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3 Courses Project Plan

Project Manager: Brigitte Lépine
Role:

· Determine and organize the resources needed to complete 3 courses for the end of February 2004.

Project Description

Project Summary: 

· We got some funding to develop 3 courses.

· Time Frame to develop: 6 months

· Starts September 1st 2003 

· Ends February 28, 2004

· Content is already developed for Face-to-Face delivery. Curriculum needs to be revised and updated for online delivery.

Project Requirements:  

· All material will be developed for WebCT.   The templates are already designed (Module page, Objective pages and Wrap Up page).  Flexibility can be used in the display of the content, interaction and practice, but the look and feel of the pages need to follow the templates.

· Some animations using Flash will be developed to teach specific concepts. 

· Some audio lectures will be developed as well.

· Some links to specific sites will be used

· Use the online textbook material (lecture slides, quiz, etc, etc) for student interaction with the material

· Build quizzes (random selection) in WebCT for testing purpose, enter questions in the question database, enter assignments, setup discussions, etc

Current Process:

· The Organization provides in a module fashion the course content, which is developed for F-to-F delivery.

· A book is used to teach the course.  The book also provides online support for the students.

· Instructor provides resources to the textbook, revise the current material, decides on new material

· Discussion topic Instructional Designer massage content into appropriate format and sequence

· The Instructor provides all new material the Instructional designer, who massages it to fit the current templates.  Revision: Instructor and ID

· Bank of questions provided by the textbook.  Some questions are chosen to create Quizzes 

· Questions entered into database

· Content (text, graphic, and other) entered into templates

· Graphics, audio and animations are determined by the project manager, the Instructor and the Instructional Designer

· Development of graphics, audio and animations

· Content (animation, graphic, audio) entered into templates

Current Team:

· 3 Instructors (full time at the organization) — They teach the regular load (2 courses), plus do some development for the ‘online transition’ of the F-to-F courses (So sometimes they have more time than other time—flexibility varies depending of teaching load)

· 1 Instructional Designer (full time at the organization)

· 1 Developer (full time available –contract work) (animation, enter content into templates)

· 1 Multimedia person (full time available –contract work) (audio, graphic)

· 1 Copy Editor (full time at the organization)

· 1 Support person (full time at the organization)

Assumptions:

· Weeks of work are equal to 35h per week.

· Delivery system is WebCT

Major Milestones

See file attached.

Resources Involved

Human Resources: Summary of skills and availability

3 Instructors (flexibility varies depending of teaching load) 


1 Instructional Designers (full time split in 3 courses)

· Knows WebCT very well

· To get content in the proper format using the templates (will use Macromedia Dreamweaver)


1 Developer (flexible part time) 

· To get content in the proper format using the templates (will use Macromedia Dreamweaver)

· Do audio

· Work with WebCT

1 Multimedia person

· do graphics

· do animation (will use Macromedia Flash to insure cross-platform and cross-browser compatibility)

1 Copy Editor/ (flexible, full time)

· Revise content, copy rights

· Edit, 

1 support person 

· skilled with Dreamweaver
· skilled with WebCT 
Possible Issues:

1. Teams members don’t all see each other as many are working off campus

2. Instructors are not free all the time so it is important to meet at lot at the beginning

Critical Path Analysis 
To do this part, I used the Network Diagram view within Microsoft Project. See file attached.  Note: Using ‘Print Preview’ make it easier to see the whole project at once.

I had an idea of the steps that were necessary to finish the project.  I also had an idea of what we could go without… like the trimming.  There is some task that we can’t go without.  For example ‘setup the course’ is a critical task if we are to upload content in WebCT.  So in this project all the extra multimedia is trimming.  Time and resources have to be managed wisely to make sure we have time for it. I can see that the instructional designer and the developer’s may create bottlenecks. 

I worked with the flowchart to show the relations between the tasks and also to show the critical tasks.  Please, make sure to view the file using the Network Diagram view within Microsoft Project.  The red is the critical path.  All of these tasks must be done in order to complete the project.  The blue ones may be unrelated to the development, or are tasks we could go without if money or time become an issue.  We can play more with these tasks

GANTT Chart 
Please, view the file attached.  

My Gantt Chart shows potential scheduling for the project.

How to Keep my Project on Track

In term of communication within the role of a project manager, I would most certainly use email, phone calls and I would also meet in person to discuss matters.  I would want to have regular updates from my instructional designer.

I found Microsoft Project to be quite a monster program to use.  It was quite a learning curve to get anything of value out of it at first.  But the more I played with it, the more I got accustomed to its features.  So, to keep my projects up to date and on track, I think I would want to use Microsoft Project.  I would have to become more efficient at it though and maybe have a template ready to use, to save time.

When working with lots of people, people skills are a necessity.  For workers to be working efficiently, they need to be motivated and having a good morale.  So, investing in the ‘happiness’ of my staff may help me to achieve my projects on time. 


