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Process for Selecting and Implementing Development 
of Courses Using Distributed Learning Technologies 

Prepared at The Centre for Teaching & Learning by Annique Boelryk,  
Bob Marchessault, Janice Priest (10/10/01) 

Overview 
 
Because of limited resources at all levels of the organization, the CTL has implemented the 
following process for determining which courses will receive full instructional design support 
through the centre.  
 
The process begins at the departmental level, where deans prioritize courses where they believe 
that online delivery would add value to the program or the course. These requests are submitted 
to the director of the Centre for Teaching and Learning at the beginning of the planning cycle (i.e. 
before April for the upcoming academic year). 
 
Based on the resources of the centre, requests are prioritized and resources are allocated. Ideally 
courses should be allocated a one year development cycle, although there are exceptional 
circumstances. This document outlines some of the criteria used in prioritizing courses and 
questions that need to be answered as part of a development process. 

A. Selection Criteria: Which courses should be developed? 
B. Development Outcomes: What will they consist of? 
C. Recommended Competencies: What skills are needed? 
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A. Selection Criteria 
Review Georgian’s Alternative Delivery Implementation Plan (pp. 8-11).  Consult the CTL. 
Decision should be based on the following: 
 
Needs Analysis 
Why develop the online course? List the requirements that the course must fulfill. Questions to 
help determine why: 
 Does the course currently exist? Is it a new course? (cheaper to work with existing courses) 
 List the advantages of online delivery for the course. (flexible learning time & place) 
 Will the delivery method save on delivery costs over 2 years, over 5 years? (delivery costs = 

multimedia classrooms, space, heat/light, parking, cleaning, etc.) 
 Will it replace or supplement an existing course? (replacing saves money, but there is a good 

academic quality argument for supplementing) 
 What will the project cost? (requires release of faculty member for 1-2 courses over 1 

semester, may require purchase of some materials or rights to publications) 
 Does the online delivery method fit the nature of the course? (academic textbook-based 

courses work best [least expensive too] – reading, writing, research, discussions, 
quizzes/tests) 

 Will there be regular updates and changes? Who will continue maintenance? Can it be 
designed to incorporate changes easily? (Can you assign a teacher to take responsibility for 
ensuring the contents are up-to-date, links work?)  

 What are the program expectations from the course, the teacher, the students? 

User Analysis 
Student's needs must considered in order to structure the online course to meet those needs. 
 Who are the target students? (list strengths & limitations) 
 Will they be able to access the course site and perform all the necessary interactions? 

(Blackboard delivery requires Internet connection, Pentium/Mac computer with modem, or use 
OLC computers) 

 How will the student benefit from the online course? (consider the generic learning outcomes 
– computer literacy, reading comprehension, writing, critical thinking, organization, task 
management)  

 How can the student's progress be evaluated? (Blackboard provides engines for tests, delivery 
of reports, reporting of grades)  

 
Technical Analysis 
Establish baseline technical capabilities and estimate development cost, effort and implications. 
 Establish minimum standards for creation, organization & presentation of learning materials. 

Constraints of the web like bandwidth, browser software and versions etc. will imply 
restrictions in choice of media and tools. (CTL can help define these) 

 How long is it going to take to develop the online course? (e.g. existing academic face-to-face 
course with textbook can be converted in 1 semester using 1 faculty member [assisted by CTL 
staff] downloaded 1-2 course(s) ) 

 What technological tools will be needed? (e.g. Pentium computer & Office software already in 
hands of most faculty [excepting part timers]. How much will additional software cost? (e.g. 
Respondus quizzing software, Markin marking software, about $100 ea.)  What type of 
equipment will they require? (digital cameras are typical, available at Media Services) 

 How many people with specific skills will be needed? (e.g. HTML page creation and computer 
graphics may require time/help from Instructional design staff at CTL – determine number of 
hours, are CTL staff available?). 

 Can the course be delivered online @ 3 hrs contact time / wk.? (ensure that discussion forums 
and assignments/marking are developed so that extensive extra time is not required – CTL 
instructional designers should be consulted for advice). 

 Determine demands placed on OLC resources and staff (can they handle additional courses?) 
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 Set pragmatic limits on level of multimedia delivery (balance between development time and 
interactivity – ideally spend most effort at interactivity on well conceived discussions, quizzes, 
external links, research activities) 

 Encourage use of Macromedia Dreamweaver ($169.00) for HTML page creation (MS FrontPage 
not recommended)  

 Encourage use of small optimized graphics (use Photodelux or Photoshop) 
 
Resource Analysis 
Analyze the available resources. Determine effort required to generate the remaining resources.  
Available resources could include content, graphics, media, books, reference materials etc. Take 
note of the formats of the existing material as well (e.g. electronic or paper [converting reams of 
paper text to digital text costs in time and effort].).  
 Is there a textbook? (ideal situation – most resources already created) 
 Is the available information found elsewhere (e.g. online at teacher vetted sites) pertinent and 

relevant? 
 Can the registrar support your needs? (enrolment and communication of essential login info to 

students) 
 How much of the total content is already available in electronic format? 
 What about copyrights? (clearance often required on materials [written articles, graphics, etc.] 

, best if students buy textbook) 
 

Other Issues  
 What is the available budget?  
 What is the College expectation on department budgets? 
 Who will provide course content? (subject matter experts are usually teachers, selecting the 

right person is critical) 
 Who will own learning media content? (intellectual property, define ownership clearly with 

course creators/developers) 
 Should the course be developed in house or can it be purchased from external vendors? 
 
Recommendations from the CTL 
 Develop courses that are already partially developed, where faculty have already invested 

their own time and effort  (decide IP ownership issues up front) 
 Choose courses that reach a wide college audience and offers the best cost/benefit return (i.e. 

GenEd – This is the first target group of courses according to the Alt.Delivery Plan, - i.e. niche 
program areas, may help enrolment in those programs through provision of flexible learning) 

 Select courses that are based on an effective textbook (consider publishers who are 
developing Blackboard course cartridges – saves time and money for development). 

 Select courses where learning in the course can occur through activities that work well online 
(i.e. reading, research, writing, discussions, step by step instructions, visual representations – 
charts, diagrams, etc., case studies, problem solving)  

 Select courses for which the subject area uses (or is amenable to using) a variety of 
teaching/learning strategies 

 Select courses where the SME is able to provide teaching/learning content in a well organized 
and effectively written format.  (enlist SMEs that can write for online delivery – ideally 
someone who has experienced it or has a graduate degree in education) 

 Select courses where there is a faculty person who is keen about delivering the course online, 
(motivation is best predictor for successful development). 
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Watch out for these! 
Courses that do not seem to lend themselves well to full online delivery tend to have the following 
characteristics: 
 Learning in the course occurs primarily through activities that do not work well online (i.e. role 

playing, kinaesthetic activities – labs, machine manipulation, etc.) 
 Learning depends primarily on instant, continuous feedback between the instructor and 

student (can not be easily captured and objectively presented online) 
 Courses that depend on an entertaining informal lecture style cannot be effectively reproduced 

at this time (however, advances in College bandwidth will make this option available soon, 
check with Robert Howard). 

 Subject is learned primarily through one mode of instruction, rather than a variety (e.g. 
learning though listening). 

 Instructors who are not organized, have poor time management skills, poor 
computer/Internet skills, weak at keyboarding, inefficient marking skills [e.g. don’t use 
rubrics], rely primarily on their strengths to “instruct on the fly” in response to conditions and 
student mood / receptiveness at any given moment. 

 Instructors who are not collegial, (i.e. unwilling to share learning materials, insist on “closed” 
classrooms, resist constructive evaluations, overly protective of intellectual property or who 
may appropriate learning materials without consent).  

 

B. Development Outcomes 
Review the Alternative Delivery Principles and Guidelines – pp. 3-5.  Consult with the CTL. 

 The development process results in an online course on the Blackboard system. 
 The course is composed of “assets”, these are digital files that represent learning 

materials. 
 “Assets” can be Word documents, quizzes, graphics, HTML pages, lists, PowerPoint files, 

etc. 
 The “assets” are intellectual property; this means before development begins the producer 

(Dean & College) defines which “assets” are the property of the College and which belong 
to the developer (i.e. faculty member or SME). 

 Blackboard based courses can be copied along with all their assets and reused each 
semester. 

 When a course runs, it accumulated data (student/teacher messages in the forums, grade 
info).  This data is protected; this means it is backed up, but not replicated with special 
permission) 

 
Design Outcomes 
What should a course that uses distributed learning look like? 
 Course set up will be Bb compatible 
 All assets for course (except textbook) will be digital 
 Course will have an organizational structure that divides learning materials/lessons into 

manageable learning units and can be adapted to a variety of delivery frameworks (i.e. week / 
semester / half-semester) 

 Courses will contain a clear guide that allows students to engage with the assets and activities 
in a productive manner 

 Course will contain visual enhancement (assisting users in visual navigation and 
understanding of implicit organization and ideas), 

 Courses will not consist of long scrolling text passages on a screen (shovelware) 
 Courses will provide optimized file sizes for users with 56K modems 
 Courses will employ the Announcement function only to point to essential weekly learning 

activities or changes (not as a teaching  or lecturing tool) 
 Courses will contain a link the official College course outline 
 Courses will present a syllabus 
 Courses will provide information about the instructor (office location/hours, phone number, 

email) 
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 Courses will provide a guide / explanation of online learning activities including a description 
of what is required from the students in order to succeed at each activity 

 Course will present a suite of folders that contain course assets organized in a clear and 
logical manner. 

 Courses will present descriptions of assignments, due dates, and marking rubrics 
 Courses will provide an online forum for discussions about course issues, ideas, etc. 
 Courses will provide a link to send email to faculty and other students in the class 
 Courses will link to a variety of pertinent external web sites that will assist learners with the 

course subject 
 Courses will provide an online grade book where teachers will present students with marks 
 
Content Outcomes 
 Course will be more than just a textbook guide – they must augment, supplement and 

enhance the way students learn from reading through a variety of online learning activities 
 Course will be more than just discussion based (pure constructivist) 
 Course will contain online teaching materials (assets) 
 Content will be designed to “engage the learner”  (given time and budget parameters) 
 
Assessment and Evaluation Outcomes 
 Course will use a variety of assessment and evaluation strategies (as opposed to just one) 
 Course will contain one (or more) accountable (graded) activity each week that requires a 

student to logon to Bb  
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C. Recommended Competencies for Online Course 
Development and Teaching 
 
If online courses are to result in positive learning experiences for students, it is imperative that 
the faculty delivering instruction in this new mode possess the necessary skills. Faculty should 
have all of the skills identified for Teaching Online before even being considered to develop online 
instruction. It is highly recommended that faculty teach online using a pre-developed course 
before being downloaded to develop an online course. 
 
Subject Matter Knowledge 
Faculty need to have a high level of comfort and experience with the subject matter if they are 
going to teach successfully online. This includes all of the following:  
 Previous experience teaching the subject in a face to face classroom 
 High level of knowledge related to all the technical and subject material expectations for 

assignments, tests,  
 High level of comfort and experience evaluating student performance in the subject area 
 High level of comfort and experience communicating with students regarding subject matter, 

course expectations, technical requirements 
 
Using Blackboard as a Learning Management System 
A high level of comfort and experience with Blackboard is necessary before anyone teaches a full 
online course. He/she should have used Blackboard as an adjunct to the regular classroom and be 
familiar with all of the following functions: 
 Posting announcements 
 Setting up a Grade Book 
 Posting grades 
 Adding Folders 
 Adding items by entering text and by attaching a file 
 Creating discussions 
 Facilitating discussions 
 Archiving discussions 
 Evaluating discussions 
 Modifying a quiz 
 Managing quizzes and surveys 
 Making documents visible and invisible 
 Making quizzes available and unavailable 
 Orienting students to course expectations as they relate to the use of technology, assignments 

and evaluation, and the subject material. 
 Communicating with students using various communication functions in Blackboard 
 Tracking student performance using Course Statistics 

 
Using E-Mail for Communication 
A high level of comfort and experience with all of the following e-mail functions is necessary to 
support the communication required for online teaching: 
 Sending and receiving e-mail 
 Managing e-mail using folders 
 Sending e-mail with attached files 
 Saving e-mail attachments to a folder on the hard drive 

 
Using the Internet 
A high level of comfort and experience with all of the following Internet functions is necessary to 
facilitate learning effectively in an online environment: 
 Searching using an Internet search engine 
 Using the standard browser toolbar items (back, forward, stop, refresh, home, search, 

favorites, history) 
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 Saving files from the Internet and recognizing file formats (e.g. .RTF, .JPG, .GIF, .WPD, .DOC, 
.XLS) 

 Reading a URL and understanding how it is constructed 
 
Managing Files 
A high level of comfort and experience with File Management and the ability to perform all of the 
following functions is necessary to successfully manage course and student materials: 
 Saving files 
 Moving files between folders and drives on the computer 
 Naming and renaming files  
 Identifying file formats by reading standard file extensions (i.e. .doc; .rtf; .ppt; .jpg; .gif) 

 
Word Processing 
A high level of comfort and experience with Word Processing Software and the ability to perform 
all of the following functions is necessary to facilitate instruction in a digital environment: 
 Formatting page set ups 
 Formatting text using bold, italics, underline, font size, font style, justify 
 Copying and pasting text 
 Saving files in a variety of formats (i.e. rtf, ppt, doc) 

 
Building Course Content in Blackboard 
In addition to the skills necessary for managing existing content and learning activities, faculty 
will need additional skills for creating and organizing learning materials. These include all of the 
following: 
 Organizing folders and items in an instructionally sound manner 
 Setting up links and instructions for downloading and installing required plug-ins 
 Creating quizzes and surveys 
 Creating links to files outside Blackboard (i.e. college course outline, links in Course 

Documents) 
 Adding External Links 
 Using basic html tags to format text 
 
Curriculum Development 
Because the development of online content is extremely time consuming, competencies in 
curriculum development will help to ensure that the time and money invested in course 
development leads to positive results. Faculty should posses all of the following competencies and 
be allocated an appropriate amount of development time in a semester prior to course delivery.  
 Developing learning objectives that are student-centered, measurable, and achievable 
 Organizing instruction that enables learners to achieve the defined learning objectives 
 Creating instructional materials that provide clear communication regarding essential concepts 

and topics of the course, learning expectations, assessment and performance expectations 
 Designing student-centered, interactive learning activities 
 Implementing a variety of learning strategies, and identifying the strengths and limitations of 

each 
 Designing assessments that effectively measure achievement of learning objectives 
 Designing formative assessments that gage student learning and provide feedback 
 Writing a Course Syllabus 
 Writing clear orientation materials related to the use of the technology in the course, the 

navigational structure of the course, and student expectations in the course 
 Setting up a variety of communications (student/teacher; student/student) 
 
Technical Skills 
 Installing software (both from a disc, and downloaded from the Internet) 
 Backing up content on a CD or a zip disk 
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C. Development Process 
What pattern does the development process follow?   
 
Team 

1. Dean 
2. Instructional Designer at CTL 
3. Faculty member(s) 
4. Blackboard sys admin 
5. OLC staff 

 
Resource Allocation 

1. Determine cost of development through analysis and consultation with CTL and faculty 
developer – prepare report 

2. Assign budget (who will pay)  
3. Set time lines for project 
4. Assign replacement faculty 

 
Project Management 

1. Clearly define ownership of IP 
2. Set milestones for  

a. research,  
b. written course description, 
c. list of assets to be developed, 
d. creation and testing of assets, 
e. testing of course in Bb, 
f. evaluation and handoff of course.  

3. Write a week by week development and production plan 
4. Create an accountability structure for each area of team responsibility 
5. Set up regular communications process with team allowing for reporting 
6. Manage process by facilitation of obstacles for team 
7. Accept and evaluate final product 
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Appendix A 
 
Content Writing:  
The process begins with written content from a Subject Matter Expert.  
The roles and responsibilities of the content writer are as follows: 
 Deliver content material as per contract 
 Break down and explain content in a written format using understandable terms 
 Include learning at all levels of Blooms taxonomy that extends and builds on textbook content 

using industry examples 
 Participate actively and provide feedback throughout the development process 
 Fill in information gaps as needed 
 
Project Management:  
The Project Manager coordinates and streamlines all aspects of development and delivery. 
The roles and responsibilities of project management include the following: 
 Ensure project is completed within the predetermined time frame  
 Keep course development moving forward 
 Track development process and details to improve future development 
 Develop schedules for all aspects of development and design 
 Consult with all members of the team 
 Ensure that product meets quality standards 
 Delegate roles and responsibilities, and monitor and support them 
 Communicate with customers to ensure satisfaction 
 Negotiate with all parties, and facilitate trade-off decision making 
 
Instructional Design:  
The Instructional Designer analyzes and reworks content, designing web based units. 
The roles and responsibilities of the instructional designer include the following: 
 Organize SME content into manageable chunks that promote active student-centered learning, 

and design web pages that communicate instructional content effectively 
 Edit and revise content to ensure that principles for effective learning such as the following 

are adhered to: (a) addressing different learning styles; (b) addressing adult learning needs; 
(c) ensuring variety; (d) following web-based learning principles; (e) ensuring effective 
organization of learning: (f) addressing all levels of Blooms taxonomy 

 Map out learning outcomes, content, and desired functionality for learning objects 
 Ensure that content is communicated clearly, concisely, consistently, and cohesively 
 Design strategies for supporting and assessing learning 
 Communicate effectively with SME to solicit feedback, facilitate discussion of instructional 

points, ensure accuracy of instructional message,  
 Apply sound principles and theories in the development and delivery of the online learning 

materials (instructional design, information design, interactive design, visual design) 
 
Production:  
The Instructional Design Technologist enhances the instructional effectiveness of each unit. 
The roles and responsibilities of the Instructional Design Technologist include the following: 
 Build navigational structure as per collaborative plan 
 Source out, prepare, and incorporate optimized images for instructional pages 
 Design simple original graphics under direction of instructional designer and/or SME, and in 

consultation with graphic designers 
 Program interactivity and build into instructional pages 
 Ensure functionality of instructional content and complete edits determined by instructional 

designer and SME 
 Input data for tests, surveys, and quizzes  
 Prepare mock-ups of various learning objects and bring forward to instructional designer and 

SME for feedback 
 Experiment with and suggest new technologies 
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 Monitor production times in order to communicate regarding future production, and to work 
towards streamlining aspects of the production process 

 Organize and store all production files, creating regular back-ups and an object library for 
improved access to resources 

 


