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Case Study #1: Online Learning Director 

 

Overview 

Location and Current Situation: South Run State College (SRSC) is an 

urban state college with an enrollment of 6,500 undergraduate students 

and 2,000 graduate students. SRSC offers limited online courses and 

online programs. The student evaluations of the online classes are 

abysmal compared to the other onsite courses. SRSC is also facing both a 

decrease in enrollment and state funding. The surrounding institutions 

also have decreased funding but not a decline in enrollment. There is an 

office of online learning staffed with two associates who help faculty 

with the LMS, but they are not instructional designers. SRSC had to 

increase tuition and student fees to balance the financial deficit. To 

address these challenges, the Provost wants more online courses and 

programs to increase enrollment and would like to contract an outside 

company to provide online courses. The Provost hires a Director of 

Online Learning who has the charge to create a plan to improve the 

quality of online course offerings, increase online enrollment, increase 

student satisfaction rates with online courses which may increase SRSCs 

financial outlook and competitive position within the online higher 

education market.  

Needs Analysis 

The purpose of the needs analysis is to identify the root of the problem, 

make changes by addressing some questions. Some questions to consider 

include in this case include: 

 

 What are the possible solutions? 

 Who is the audience/market for the classes? Is the addition of 

online courses indeed the best solution? 

 Will the online courses align with the college learning objectives/ 

institutional goals? 

 Are the specific programs accredited and approved for online 

instruction? 

 What are the advantages of the competition or similar 

institutions? 

 Who will train the faculty? Who will design the courses? 

 What is the best needs analysis approach to address the 

questions? 

 

As referenced in Brown & Green (2016, p. 52), the Smith and Ragan 

(2004) Innovation Model, the Director of Online Learning will use the 

steps in this model to examine changes in the organization. It is 

important to include all stakeholders (instructors and administration) 

with the Innovation Model. During the needs analysis procedure, the 

Director of Online Learning will also need to evaluate the internal and 

external environment. An external environment analysis includes 

researching the higher education market, and according to the IBIS 
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Industry Report 61131a, Colleges & Universities in the US (2017) other 

than the ability to obtain grants and funding from other sources, some 

key determinants of success are responding to student needs within a 

changing nontraditional student population to offer flexible program 

requirements. Other factors include an excellent reputation and 

experienced professors.  

Possible solutions include: 

 Gather additional student feedback via surveys and focus groups 

to determine the precise elements of the online courses that need 

improvement, and to develop actionable items for improvement. 

 Seek direct input from the information technology department to 

ensure technical requirements to support the future increase in 

online courses.  

 Interview the existing two staff members to determine 

qualifications in providing faculty instruction to design their 

course because of their past work experience with faculty. 

 Explore and provide professional development opportunities and 

training to faculty for online instruction. Forman and informal 

training such as self-directed tutorials on how to teach online 

(University of New South Wales, 2018). 

 Instead of contracting an external company to offer instruction, 

hire one Instructional Designer to work with the two staff 

members and faculty.  

 Create a “task force” and appoint members to drive this change in 

online learning within the organization. 

 Seek external partnerships with community colleges or other 

schools in the area for articulation agreements to attract new 

students with the possibility of increasing enrollment 

Task Analysis 

The task analysis approach includes information gathering stage about 

tasks or content to develop to support the learning goals, for example, 

training faculty and staff in “excellence in online learning.”  Along with 

input from faculty, information technology and the Instructional 

Designer, the Director of Online Learning will determine the content of 

the course and program offerings; also, how to develop access and 

update the content. The Instructional Designer will work with the faculty 

and subject matter experts to present course content. The Director of 

Online Learning will break down the task of professional development 

and training for faculty and staff. The goal of the training is to support 

excellence in online learning. The faculty and all associates will have an 

opportunity for training, which will be in the form of online webinars in 

addition to workshops from a third-party consultant. SRSC will also 

support faculty participation in online learning conferences.  

Learner Analysis 

Who are the learners in this scenario? The Director of Online Learning, 

the faculty, support staff and the current and prospective online students 

are learners. It is important to support a “learner-centered environment” 
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(Brown & Green, p.73) to value and incorporate the learner’s skills and 

experience as well as their human needs (Maslow’s hierarchy). SRSC 

may have had volunteers or leaders to lead this change in instruction, but 

the Director of Online Learning must also prepare for reluctant learners 

who feel “forced” to make this change (Brown & Green, p.78).  Creating 

personas for the type of online learners will help to employ UDL 

principles and accessibility.  

Goals/Objectives 

 

Goal: The goal is for SRSC to become the college of choice.  

 

Objectives: 

 Increase the number of online course offerings 

 Increase enrollment 

 Improve student satisfaction rates. 

 Complete an environmental scan of similar institutions to learn 

about their success in online instruction/enrollment.  

 Have a comprehensive understanding of the students’ needs 

 Successfully train and support faculty to excel in online 

instruction 

 Offering quality online courses to keep the costs down by 

keeping online instruction within the institution, not to hire a 

third party to provide online courses 

 Create a timeline, schedule of implementation 

 Incorporate UDL principles for all online courses 

 Develop assessment and quality evaluation standards and 

measures.  

  

 

Case Study #2: Paul Seymour, Assistant Professor: A Dilemma Case in Teaching 

 

Overview 

Location and Current Situation: Dr. Paul Seymour is teaching his first 

class at the State University at Chicago. His Molecular Evolution Class 

consists of 40 mostly pre-med students preparing for their MCATS. Dr. 

Paul Seymour comes to the University with “excellent research 

credentials.” He was a popular instructor, and his research seminars were 

well-received at the start of his teaching career. He then went on to change 

his instruction methods based on his postdoc mentor, Dr. Mary Craxton 

with her “collaborative learning” methods. After surveying his students 

five weeks into the course, Dr. Seymour learns the students are not happy 

with his teaching methods and learns the students are complaining to other 

faculty. The Department Chair, David Montague, is not satisfied with the 

student feedback and with Dr. Seymour not fulfilling other duties of his 

role such as grant writing. The students do not like the collaborative 

environment working in groups group assignments, papers, and 

discussions—the students do not like or appreciate his teaching 
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methods.in his Molecular Evolution class.   

 

Needs Analysis 

Dr. Seymour can make a change before the end of the semester 

considering he has the student feedback before the course is over. The 

professor needs to take into consideration the student needs, not only his 

“need” to try this new technique. Considering all the stakeholders in this 

scenario, Dr, Seymour needs to produce for both his students and the 

Chair as well as preserve his reputation. Although Dr. Seymour did not do 

not assess the situation and his learners at the start of the course, he can 

now address the student concerns head-on. He can also do a better job 

explaining the importance of collaborative learning while still providing 

lectures to cover the MCAT material as well as provide instructions 

creatively on a collaborative method.  

Dr. Seymour has the data, and the Morrison et al. (2006) goal analysis or 

Mager’s performance analysis (p.47) is the best approach considering the 

time constraints.  

Task Analysis 

Dr. Seymour has the content knowledge, and the issue is with the different 

methods of content delivery.  

 Dr. Seymour will defend his methods by providing evidence-based 

studies he can use to present to his students to explain or illustrate 

why he is using collaborative learning (Park, Donoff, & Saldana, 

2017). 

 Dr. Seymour may ask his mentor and expert in collaborative 

learning, Dr. Craxton for a visit to the class or to seek help from 

her. 

 Now that he knows where he stands, Dr. Seymour can make some 

immediate and future changes. Change is the theme here – and the 

introduction, reaction, and management of that change from the 

expected for his students is also a lesson for pre-med students who 

will face a future of unpredictable situations. 

 Dr. Seymour will need to strike a balance with the student needs 

and collaborative learning techniques and will introduce MCAT 

material.  

 Since “collaborative learning” is a new approach to teaching in his 

department, he will need to address his Chair’s concerns with a 

proposal to research his innovative teaching techniques and 

provide a deadline of deliverables to his Chair.  

Learner 

Analysis 

There are two sets of learners here – the students and Dr. Seymour. Dr. 

Seymour needs to address the student concerns and balance the student 

expectations. 

 Dr. Seymour will reassess his students on mastery of the subject 

material 

 Students will be able to collaborate for MCAT study sessions  

 The grading rules:50% individual work and 50% group scores 

including peer evaluation will remain the same, but he will give 
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students an option to replace 25% of the group score with an 

individual project.  

 Dr. Seymour will survey the students at the end of the course to 

gauge student satisfaction and the effect of the intervention five 

weeks into the course.  

 

Goals/Objectives 

Goal: Dr. Seymour’s goal is to create a successful learning environment 

to demonstrate the value of his methods while balancing his duties to the 

institution. 

 

Objectives: 

1. Dr. Seymour will address the negative feedback 

2. There will be increased ease of student satisfaction rates at the end 

of the course. 

3. He will provide evidence-based literature regarding his techniques. 

4. He will seek advice from his mentor and find examples in the 

literature 

5. Dr. Seymour will seek training to hone his collaborative learning 

teaching techniques.  

6. Dr. Seymour will devote his time to additional high priority 

responsibilities such as grant writing 
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