials will have completed the following sub-steps: 
(1) Orientation, (2) Project Start, (3) Blueprint Target, (4) Draft A, (5) Topic Team 
Review, (6) Topic and Leads Review, and (7) Edit (draft B). 

The modules to be reviewed are the following: 

1. PRE-IDL 



IDL Redesign – Spring 2011 Project Plan 

7 

2. ONLINE CONTENT 1: Course Orientation 
3. CONSULTATION 1: Info Survey, Approach, Effort, ePacks 
4. FACE TO FACE 1: Welcome, Experienced View Points, Teaching Style, 

Strategies 
5. ONLINE LAB 1: Document Submission, Intro Webcourses, Course 

Organization 
6. ONLINE CONTENT 2: Objectives, Blooms, Case Studies, Web Vets, … 
7. CONSULTATION 2: Prep for Online Lab 
8. ONLINE LAB 2: More Linking, HTML Creator, Content Development 
9. ONLINE CONTENT 3: Library, Copyright, Accessiblity, Case Studies, … 
10. ONLINE LAB 3: Assessment, Respondus, Interactivity, Discussion Tools, … 

Modules 2 – 5 may not be reviewed since these have been reviewed during the Fall 
2010 semester. They are presented here to provide an opportunity (if desired) for 
the Stakeholders to review the materials in full context. 

Milestone 6: Design and Materials Review 2 
Target date: Monday, April 4, 2011 
Meeting date: Wednesday, April 6, 2011 (TBD) 
Following the format of the previous milestone, the review completes the remaining 
course design and materials by Stakeholders (full). The sub-steps completed with 
this milestone include those presented in Milestone 5, as well as adds the following: 
(8) Topic Leads, and Team Reviews & Finalization and (9) Edit (draft C).  

The modules to be reviewed are the following: 

1. CONSULTATION 3: Lab Follow-up 
2. FACE TO FACE 4: Level2, Kogneato, WikisBlogs, Screencasting, … 
3. ONLINE CONTENT 4: Social Networking, Bookmarking, Course Management 

Strategies, … 
4. FACE TO FACE 4b?: Web Vets, Online Challenges, RITE, Poster Session 
5. CONSULTATION 4: Showcase Prep 
6. ONLINE LAB 5: Semester Startup, FWM, Course Maintenance, Completion 

Plan 
7. FACE TO FACE 5: Showcase 
8. CONSULTATION 5: Before Live Class 
9. IDL6543 EVALUATION 

Milestone 7: Complete IDL Redesign (v4) 
Target date: Monday, May 16, 2011 
Meeting date: (TBD) 
The deliverable is the initial redesign (version 4) of IDL6543 that should be 
considered ready for a full pilot during the Summer 2011 semester. While this 
milestone would seem to have the same date as for Milestone 6, this milestone is 
differentiated by the fact that materials will now have undergone final 
considerations and edits upon integrating the feedback from the Stakeholders (full). 
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Milestone 8: IDL Redesign (v4.1) 
Target date: Monday, August 15, 2011 
Meeting date: (TBD) 
 The deliverable is the modified redesign (version 2.1) of IDL6543 that should be 
considered ready for implementation during the Fall 2011 semester. 

Stakeholders 
Project stakeholders are identified as key and second tier. Key stakeholders for this 
project are identified as Tom Cavanagh and Joel Hartman. Second tier stakeholders 
are identified as, in the category of internal resources, Barbara Truman, Linda Futch, 
Francisca Yonekura, and Kelvin Thompson; in the category of external resources, 
FCTL Kevin Yee, UCF Faculty Alisha Janowsky, Ronnie Korosec, Baiyun Chen, Nancy 
Swenson, Max Croft, and others who were originally part of the IDL6543 Review 
Committee. 

Resource Requirements 
As we complete the forth milestone, Set Redesign Plan, the resource requirements 
include five (5) instructional designers (identified alphabetically by last name): Sue 
Bauer, George Bradford, Danny Seigler, Amy Sugar, and Jessica Vargas. Further, Kyle 
Hickman has been added to the team in a dedicated instructional design support 
role. The time that was required to support the development of instructional 
materials for the first four milestones was approximately 28% of available hours. 
This is in contrast to the original estimate of one third (1/3) of available hours. The 
allocation of 28% of available time to produce the design approach and content for 
the named individuals represents actual production hours expended across the first 
four milestones. Being actual, this allocation also represents a fair and reasonable 
means to estimate remaining production efforts, in a conservative fashion: the 
number reflects many variables typical with the complex operating environment at 
CDL and in particular with staff associated with Course Design and Development 
(CDD). Among the variables, the number includes the influences of competing 
priority projects, annual leave, sick leave, conferences, and all the myriad of 
activities that took time away from the IDL Redesign project.  

Given this overall actual time spent, the number of topics authored, and the total 
number of days for the project, a simplistic factor can be calculated to be used to 
estimate remaining materials development. While the calculated factor is rough and 
approximates working conditions, it remains a conservative tool to be used in the 
planning and coordination of team resources. 

The formula that represents effort and time over the first four milestones of work is 
the following:  

((Topics/(Resource*% Available))*X=Nr Days 

The variables are defined as the following: 
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“Topics” is the number of topic components developed over the first four 
milestones 

“Resource” is the number of Instructional Designers (IDs) allocated to the 
project over the first four milestones – not total, but active on the team during 
any particular time during the covered period 

“% Available” is the percentage of time spent on the IDL Redesign project as 
against all other unit assignments 

“X” is the factor we need to derive to calculate number of days for future 
activities 

“Nr Days” is the number of working days that cover the period of the first four 
milestones 

Using those definitions and the resulting levels of effort through the first four 
milestones, Factor X has a reasonable value of 2.68. This value will be used in the 
same formulation as indicated above to estimate the number of days for all IDL 
Redesign modules yet to be completed.  

Scenarios 

Overview 
The redesign team generated four different scenarios by varying the resources for 
topic production and an estimate for allocation of time to consider various means to 
reach the target milestone of May 16, 2011. The scenarios follow the full 
development process previously defined and included a start date beginning with 
the first date in the Spring semester, January 3, 2011. After deliberation, only one 
scenario is presented with this document to provide evidence of the level of detail 
the team considered to find a manageable solution. The scenarios were considered 
against how well they permit achievement of three principle goals: (1) complete the 
redesign of IDL6543 by the target milestone date (see Milestone 7); (2) involve 
other ID team members who have not been part of the original redesign project 
team; and (3) permit concurrent production of the original IDL6543 program during 
the Spring 2011 semester. The scenario presented below successfully meets the 
three principle goals for this phase of the project. 

Scenario – Slightly Expanded Project Team 
The project team designated this estimation configuration as “scenario 2.” In this 
scenario, the follow details are relevant: 

 The team membership is expanded to include two additional members: Ryan 
and either Denise, Baiyun, Nancy, or Kathleen. The selection of Ryan is 
strategic, since he will be leveraged to support production of the online 
technical topics. 
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 Allocation of time dedicated to the Redesign Project for all Redesign Team 
members is 35%, which is more than the time provided to the team during 
the Fall 2010 phase. This means more time must be made available to permit 
the average of 3 hours per work day that must be devoted to the project to 
reach milestone 7. 

 The team allocation on topics permits completing redesign efforts by May 2, 
2011, as long as priority and time management follows the guidelines 
defined by this project scenario. 

 All remaining IDs who are not part of the expanded team will be integrated 
into the development process as SMEs and reviewers, and they must be 
permitted to support the designated production schedule. 

 There are no personal projects for any Redesign Team member during this 
phase of the project. 

 Project Team members are allocated no more than 2 IDL participants during 
this period. 

 Assistant Directors will support efforts and will manage IDL seminars. 
 Team Members not part of the Redesign Team will have no more than 3 IDL 

participants. 
 The IDA team will have expanded responsibilities to include increased 

ownership of afternoon labs, for example. 

Scenario Calendar Schedule 
The following is the schedule with assignments (abbreviated by first letter of first 
name) for the scenario. 

 

 

Scenario GANTT Schedule 
The following is the GANTT projection of the schedule with assignments 
(abbreviated by first letter of first name) for the scenario. 
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Risks 
As stated in the first project plan, failure to meet any milestone is most often the 
result of two types of risks: loss of resources or its underestimation, or failure of the 
Project Manager (PM) to deliver due to loss of stakeholder support. It is the 
responsibility of the PM to identify potential risks, and then to communicate and 
manage those risks. The PM is also responsible for estimating and securing 
necessary resources to achieve target deliverables. The PM is also at risk should 
priorities shift and the PM loses full support by key stakeholders. All project 
participants must be made aware of the risks and responsibilities they each carry 
for a project to achieve a successful conclusion. Further, the PM should identify 
strategies that mitigate risks.  

To mitigate the second named risk, the PM should secure from key stakeholders 
necessary commitment to support the project. The form of this security should be 
sufficiently clear to communicate the extent to which the PM will be supported with 
achieving the goal of the project. This commitment is critical to protect the project 
from unnecessary or ill-considered requests for support that interfere or limit a 
project team member from the required focus necessary to complete assigned tasks 
as estimated and agreed upon by the descriptions and definitions contained within 
this project plan. More simply stated, project team members must be protected from 
what must be considered as ancillary assignments that carry a minor priority to this 
project. All stakeholders must abide to this consideration to permit a successful 
conclusion to this project according to the plan defined herein. Further, all 
stakeholders must subscribe and protect the integrity of this plan if they are to value 
the mission and goals this project seeks to fulfill.  

To mitigate the first named risk, the PM is required to estimate the nature and 
extent of resource requirements and to periodically review these estimations for 
any changes derived through ongoing project related activities and then 
communicate any changes to key stakeholders and appropriate second tier 
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stakeholders. Finally, the PM must (be allowed to) act on any changes to secure the 
necessary resources. 


