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Charter

 TC "Statement of Understanding" \f C \l "2" Statement of Understanding

The Online Modules for Extension Foundations Training was requested by Dr. Duren Bell, acting agriculture and natural resources (ANR) program coordinator for The University of Georgia Cooperative Extension. An electronic version of this dialogue is attached as Appendix 1. This project is designed to provide new ANR agents with information that they can use on their job. This is a broad training program that covers different topics associated with the ANR county agent position. The purpose of this project is to develop an online learning and training system to house up to 50 modules relevant to these agents’ jobs. This process will be developed by the International Collaborative Consultants (ICC).
 TC "Statement of Understanding" \f C \l "2" Intended Audience

The intended audience of this project will be new and existing ANR agents who need a basic education or refresher on specific ANR subjects.

 TC "Product Acceptance Criteria" \f C \l "2" Product Acceptance Criteria

The final product will be a mock-up learning system created in Dreamweaver, simulating how the system will function in the future, and one sample module course embedded in the system, to cover all content provided by the client. For the purposes of this document, a module refers to set of units for a designated subject area. Units may be further divided into lessons.
Online Learning System:
· The system will include the following: assessment and management tools and log-in and password access.
Instructional Module (Sample):

· The instructional module to be developed will have two content units and it will make use of interactivity.

· Each content unit will have one or more of the following activities: practice exercises, quizzes and tests.

· The module will provide one or more of the following multimedia: video, flash animation, audio and graphic images.

The final product will be complete and available for the client on or before December 5, 2007. 
Clients and Stakeholders
Primary Client: 

Duren Bell

· ANR Program Coordinator

· Responsible for guiding overall system, approval

Secondary Clients: 

Norman McGlohon, Sheldon Hammond, Phil Torrence, and Ken Lewis

· ANR Program Development Coordinators (PDC) for Georgia

· Responsible for determining priority topics for system 
Tertiary Clients:

CAES Office of Communications and CAES Office of Information Technology

· Support Units for the College of Agricultural and Environmental Sciences (CAES) as they support UGA Cooperative Extension

· Responsible for providing template access and usage.

· Vested in construction and future expansion of final product.

· Advisors, implementers, and programmers for online learning system based on team documentation.
Subject Matter Expert:

Holly Thornton

· Responsible for providing, explaining, and guiding Plant Pathology content
Stakeholders
The University of Georgia Cooperative Extension 
The team will be primarily working with Duren Bell and Holly Thornton. The PDCs will be included at crucial decision points in the process as determined between client and project team. 
 TC "Goals" \f C \l "1" Goals

General Project Goal

Develop a mock-up learning system with one sample module by December 5, 2007

Client Expectations

· The online learning system will present the required components stipulated by the client (see Appendix 2).

· All the components of the learning system and the module will function properly, within the constraints of this project. 

· The online learning system, documentation, and training course will be completed by December 5, 2007.

Team Objectives

· Create a working mock-up of the learning system.

· Develop an instructional module on Plant Pathology.

· Establish parameters for future module development.

· Document this project to support future development of the online learning system.

 TC "Team Member Profiles" \f C \l "1" Team Member Profiles
Emily Pitts

Role/Responsibility:  Project Manager

Educational Degrees:  B.F.A.., Graphic Design

Experience:  Graphic, web, and multimedia designer, trainer

Area of expertise:  Web and multimedia design, UGA Extension

Ahram Choi 
Role/Responsibility:  Instructional Designer 

Educational Degrees:  B.A. in Educational Technology

Experience:  Teacher, Instructional Designer

Area of expertise:  Graphic design and instructional design

Oluremilekun Ojo
Role/Responsibility:  Evaluator

Educational Degrees:  BSc. Zoology; MBA In Information Management

Experience:  Human Res.; Marketing; Admin.; Payroll & Quality Assurance

Area of expertise: Process diagrams & Evaluation

Daisyane Barreto

Role/Responsibility:  Graphic artist

Educational Degrees:  B.A., Elementary Education

Experience:  Teacher, Graphic and Web Designer

Area of expertise: Graphic design and web design 
Kazuya Takahashi

Role/Responsibility:  Multimedia Developer

Educational Degrees:  M.A. in Medieval Studies / English

Experience:  Teacher, Researcher, Digital Archivist

Area of expertise: Digital Archiving (Keio University and the British Library)

HueiHsien Liu

Role/Responsibility:  Programmer

Educational Degrees:  B.A., Special Education

Experience:  Special Education Teacher

Area of expertise: Web design and Flash

 TC "Constraints" \f C \l "1"   TC "Constraints" \f C \l "1" Constraints
Time

The online learning system must be completed by November 15th, 2007 for testing and evaluation purposes. After the evaluation, needed modifications will be made to the instructional product in order to improve its effectiveness. The whole project will be completed and delivered by December 5, 2007. If the client makes any substantive changes in the scope of project and in the instructional materials to be developed, the team will be unable to meet the stipulated deadline.

Equipment

The team members may need to check out some equipment provided from the Office of Information Technology (OIT) in the College of Education – UGA. 

The training module will be a web-based program accompanied by Flash animation. The team needs to make sure that every user’s computer is equipped with Flash 8 player. 
Experience
For ICC team

· Developing a learning system would be a challenge for most members of this group because the members do not have the strong programming skills necessary to create the system. As a result, the team will create a web-based (mock-up) learning system, which will simulate the online environment and its settings, with one sample of instructional module. Team members might still need extra hours consulting with programming specialists or experts to develop the mock up learning system. 
· Our team did not have a chance to meet or interview with the intended audience for this project. Therefore, all the information about the learners was based on our clients’ assumptions and previous data. 

For users

· The ICC team is assuming that not all of the field agents will feel comfortable with the online learning system environment; thus, they might need extra assistance to become familiar with the system operation.  

· Some of the learners may not have sufficient computer skills, which might affect their learning effectiveness. 
Content

The content involved in this project is complex. Therefore, texts and images will be an important part of this program. The instructional and multimedia designers have decided to present the content through animations, graphics and pictures to motivate learners to engage in the activities.
Project Resources

Content Resources

· Model learning systems for review

· Content for introductory plant pathology

· Content for integration of plant pathology on the job

· Photos and diagrams of relevant plant pathology items
· Content explanation from subject experts
Technology Resources
· Use of existing web templates to develop the mock up learning system

· Style guide for the web templates (described above)

· Professional reference for using templates
· Software to develop modules and system

· Equipment to record material as needed

· Server space to house working project

Human Resources

· Subject matter expert: Holly Thornton, Plant Pathology 
· Client: Dr. Duren Bell, coordinating the whole program operation and offering necessary information for the team 
· Technology support: Consultants from EDIT6200 and 6190 member to support in the development phase. 
· CAES Office of Communications and CAES Office of Information Technology staff as needed, to provide advice on working within the organization’s communications and technology constraints. 
 TC "Cost Parameters" \f C \l "1" Cost Parameters

The estimated total costs for the project are shown in Table 1.1. Hours are based on the understanding that creating an online module requires a large amount of time as compared to traditional, face-to-face instruction. The estimates below take into account the expectation that the module will include a high degree of interactivity and multimedia development. This estimate only includes the initial development and documentation of the online learning system and development of one content module. The completion of this system must be negotiated with a vendor outside the scope of this project. 

Project developers are volunteering their time. The costs are included here to provide an approximate financial value of the project developers’ contribution. 

These additional implementation items should be considered when establishing total organizational cost:

· Coursework and participation will be delivered online.

· Instruction will be self-paced and asynchronous.

· Support will be required for ongoing development, future system creation, and needed learner technical support. The salary cost for this support role is outside the scope of this estimate.

· Learners will need a computer, internet browser, Flash plug-in, other plug-ins as determined, internet access, and access to the online learning system. All county offices currently have computers, internet access, and designated IT support personnel.

· The final development of the online learning system should be negotiated with the CAES Office of Information Technology or an outside vendor based on the ICC team’s project documentation.
Each phase may contain the following activities:

· Project management – plan the project, keep team on task, maintain scope, communicate with client, determine project goals

· Analysis – identify training need, analyze worker performance, determine instructional goals, determine probable delivery system and estimate

· Design – review content, conduct a task inventory, compose performance objectives and testing strategies

· Development – generate instructional strategies, select and/or develop supporting media, develop guides for the learner and support staff, conduct formative revisions and pilot testing

· Evaluation – determine quality assurance criteria, select evaluation tools, conduct evaluation.

· Implementation – select, prepare, and schedule learners and support staff.

	Phase:
	Work hours per instruction hour:
	Rate per hour:
	Total $ per phase:

	Analysis:
	38 - 50
	$70
	$2,660 – 3,500

	Design:
	30 - 80
	$70
	$2,100 – 5,600

	Development:
	66 - 90
	$80
	$5,280 – 7,200

	Evaluation:
	26 - 50
	$80
	$2,080 – 4,000

	Total per hour instruction (ADDIE):
	160 – 270
	
	$12,120 – 20,300

	x  Estimated class hours:
	3
	
	

	= Total work hours (ADDIE):
	480 – 810
	
	$36,360 – 60,900

	Project management:
	100
	$50
	$5,000

	Total work hours for ICC:
	630 - 910
	
	$41,360– 65,900

	Estimated hours per ICC member:
	105 – 152
	
	

	Implementation: 
	Hours x personnel = total hours
	
	

	Training seminar using GoToMeeting:
(cost-efficient, reduces travel time and hours outside of the office)
	learners:  1 x 161 = 161
support:  2 x 1 = 2

facilitator:  3 x 1 = 3
	
	

	Completion of one module:
	learners:  3 x 161 = 483
	
	

	Total organizational work hours:
	649
	
	


Table 1.1:  Cost estimate
Communication Plan

The following communication tools will be used to keep the project team and the client informed as to the progress of the project.

Project Management site

The online project management site is a record of our project progress and contains these important functions: the goals and progress of the project, the ICC member’s weekly goals, team profiles, and project documentation. The site is updated regularly, maintained by ICC, and accessible to all stakeholders of the project. Each member of the project is expected and encouraged to confirm and evaluate his/her own weekly goals through the site.

Email communication: 

Team updates concerning project modifications, feedback, deliverables and other team issues will be sent via Email. Updates will also be sent to the client via Email.

Face to face meetings 

Meetings between the client and the project team will be arranged upon request. However, the project team usually has a weekly meeting on Thursdays at 7.00 pm; if there is any change in the schedule, a notice will be placed on the project management site. 

Contact Information

Client
Duren Bell, Ph.D

478-374-9338
             durenb@uga.edu
Subject Matter Expert

Holly Thornton

706-542-8987

hthornto@uga.edu
Project team
Emily Pitts


706-542-0811

epitts@uga.edu
Ahram Choi

706-424-7458

ahram@uga.edu
Oluremilekun Ojo

706-254-6491

rojo@uga.edu
Daisyane Barreto

706-621-1150


daisyane@uga.edu
HueiHsien Liu

706-254-7373

lhh0418@uga.edu
Kazuya Takahashi

706-254-3126

kazuya@uga.edu
Project management website:

http://edit6210teamwebsite.blogspot.com/
Organization

UGA Cooperative Extension

Athens, Georgia 

Appendix 1: 
On 6/22/07 5:07 PM, Emily Pitts wrote:

Hi Dr. Rieber,

How are you? I hope your summer is going well. A group of Agriculture and Natural Resources Specialists with UGA Cooperative Extension are looking to expand the training curriculum for their county agents throughout the state. I met with this group today to discuss development options with them. They are interested in submitting projects for EPIT students, which considering their goals, would probably extend into the next few years.

Could we meet with you and/or other IDD faculty to discuss the studio concept with them? I think they would be receptive to potential opportunities or partnerships that could be possible between our two organizations. July 2 has been put forth as a potential meeting date. What do you think?

Thanks!

Emily

[Dr. Lloyd Rieber, Instructional Technology Professor, COE]

On 22 Jun 2007 at 5:48, Lloyd Rieber wrote:

Hi Emily,

I'll be happy to meet with you and the group. July 2 is looking good on my calendar as of now, at least in the afternoon (I teach each day from about 10-12:30). Would the afternoon work?

Lloyd

On 25 Jun 2007 at 10:11, Emily Pitts wrote:

Anne and Duren,

Would you be available to meet Lloyd Rieber in the College of Education on the afternoon of July 2? I'm free at anytime. Please let me know if I should invite others.

Thanks,

Emily 

[Anne Young, Office of Communications Director, CAES]

On 25 Jun 2007 at 10:20, Duren Bell wrote:

Emily,

July 2 looks good for me.  I have email Beverly our thoughts, and await her response.  We will need to have her approval before we move forward, but I hope to hear back from her today.  As soon as I do, I will let you know.

Thanks.

DB

[Beverly Sparks, Associate Dean of Extension, CAES]

On 26 Jun 2007 at 2:03, Duren Bell wrote:

Emily,

I just heard back from Beverly, and she has given her blessing to proceed.  If you will, please set up the meeting with your folks and we will move ahead.  Right after lunch would work best for me.

Thanks for your help on this.  I have a really good feeling about the potential here.

DB

On 26 July 2007 at 12:06, Duren Bell wrote:
Holly,

The PDCs and I met yesterday and decided that we would like to take you up on your offer to be the guinea pig for developing the first of our Foundations Training Modules, Basic Plant Pathology.  I hope you are still interested in project.  There will obviously be some time involved, but nothing that should interfere too much with your current duties.  Also, you will likely want to enlist other members of your department to help in the production of these modules.  Of course, all of that will be determined as the process moves forward.  

Holly, this is a very important step in our training efforts and will involve a pretty solid commitment on your part to see it through.  Please let me know ASAP if you are still willing to take this on.  We have a meeting planned on August 6 at 11:00 am with the Office of Communications to get things moving forward.  If you are on board, we would like you to participate in that meeting if your schedule permits.  We can talk a little more in depth about what we in ANR programming are wanting out of the modules.

Thanks for considering this.  I look forward to hearing from you soon.

Duren

[Holly Thornton, Plant Pathology Specialist, Cooperative Extension, CAES]

Appendix 2: 
System design notes 

Emily's notes after meeting with Duren, Sheldon, Phil, and Ken; Summer 2007

What is it?

· Augment Phase II of the Extension Foundations Training with online modules. 

· modules provide more in-depth study per topic

· new agents prescribed specific tracks for their area of focus/expertise

· course completion should be tracked

Needs:

· training system (backbone to fit modules)

· access levels: user, supervisor, administrator

· some modules have prerequisite modules

· ability to track agent progress and completion

· track progress in certain timeframe

· ability for agent to review any topic at any time

· ability for supervisor to prescribe a specific track to agent

· ability for administrator to outline specific tracks

· record of module start, pause, and completion

· module creation can be flexible, although some specs may be required (branding, accessibility, pattern of interaction etc.) - this may be determined between team, client, and client organization

· training system needs to allow for future growth in these areas:   major program area, modules, tracks, users

· provide documentation to College of Agricultural and Environmental Sciences Office of Information Technology for system programming

· model module(s) in system

· model learning track in system [this will be more in theory, since we are designing one module]

· variety of media, explore interactive possibilities of topic

· potentially link to outside resources

· tracks may be based on county needs (determined by PDC?)

· training on usage, documentation for future expansion and integration

 Client Authorization

I, Duren Bell, have reviewed and approved the Scope for the UGA Cooperative Extension Online Learning System project and give the ICC design team approval to proceed.

Comments or notes:

   
Duren Bell, Client 







Date


Emily Pitts, Project Manager





Date
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