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Research about the preparation and competencies of instructional designers in
higher education has not been addressed. The purpose of this multiple case study was to
explore individuals in this context by focusing on their employment and academic
backgrounds, as well as their responsibilities, qualifications, and expectations as reported
by their supervisors. This study sought to understand who the instructional designers in
higher education are, and how they came to their roles in their institutions. An
understanding of these instructional designers in higher education could lead to improved
teaching and learning experiences for students in higher education.

Five themes emerged from the cases studied: flexibility; moral purpose; relationship
building; time and project management; and ongoing professional development.

Instructional designers do more than design instructional experiences. They are
informal leaders who have an immediate and profound effect on the future of higher
education. Their role in distance education is redefining how we educate students, and is

shaping distance education and, ultimately, the face of the institutions in which they work.



111

Dedication

[Organizations have] to build a strong core of people who really care about the place
and who have ideas. Those ideas have to flow freely and easily through the
organization. It’s not a question of riding in with a great new chief executive on a
great white horse. Because as soon as that person rides out, the whole thing
collapses unless somebody can do it again. So it’s a question of building strong
institutions, not creating heroic leaders. Heroic leaders get in the way of strong

institutions.

Henry Mintzberg, 2010, p.6.
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Chapter 1

Introduction

The phrases instructional designer and instruction technologist are often used
synonymously. Both print and online job searches reveal that more job titles are used
almost interchangeably with instructional designer - including performance
technologist/consultant, human performance improvement specialist, instructional
developer, education specialist, employee educator, trainer, staff development specialist, or
instructional systems specialist. However, there are differences in the descriptions of job
responsibilities which are dependent on the occupational field. “Variations do exist in work
duties, in modes of occupational entry, in educational preparation, and in career paths,
[thus] instructional design should be regarded as an emerging rather than an established
profession (Rothwell & Kazanas, 2008, p. 5). Not only do variations exist in the job search,
but the expectations of the organizations for which the instructional designers work vary
as well.

Problem Statement

The needs of institutions of higher education are not the same as business, industry,
or other work environments when it comes to instructional design. Clients of instructional
designers in academia are the faculty who teach students to reach certain learning
outcomes. The goals of the faculty are to teach, research, and enhance scholarship in their
respective disciplines. In the non-academic workplace, instructional designers provide

services for trainers, whose aim is to prepare employees for their jobs. The Merriam-



Webster Online Dictionary (2011) provides several alternate definitions for teach,
including: to cause to know something; to guide the studies of; to impart the knowledge of;
to instruct by precept, example, or experience. Some of the definitions for train include: to
form by instruction, discipline, or drill; to make prepared for a test of skill. In short,
teaching is not the same as training. It is important to consider this difference, as the
description of the job responsibilities of instructional designers does not distinguish
between the two. Much of the research dedicated to the study of instructional designers
originates in non-academic environments.

Research about the preparation and competencies of instructional designers has
been broad and thoughtful. It has focused on instructional design models, and the
competencies needed for instructional designers to work in corporate and industrial
organizations. However, there is little empirical research about the preparation of and
competencies possessed by instructional designers specifically in higher education and the
actual needs of the institutions employing them. If there is to be a faculty training
component to the role of an instructional designer in higher education, should not these
designers understand how to train the faculty? There is also no research about the
experiential backgrounds of these designers. What careers, if any, have they had prior to
working in higher education? In what contexts have they worked in instructional design?
This lack of understanding necessitates a specific exploration of instructional designers in
higher education. When an institution of higher education seeks an instructional designer,

what does it look for? What does it expect?



Gunn and Cavallari (2007) proposed a heuristic approach to research that designers
can use to guide themselves in higher education environments. The findings of a study
designed to do this would help instructional designers to better understand faculty
members’ needs and the effectiveness of instructional designers’ work in providing
pedagogical and technological support.

Purpose Statement

In partial response to Gunn and Cavallari’s (2007) call for additional research, the
purpose of this multiple case study was to explore the qualifications, academic histories,
and employment experiences of instructional designers in higher education and the
responsibilities, qualifications, and expectations as reported by supervisors of instructional
designers in higher education. I wanted to understand who the instructional designers in
higher education were, and how they came to their roles in their institutions. In my own
practice as an instructional designer (ID), and through the informal, non-systematic
reviews of job postings and listerv messages, I noticed a disconnect between IDs in higher
education and those in non-education settings. They were disconnected in terms of their
backgrounds and their job responsibilities, and I sensed that by understanding who these
instructional designers in higher education were, and exploring their experiences, I could
provide a voice for this unique population. By telling the stories of instructional designers,
we can understand how to improve teaching and learning experiences in higher education.

Through the use of multiple case studies and artifact collection, I was able to answer
research questions that focused on the backgrounds and duties of instructional designers

in higher education.



Research Questions

*  What are the academic qualifications of instructional designers in higher education?
*  What are the employment experiences of instructional designers in higher
education?
*  What are the job responsibilities of instructional designers in higher education?
* How do instructional designers in higher education describe their jobs?
*  What do the supervisors of instructional designers in higher education expect of
designers?
* How do the supervisors of instructional designers in higher education describe the
work of their subordinates?
A review of existing literature was conducted to establish the context for instructional
designers in higher education. Chapter two provides a review of the literature, noting the

calls for additional research in the field.



Chapter 2

Literature Review

History of Instructional Design

During World War II, psychologists and educators were sought to develop training
materials for the military services. Gagné, Briggs, Flanagan, and later, Miller, among many
others, were responsible for the research and development of instructional materials and
models for military projects. From the 1940’s, the concept of programmed instruction,
followed by the proliferation of behavioral objectives, domains of learning, events of
instruction, hierarchical analysis, and formative evaluation led to the earliest instructional
design models found in the 1960’s (Reiser, 2006). Throughout this time, instructional
designers were the people trained to develop systems of valid and measurable instruction.
As more research about effective teaching and learning was published, the field of
instructional design became more complex in order to meet the needs of even more
learners.

When the war ended, the research continued and gained momentum. The field of
instructional design was heavily influenced by Skinner’s research on teaching and learning.
His theories on behaviorism led to the widespread utilization of formative assessment in
instructional design processes. The field of instructional design continued development
into the 1950s and 1960s. Bloom’s 1956 publication of the Taxonomy of Educational
Objectives, called for instruction to include a more conscientious, scaffolding approach to

reaching higher learning objectives. In Gagné’s The Conditions of Learning, published in



1965, he described five learning outcomes (verbal information, intellectual skills,
psychomotor skills, attitudes, and cognitive strategies). Bloom and Gagné’s work became

the foundation of how instruction is designed (Reiser, 2001).

The 1980s brought about the use of personal computers, which added the
technological component to instructional design. Moving into the 1990s, there was more
written about instructional design, perhaps as the result of the increased use and
acceptance of educational and instructional technology. The interest in knowledge
management has since grown, and the expectation that instructional designers and other
training professionals be responsible for improving human performance has evolved to
include information and communication technology literacy. “The growing interest in
knowledge management is likely to change and perhaps expand the types of tasks
instructional designers are expected to undertake” (Gustafson & Branch, 2002, p. 45). The
ongoing evolution of the instructional design profession necessitates additional research
about the responsibilities of those who design instruction, as well as the expectations of
their supervisors, because though research about design itself has increased, there is still
little to be found about instructional designers themselves.

Existing Literature to Date

To understand the work of instructional designers, we must first turn to the existing
literature. A five-year search of the Dissertation Abstracts International database hosted by
ProQuest yielded 20 results when the Boolean search terms were: “instructional design,”
“instructional designer,” and “higher education,” and either preparation, training,

experiences, or competencies. Of the results, one dissertation explored the collegiate



preparation of instructional designers. “Survey and case study analyses of the professional
preparation of instruction design and technology (IDT) graduates for different career
environments” (Larson, 2004) questioned how well-prepared graduates felt for their
professional positions. Larson identified Florida State University (Tallahassee) and Indiana
University (Bloomington) as two exemplary schools for preparing instructional design and
technology students, and concluded that the best approach to preparing IDT students is by
taking a generalist approach in order to prepare them for their careers.

A ten-year search of multiple databases yielded findings in the following categories
when the Boolean search terms were: “instructional design,” “instructional designer,” and
“higher education,” and either preparation, training, experiences, or competencies:
professional standards for instructional designers, expected competencies of instructional
designers, academic preparation methods for instructional designers, roles of instructional
designers, and calls for additional instructional design research.

Professional standards for instructional designers

Instructional designers are employed by business, industry, and higher education
organizations. Each instructional design position has different responsibilities and
expectations, just as each instructional designer has unique strengths and weaknesses. To
accommodate these variances a set of benchmarks was created to gauge the preparedness
of instructional designers to complete their jobs no matter the context. The International
Board of Standards for Training, Performance and Instruction (ibstpi®) first developed a
set of internationally recognized competencies for instructional designers in 1986. In the

15 years following the initial publication of those competencies, the ibstpi® Board



continued researching learning and instructional design theories and published its most
recent set of competencies in 2000 (See Appendix A). The four core competencies are
professional foundations, planning and analysis, design and development, and
implementation and management (2000). The ibstpi® core competencies are continuously
referred to in instructional design literature.

The professional foundations core addresses the need for instructional designers to
communicate and relate with colleagues, commit to continually improving and adding to
one’s proficiency in instructional design, and acting ethically in the best interests of the
work environment. Purposefully organizing and analyzing the needs of the organization
and the learner and pairing those with appropriate technologies and best practices in
instructional design are competencies described in the planning and analysis core.
Designing and developing effective instruction and instructional content, competencies
mentioned in the design and development core, require instructional designers to be
knowledgeable of the diverse needs of the learners and the organization. Not only must
they select appropriate strategies and materials for instruction, but they must also be able
to repurpose existing instructional materials to accommodate the needs of the organization
and its learners. The last core, implementation and management, suggests that
instructional designers be able to manage their designs upon completion, which requires
them to be able to work in and manage teams as well as have project management skills to

monitor the design to completion.



Expected Competencies of Instructional Designers

The research exploring recent instructional design practices indicates that designers
utilize general methods to fulfill their duties though the implementation of the process
varies according to the work environment (Campbell, Schwier & Kenny, 2009; Cox, 2003;
Cox and Osguthorpe, 2003; Kenny, Zhang, Schwier, & Campbell, 2005; Visscher-Voerman
and Gustafson, 2004; ibstpi®, 2000). Not surprisingly, there is a disparity between the
competencies required of instructional designers in business and industry from those
required of designers in higher education settings (Larson, 2004). Not only do the
competencies required of each setting differ, but also there is a need for additional research
to explore problems in both higher education and corporate fields. “The promise of a
‘systemic’ approach to instructional design, delivery, and evaluation offers an interesting
direction when contrasted with the more traditional ‘systematic’ models currently being
used in corporate training environments” (Shearer, 2003, p 285). Acknowledging the
difference between instructional design jobs in corporate and higher education
environments, Shearer further cites the need for the expansion of instructional design
research “in an attempt to understand more clearly the types of problems and benefits that
are involved in e-learning and e-business applications areas” (p 285). A gap in the
literature does not provide a clear description of the competencies needed of instructional
designers specifically in higher education settings.

Spector, Klein, Reiser, Sims, and Grabowski (2006) began a discussion about the
ibstpi® competencies and standards for instructional design and educational technology,

stating:
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[It] is not expected that instructional designers, regardless of their levels of
expertise, demonstrate all competencies, or all performance statements of a given
competency. Not only have new areas of design emerged, but in many cases,
instructional designers only focus on some specific areas of the design process.
Furthermore, the competencies address generic design issues, but they can be

customized to meet the uniqueness of an organization (p 6).

Literature that includes discussions of such customized competencies is not available
although there may be a need, if not a desire, to identify specific competencies necessary of
instructional designers in specific contexts.

A broad look at the competencies expected of instructional designers by their
employers (including higher education, business, and industry) include: understanding
strengths and weaknesses of various technologies (Moore & Anderson, 2003; Shearer,
2003; Sims & Koszalka, 2008); the ability to move seamlessly between the role of
instructional designer, faculty, and student in order to appreciate and understand the
instructional methods necessary for given courses (Campbell, Schwier & Kenny, 2009;
ibstpi®, 2000); knowing both context and learner and implementing effective instructional
strategies accordingly (Sims & Koszalka, 2008; Campbell, Schwier & Kenny, 2009; ibstpi®,
2000); continuous learning and research about instructional design, learning theories, and
changes in the learner population (Sims & Koszalka, 2008); how to appropriately modify or
repurpose current technologies and instructional design models (ibstpi®, 2000) to meet
the needs of the changing learning environments (Sims & Koszalka, 2008); understanding

learning communities and social constructivism (Bonk & Wisher, 2000; Zhu, 1998);
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providing instructional advice to faculty (Campbell, Schwier & Kenny, 2009); and building
trust and faculty self-efficacy (Campbell, Schwier & Kenny, 2009). Not only do designers
need to understand models of instructional design and various learning theories, but they
need to be able to communicate and teach effectively as well (ibstpi®, 2000).

Although some resources implicitly describe the needed competencies of
instructional designers, many must be inferred based on the emphasis placed on the role of
instructional designers. Rothwell and Kazanas (2008) included project management,
effective communication, interpersonal skills, and knowledge management as broad
skillsets needed of instructional designers.

Campbell, Schwier and Kenny (2007) examined the social practice of instructional
design in higher education in terms of a model of change agency. Their research
emphasized the importance of the instructional designer’s role stating:

Instructional designers work directly with faculty and other clients to help them think

more critically about the needs of all learners, about issues of access, about the social

and cultural implications of the use of information technologies, about alternative

learning environments, and about related policy development (2007, p.2).

An unpublished report written by Florida State University graduate students was
based on a survey of graduates (from the graduating classes of 1973) of FSU’s IS program.
Graduates were asked to identify three things they wished they had learned as part of their
academic preparation at FSU. The purpose of their study was to determine if the IS
program was preparing students for instructional design positions. The study looked

specifically at the practical skills needed of designers. Hanna, Yap, Fong, Fletcher, and
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Bancroft (2009) found that alumni desired additional preparation in the following areas:
communication and collaboration; project management; business management skills;
technology e-learning tools, and programming skills; adult learning theory; more practical
experience in ID skills such as needs assessment and others; office productivity software;
consulting skills; change management; negotiating with SMEs and clients; and
measurement, research, evaluation, and analysis.

As the former director of the ibstpi® (1995 to 2004) and ibstpi® president (1999 to
2003), Spannaus contributed to the development and revision of the 2000 ID
Competencies. Since then, he has written that competent instructional designers must
“remain current in the research and thinking about learning and instruction” (2011).

Further, he contends that in order to maintain a list of competencies for IDs:

We [must] acknowledge that competencies are dated as soon as they are published.
We specify that designers stay current with research and design according to the
best evidence available at the time, and extend their designs beyond the evidence,

extrapolating with caution (Spannaus, 2011).

He explains that the subject matter IDs work with varies in complexity as do the contexts in

which they work.

[W]e aren't always creating structures in which failure may result in death. We are
creating learning systems on which accurate performance depends, occasionally in
life-threatening situations. In low criticality situations, we may be able to push the

boundaries. In high-criticality settings, we will want to stay closer to the empirical
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evidence. Competencies should reflect these critical differences in the stakes

(Spannaus, 2011).

Considering the context in which a designer works is important, perhaps necessitating — or
at least allowing for - differing standards for various contexts.

Additional literature reviewing the specific needs of instructional designers employed
in institutions of higher education may be helpful to better prepare designers as they seek
academic programs for professional preparation.

Academic Preparation of Instructional Designers

A review of the literature written about the preparation of instructional designers
would ideally identify the approaches taken to educate students in ID programs.
Unfortunately, the most recent research conducted about the preparation methods used to
train instructional designers was Larson’s (2007) exploration of how instructional design
faculty explained their approaches in teaching instructional design to students. Although
this study does look at the approaches of instructional design preparation, it only considers
one setting - Florida State University-Tallahassee. Six approaches were identified in the
Larson study:

a pragmatic approach; a systematic, systemic, and empirical approach to both

content and methods; an approach that emphasizes change agency; a self-evaluative

approach that works toward continuous improvement in both personal practice and

program implementation; an approach that incorporates authentic, relevant, real-

world experiences; and a collaborative approach that fosters professional
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development and an atmosphere of collegiality through mentoring opportunities for

faculty and students (Larson, 2007, p 8).

The approaches indicated in this study were not representative of a large population and
cannot be generalized too broadly.

The results of the Larson 2004 Instructional Design Career Environments Survey
further found that the majority of the then-practicing instructional designers surveyed
attended generalist programs in either undergraduate or graduate settings. Such programs
were designed to prepare them broadly for positions in any setting (Larson, 2007). Similar
results had been replicated in earlier studies (Atchison, 1996; Julian, 2001), but later
studies are missing from the literature.

A review of graduate programs common to instructional designers would provide
an objective look at the way instructional designers are formally prepared. Common
programs include those focusing on instructional or educational technology and
instructional design and technology.

Roles of Instructional Designers

Researchers have explored the roles of instructional designers, as well as their use of
instructional design models in higher education institutions. However, empirical research
is missing from the literature. Most of the published writing about instructional designers
in higher education is from designers’ own perspectives and is both qualitative and
informal in nature. One study, however, does address the role of the designers, and is often

referred to in the research.
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Schwier, Campbell, and Kenny (2007) conducted a narrative inquiry and stated that
instructional designers play an active, moral, political, and influential role in activating
change. They also noted that faculty members working with instructional designers are
actually engaging, as learners, in a process of professional and personal transformation
that has the potential to transform the institution. Simeon, Brickell, and Ferry (2007) found
that instructional designers play a supporting role in providing advice in the design and
development of instructional materials. They further noted that instructional designers
also play a leader’s role during and after development of instructional materials. These
studies provide insights for understanding instructional designers’ work in higher
education institutions, and guidance to professionals in this field.

Additional Research is Needed
A great deal of care has been given to the description of instructional design (ASTD,
2008; Reiser and Dempsey, 2007; Reiser, 2001; Eshleman, 2000; ibstpi®, 2000).

* [tis asystem of procedures for designing and developing instructional programs in
a consistent and reliable fashion (Gustafson & Branch, 2002; Dick & Carey, 2001;
Morrison, Ross & Kemp, 2001; Smith & Ragan, 2005; Rothwell & Kazanas, 2008).

* [tis empirical, learner-centered, goal-oriented, and focused on real-world
performance with outcomes that can be measured, and a team effort (Gustafson &
Branch, 2002; Litchfield & Keller, 2002; Rothwell & Kazanas, 2008).

* [tis based on learning theories (Smith & Ragan, 2005; Morrison, Ross & Kemp,

2001; Smith & Tillman, 2004; Rothwell & Kazanas, 2008), information technology,
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systematic analysis, and management methods (Smith & Ragan, 2005; Morrison,

Ross & Kemp, 2001).

* [Itisiterative, as designers need to continuously evaluate their design and make
revisions for improvements (Morrison, Ross & Kemp, 2001; Rothwell & Kazanas,
2008).

* Instructional design is also eclectic (Monash & Monash, 2008).

Although the field of instructional design itself has been defined and described for
years, the same attention has not been given to the description of instructional designers.
Existing literature implies that the definition of instructional designers lies in the realm of
instructional design (and instructional technology according to many), wherein designers
fill many different roles. Cox and Osguthorpe (2003) found that “those who call themselves
designers spend most of their time doing design and development work and managing
projects, that research is common...and that teacher-training, marketing, and consulting
take only a small amount of an instructional designer’s time” (p 47). They invited
instructional designers from both corporate and academic settings to participate in a study
to determine how instructional designers spend their time. In addition to the allocation of
their time, respondents provided academic and professional experience, including highest
degree completed, years of experience, and industry. Cox and Osguthorpe found that many
with undergraduate degrees used the job title “instructional designer” although not all of
the degrees were in instructional design or even education.

Their study failed to address the job descriptions of each respondent, the

perceptions of the designers or employers, or how well prepared they felt they were (and
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employers perceived them to be) to perform their job duties, and Cox and Osguthorpe
called for future research to “examine the living practice [of instructional design] as it
changes and grows” (p 47). The development and implementation of e-learning
technologies contributes to the nature of the work of instructional designers (Gustafson &
Branch, 2002). As the expectations of instructional designers change with their practice,
updated literature is needed in order to inform the training and academic preparation of
instructional designers.

Gustafson and Branch (2002) provided a possible explanation for the lack of
empirical research about effective instructional design models:

Why have more success stories not been published? It is likely because

practitioners do not have the time or motivation to prepare scholarly articles

to meet the requirements of research publications, whereas the models are

generally designed by academics who have few opportunities to test them in

the real world (p. 20).

Although this explanation is provided for the research of ID models, it is applicable to the
gap in the literature related to what instructional designers actually do or what their
supervisors expect of them. There is an “increasing awareness of what experienced,
exemplary instructional designers actually do and what skills and knowledge they need in
order to perform” (Rothwell & Kazanas, 2008, p. xxxii).

The role of an instructional designer in higher education is often that of a support
technician for technology-related issues, an expert in instructional and assessment

methods and learning theory, and a faculty trainer. Diamond (2002) described three
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approaches used to improve instructional quality in higher education: faculty development,
organizational development, and instructional development. Instructional development
activities include “course and curriculum design, implementation, and evaluation.
Incorporation of information and educational technologies into courses and curricula is
also a part of this approach” (p. 4). Instructional designers often provide support for
faculty. This is also supported by the results of Bonk’s (2001) survey, which called for
additional instructional design support specifically for faculty developing distance-learning
courses. Understanding their training experiences and/or preparation to train others is not
covered in recent research although providing training is a common requirement of
instructional designers in higher education.

Chute (2003) described several problems with e-learning research — which is often
where research related to instructional design is now found - and called for specific
research initiatives to create benchmarks for designing instruction. Filling this need would
ideally lead to “better instructional design within online courses and standards of success
will increase acceptance for e-learning both within higher education as well as the
surrounding community” (Chute, 2003). The needs of the learners (both faculty and
student) in higher education are not the same as those in industry or business. Chute’s
implication that there is a need for context-specific competencies for designers in higher
education has yet to be researched.

In lieu of their contention that instructional designers are more than just people
with technical expertise who assist faculty with course design, but that they are actually

people shaping education, learning, and institutions, Campbell, Schwier & Kenny (2009)
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posed the question “How might we redefine the curriculum in graduate programs of
instructional design?” They suggested that the stories of the designers be told until
instructional design programs are carefully examined and reorganized in recognition of the
importance of the social aspect of instructional design. These social competencies, while
mentioned in the ibstpi® Instructional Design Competencies, may not be taught in
instructional design programs. An examination of the academic preparation of designers
would provide a clear look at the social competencies discussed in instructional design

programs.
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Chapter 3

Methods

Tradition of Inquiry

This research study explored the qualifications, academic histories, and employment
experiences of instructional designers in higher education and the responsibilities,
qualifications, and expectations as reported by supervisors of instructional designers in
higher education at doctoral granting universities in the Midwest. Using the collective case
study method as the research method allowed me to “explore[s] a bounded system (case)
or multiple bounded systems (cases) over time, through detailed, in-depth data collection
involving multiple sources of information (e.g., observations, interviews, audiovisual
material, and documents and reports), and report a case description and case-based
themes” (Creswell, 2007, p. 73). The collective case study allows the researcher to consider
multiple cases at different locations to more fully explore and describe an issue (Creswell,
2007; Hatch, 2002), and also gives consideration to the need for the researcher to utilize
purposeful sampling to find and report on various cases or systems (Creswell, 2007) to
better describe the participants' experiences. Stake explained, “Each case study is
instrumental to learning about the [issues], but there will be important coordination
between the individual studies” (pp. 4-5).

Case study researchers aim to narrowly view concepts, issues, or problems in their

natural environments. “We are interested in them for both their uniqueness and

commonality. We seek to understand them. We would like to hear their stories” (Stake,
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1995, p.1). To describe the experiences of the instructional designers and their supervisors,
[ had to hear their stories, and understand their perspectives, which required some probing
and clarifying research questions throughout the interviews. “The aim [of revising or
modifying research questions] is to thoroughly understand the case” (Stake, 1995, p.9), not
to reshape the purpose of the study. Stake emphasized the need for cautious and intelligent
interpretation of case studies so that we accurately describe the issues we attempt to
explain. “We draw from understandings deep within us, understandings whose derivations
may be some hidden mix of personal experience, scholarship, assertions of other
researchers” (p. 12). By being “patient, reflective, [and] willing to accept another view of a
case,” (p. 12), case study researchers can better ensure the efficacy and truthfulness of the
interpretations.

Stake further emphasized that the interpretation of the events studied in a case are
essential components of qualitative research. "Standard qualitative designs call for the
persons most responsible for interpretations to be in the field, making observations,
exercising subjective judgment, analyzing and synthesizing, all the while realizing their
own consciousness” (p. 41). Although some may criticize the arguably subjective nature of

oan

the interpretation of case studies, Stake states, “"Subjectivity is not seen as a failing needing
to be eliminated but as an essential element of understanding” (p. 45).

Stake described the use of issues to identify what it is case study researchers are
looking for in their particular cases, and how they should use these issues to develop a

conceptual structure for organizing a case study. “Issues are not simple and clean, but

intricately wired to political, social, historical, and especially personal contexts. Issues draw
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us toward observing, even teasing out, the problems of the case...[and] help us expand

upon the moment...see the instance in a more historical light...recognize the pervasive

problems in human interaction” (p. 17). By stating the issues at the forefront of the

research process, case study researchers can not only develop more informed research

questions, but they can also spend additional time thinking critically about those issues.

When considering the very nature of qualitative research, Stake described “More or

Less Special Characteristics” to emphasize the defining characteristics of qualitative

studies. The information below is copied verbatim from his chart (pp. 47-48):

More or Less Special Characteristics of Qualitative Study

Defining Characteristics

1. It is holistic:

its contextuality is well developed;

it is case oriented (a case is seen to be a bounded system);

it resists reductionism and elementalism; and

it is relatively noncomparative, seeking to understand its object more
than to understand how it differs from others.

2.1t is empirical:

it is field oriented;

its emphasis is on observables, including the observations by
informants;

it strives to be naturalistic, noninterventionistic; and there is a
relative preference for natural language description, sometimes
disdaining grand constructs.

3. Itis interpretive:

its researchers rely more on intuition, with many important criteria
not specified;

its on-site observers work to keep attention free to recognize
problem-relevant events; and

it is attuned to the fact that research is a researcher-subject
interaction.
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4. It is empathic:
* it attends to actor intentionality;
* itseeks actor frames of reference, value commitments;
* although planned, its design is emergent, responsive;
* itsissues are emic issues, progressively focused; and
* ts(sic) reporting provides vicarious experience.

Characteristics of Good Qualitative Study (in addition to the above)

1. Its observations and immediate interpretations are validated:
* triangulation of data is routine;
* there is deliberate effort to disconfirm own interpretations;
* itsreports assist readers to make their own interpretations; and
* itsreports assist readers in recognition of subjectivity

2. It is nonhortatory, resisting the exploitation of the specialist's platform.
3. It is sensitive to the risks of human subjects research.

4. Its researchers are not just methodologically competent and versed in some
sbstantive (sic) discipline but versed in the relevan (sic) disciplines.

Qualitative Studies Vary Depending on These Options
1. Aimed at knowledge production versus practice; policy assistance.
2. Seeks to represent typical cases versus what may best yield understanding.
3. Honors multiple realities (relativism) versus single view.
4. Reporting provides formal generalizations versus vicarious experience.

5. Intends to provide value conclusions versus facilitating value debate (Stake,
1995, pp.47-48).

These data, discovered during case study research, are generally in the following
forms: “documents, archival records, interviews, direct observations, participant-
observation, and physical artifacts” (Creswell, p. 75). To analyze the findings of the data,
researchers must first choose to use holistic analysis (a picture of the entire case), or
embedded analysis (a picture of one aspect of the case). Then, the researcher will identify

key themes and provide an analysis of those themes within the context of the case.
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My initial holistic analysis began after the first interview in order to analyze each
case individually so I could understand the story of each participant before identifying
cross-case themes. As such, the findings of each case are topically presented individually,
utilizing rich descriptive narrative format, using direct quotes often, then interpreted
carefully, as Wolcott suggested:

Description is the foundation upon which qualitative research is built.... Here you

become the storyteller, inviting the reader to see through your eyes what you have

seen, then offering your interpretation. Start by presenting a straightforward
description of the setting and events. No footnotes, no intrusive analysis--just the
facts, carefully presented and interestingly related at an appropriate level of detail.

(1994, p. 27)

After reviewing each case individually, I then conducted a categorical aggregation,
identified key themes, and provided an analysis of each theme within the context of the
collective group of cases. The themes were selected based on their relevancy to my
research questions. Although the thematic analysis is typically written in a chronological

manner, the data from my interviews did not lend itself to chronological representation.

As a writer, teacher, and learner, the social constructivist paradigm fits my
personality, writing style, and experiences. | am comfortable asking open-ended questions
and making meaning of stories despite the lengthy refining that precludes the interview
process. Using constructivism allows “researchers and the participants in their studies...[to

be] joined together in the process of coconstruction” (Hatch, 2002, p. 15). The close
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relationship between researcher and participant, while seemingly subject to significant
bias, is permissible and encouraged (Hatch, 2002; Mishler, 1986) as “it is through mutual
engagement that researchers and respondents construct the subjective reality that is under
investigation” (Hatch, 2002, p. 15). The social constructivist approach allowed me to use
both the views of the interviewees and other documents and literature found during
research to make meaning and draw connections between them to better understand the

findings.

Constructivists “focus on the specific contexts in which people live and work in
order to understand the historical and cultural settings of the participants” (Creswell, 2007,
p. 21). Doing so helped describe and understand the views of the participants, the existing
literature, and the relationship between the cases. Overall, the constructivist paradigm
allowed me to tell the story of instructional designers and their supervisors. The
constructivist view “encourages providing readers with good raw material for their own
generalizing. The emphasis is on description of things that readers ordinarily pay attention
to, particularly places, events, and people, not only commonplace description but ‘thick
description’ the interpretations of the people most knowledgeable about the case.
Constructivism helps a case study researcher justify lots of narrative description in the final

report” (Stake, p. 102).

Sampling Method
The purposeful selection of these instrumental cases - seven instructional designers

and three supervisors of instructional designers across six institutions- included: (a)
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employment at a four-year, doctoral-granting institution in the Midwest, (b) ability to share
academic and employment experiences, (c) willingness to discuss roles and responsibilities
as a designer in employing institution, and (d) willingness to discuss expectations of their
employees. They were each sent a letter inviting them to participate (Appendix E & F).

Procedures

Considering best practices in case study methodology, interviews were conducted
with individuals within the study sample as the method of data collection. I followed these

steps as recommended by Creswell (2007) for interview data collection:

1. Identified interviewees based on the purposeful sampling strategies of criterion,
snowballing, and convenience,

2. Determined that one-on-one interviews were most appropriate for this project,

3. Used digital recording device for interviews,

4. Designed an interview protocol form, with four major themes and eight
questions and ample space between the questions to write field notes as from
the interviewee's comments,

5. Refined the interview questions and the procedures further through pilot testing,

6. Determined the best time for conducting the interview,

7. Prior to beginning the interview, obtained consent from the interviewee to
participate in the study. Had the interviewee complete a consent form for IRB.

Reviewed the purpose of the study, the amount of time that would be needed to
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complete the interview, and plans for using the results from the interview (1

offered a copy of the report or an abstract of it to the interviewee).

The one-on-one interviews lasted between 20 and 50 minutes. Electronic audio files
were stored on a password-protected hard drive, and will remain there for seven years at
my home in a cool, dry room. I transcribed all interviews, and stored the transcribed text
on a password-protected hard drive for seven years in a cool, dry room in my home. I have

sole access to the files.

Because pseudonyms were used on the interview protocols, [ maintained a list
linking the names of the participants to their pseudonym. This list will be kept in a locked
cabinet within my home and maintained for seven years before the list is destroyed. I
obtained informed consent from participants (Appendix C & D). There were no identified
risks associated with this study. This study received approval on October 21, 2010 from the
Institutional Review Board (IRB) for the Protection of Human Subjects at the University of
Nebraska - Lincoln (Appendix B).

Data Analysis Process
Interview data were analyzed following the recommendations of Creswell (2007, pp. 156-
7):

1. Created and organized files for data

2. Read through text, made margin notes, formed initial codes

3. Described the case and its context

4. Used categorical aggregation to establish themes or patterns
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5. Used direct interpretation

6. Developed naturalistic generalizations

7. Presented in-depth picture of the case using narrative, tables, and figures
Researcher Reflexivity

When I began this research project, I was employed as an instructional designer in a
small, private university, where I worked with two other designers. Together, the three of
us provided instructional design expertise for all of the institution’s online, on-ground, and
hybrid courses, which included more than 220 courses. Although our job descriptions were
all the same, our backgrounds and areas of expertise were quite different. I had a
background teaching high school English and had a MA in Educational Technology; one of
my teammates was working as the university’s director of libraries and had a background
in event planning with a MLS; my other teammate held side jobs as a freelance writer and
editor, had a background in computer programming and a BBA. With my experience and
expertise in teaching and learning, and the research and technology experiences and
expertise of my partners, we were able to design all courses and provide some faculty
training and support to the institutions 130 adjunct faculty. As individuals we were able to
muddle through instructional design, but together we were a successful, cohesive team.
This research project came about when [ wondered how each of us would function

on our own in this environment. I had conversations with colleagues at other institutions
and knew their organizational structures were not like ours, and that many of them worked
alone. If instructional designers had to work independently, what skills would they need to

be successful? What types of background experiences would they have? What academic
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experiences would they have? The potential for researcher bias is significant as the very
foundation of this project is personal. As such I have made attempts to mitigate bias in my
analysis and interpretation of the research, notably through the following verification
procedures.
Verification Procedures

Triangulation

By using multiple interviewees and reviewing literature about instructional
designers, I triangulated my findings to ensure reliability. “Researchers make use of
multiple and different sources, methods, investigators, and theories to provide
corroborating evidence. Typically, this process involves corroborating evidence from
different sources to shed light on a theme or perspective” (Creswell, 2007, p. 208).

Reflexivity

By maintaining a clear sense of my own personal views and philosophy, I engaged in
reflexivity. “Reflexivity requires an awareness of the researcher’'s contribution to the
construction of meanings throughout the research process, and an acknowledgment of the
impossibility of remaining 'outside of’ one's subject matter while conducting
research” (Nightingale and Cromby, 1999, p. 228). Reflexivity then, urges us “to explore the
ways in which a researcher's involvement with a particular study influences, acts upon and
informs such research” (Nightingale and Cromby, 1999, p. 228).

Member checking

[ asked the interviewees to review the accuracy of their transcripts in order to

ensure the accuracy of their responses.
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Researcher solicits participants’ views of the credibility of the findings and

interpretations...[t]he technique is considered by Lincoln and Guba (1985, p. 314) to

be ‘the most critical technique for establishing credibility’. This approach...involves

taking data, analyses, interpretations, and conclusions back to the participants so

that they can judge the accuracy and credibility of the account (Creswell, 2007, p.

208).

Thick description

Using thick description "allows readers to make decisions regarding transferability
because the writer describes in detail the participants or setting under study...[which]
enables readers to transfer information to other settings and to determine whether [or not]
the findings can be transferred" (Creswell, 2007, p. 209). By using the words of the
instructional designers and supervisors themselves, [ was able to tell their stories

accurately and in great detail.
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Chapter 4

Context of Instructional Design in Higher Education

The use of instructional design services is evident in online and on-ground course
design, and the integration of innovative tools into the learning environment, and the
delivery of faculty training and support, in many cases providing technical support, are
consistent expectations of IDs from university to university. Designers work with
instructors who have never taught before or who are just months from retiring; with those
who are designing a new course, redesigning an old course, or changing the delivery
medium of a course. This chapter provides an overview of the use, roles, and placement of
instructional designers in each of the six institutions represented by the interviewees who
participated in this study. Following chapters will include a specific look at the
instructional designers themselves.

Use of Instructional Design in Higher Education
“It’s the Wild West; completely unregulated.” --Tom

The use of instructional design in higher education varies greatly among
institutions. At the institutions represented in this study, instructional design is not
required of on-ground courses, though it is often a requirement for online courses. There
are discrepancies within the universities themselves about requirements to have online
course development include instructional design support. Where instructional design
support is not a requirement for course development, some institutions promote its use

through grants, awards, and recognition.
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Each institution encourages faculty to utilize instructional design resources. Some
institutions offer grants for faculty who convert courses from lecture to online format, and
awards for course design are available for those faculty members working with
instructional designers. One institution is Quality Matters certified, and offers incentives for
faculty to work with QM-trained instructional designers to convert on-ground courses to
distance courses in order to ensure a quality experience for students. “Quality Matters
(QM) is a faculty-centered, peer review process that is designed to certify the quality of
online and blended courses. QM is a leader in quality assurance for online education and
has received national recognition for its peer-based approach and continuous
improvement in online education and student learning” (Quality Matters, 2010).

State Park University integrates instructional design into online course
development as part of its Top 25 E-learning initiative. This initiative was started by the
university president five years ago in an effort to make the 25 courses with the highest
enrollment more active, learner-centered, and inquiry-driven by redesigning the courses
with those goals in mind. Since its inception, the initiative has expanded from the original
top 25 courses to include the top 75, and maximum awards of $35,000 per course are
awarded over a two-year period. The university began the initiative after recognizing that
students were taking a high percentage of online courses at other institutions and
transferring the credits back to the university. While some of this may have been due to
less-costly tuition rates from community colleges, administrators believed that the
students may view it as being easier than participating in a synchronous learning

environment.
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Hope University introduced instructional design services for faculty as an option to
strengthen their courses. Two years ago, the university adopted the Quality Matters
program and integrated ID services into all online course design. Wendy, a supervisor for
instructional designers at Hope, explained that in order to ensure the university meets the
QM criteria for quality online learning the university instituted online course development
awards as incentives to the faculty to put courses fully online. In order to receive the award
incentive, faculty must utilize the instructional development group for their course
development. According to Wendy:

the whole premise behind that is our provost wants all of our fully online courses to

have a consistent look and feel of the design and so when the faculty member signs

on with that award they understand that they have to ship their materials to us. The
faculty that are teaching out to a distance we give them the option, because they also
can apply for the award. But if they’re not part of the award they have an option and
about...50-60% of them actually have us do the work. Some of them have been doing

it for a long time and they do it themselves. However, last year we transitioned to a

new blackboard system, learning management system, and so we had a big shift of a

bunch of people coming back over to us.

As part of the Quality Matters initiative, Wendy and her design staff hold workshops
for faculty members to discuss the online course design process.

At Shoreline University, the provost provides funding each summer for six courses
to be developed as online courses, thus resulting in a growing core group of faculty in need

of instructional design support. Additionally, some departments on campus are pushing for
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fully online graduate programs, which necessitates instructional design support. Other

than these incentives, however, there is no requirement that faculty utilize ID services to

develop courses. Tom, an instructional designer at the university, described it as “the Wild

West; completely unregulated.”

Roles and Organizational Placement of Instructional Designers in Higher Education
“In many ways we [are] really instructional therapist[s].” --Leslie

When considering instructional designers in higher education, it is important to not
only remember that they are working in contexts much different from designers in a
corporate environment, but that the university structures in which they work vary greatly.
In each of the cases studied, the role of the instructional designers is critical to the
universities as institutions of teaching and learning. At the core, these instructional
designers are charged with working with faculty to ensure that course learning objectives
align with the assessments, and that the learning activities achieve what the students are
expected to know and to learn throughout the course. This section provides an overview of
the roles and placement of instructional designers in each institution represented by the
interviewees who participated in this study.

Universal University (Tammy, April, Jerry)

Instructional designers at Universal University are all employed by and housed in a
department of online and distance learning, which aims to support a teaching and learning
community of faculty and staff who develop and deliver distance education programs.
Currently, this department includes ten designers, or instructional design support

specialists as defined by title, who work both independently and as a group to provide full
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support for online courses, as well as provide faculty development and training university-
wide. Though the group is centralized in one center, the designers are embedded in
individual colleges and/or departments. They meet weekly as a group and do some job
sharing based on strengths, but they ultimately work on their own in their respective
assigned areas.

The instructional designers at Universal are primarily responsible for converting
on-ground courses to online classes. They accomplish this by working with individual
faculty in their assigned department/college to create an online learning environment that
suits both the course objectives and the individual faculty’s teaching style. Three
participants in this study - Tammy (supervisor), April (ID), and Jerry (ID) - work within
this department and report that many professors have had limited experience with
distance learning and are used to the hands-off approach where the standard course
material is translated into a static online format and the actual learning is self-paced. The
designers work with these types of professors to build a more integrated and interactive
learning environment for the students.

Their work goes beyond course design, however, as faculty training is also the
responsibility of designers. Ranging from workshops to one-on-one training sessions, IDs
demonstrate the interactive tools and skills necessary for successful online instruction.

With these two focuses, support for online distance courses and faculty
development, their responsibilities can vary greatly from one day to the next, as these two
areas are rather broad in scope. Leading up to the beginning of a new semester, designers

might spend 70% to 80% of their time setting courses up. This includes a variety of tasks
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such as preparing the site, removing old content, developing, and revising content into a
useable online format, copying new content over, and all applicable testing. Thus, it helps
designers to view their role as consultants to faculty in order to keep from getting
discouraged if faculty members don’t fully cooperate with their ideas or view their input as
important as they feel it is.

Jerry described how designers work with faculty to ensure course objectives are
accomplished when there may be differences of opinion as to the design process. While the
designers may utilize a standardized template with learning modules to build a new course,
some faculty members may prefer the course be broken down into weeks, lessons, test
units, or some subset or combination thereof. Additionally, some may wish to include
videos, narrated slide shows, or even video integration utilizing technologies such as Adobe
Connect. It is the designer’s responsibility to work to achieve a balance between
consistency across courses in their respective colleges/departments while allowing each
educator the opportunity to bring their own teaching styles and experiences to their
courses. Designers at Universal perceive their role to be that of an advisor to the faculty, in
that they advise faculty in course design and development, teaching with technology, and
best practices in online teaching and learning.

April elaborated on her responsibilities as a designer at the university, which she
admits are varied and include a broad range of tasks including consulting, course design,
troubleshooting, teaching, technology training, and instruction. April estimates that each
semester she consults on and designs an average of four to five courses, and has designed

sixteen to eighteen new courses during her tenure as a designer. Each new course includes
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a course orientation so students are able to acquaint themselves with the particular
functionality and layout and properly setup their individual computers. In addition to her
course design responsibilities, she also has responsibility for supporting approximately 40
online courses each semester.

At Universal, the designers’ responsibilities to online course development continue
throughout the year as necessary. There is often more development needed around exam
times to ensure exams are posted properly, when utilized, and systems are functioning as
expected. Designers must provide monitoring and be proactive in addressing any issues to
avoid the potential for a catastrophic issue with a particular course or set of courses.
Faculty may also wish to implement various learning tools in their online courses and
designers are expected to assist with that process as well.

Although the primary focus of the designers is on online course development,
faculty members teaching hybrid or face-to-face courses may approach them with
questions regarding those courses as well and the designers often find supporting these
requests is beneficial to relationship building with those particular faculty members. Other
technical questions arise from time to time as well, and likewise, if the designer is able to
answer the questions or provide assistance without taking time away from her other
responsibilities, she will share her technical expertise. It is not uncommon for faculty and
instructors to view the designers as “tech” people with the emphasis on the technology part
of course design. April stated, “the first and the foremost thing is the pedagogy behind
using the technology.” She emphasizes this with faculty to ensure the courses are designed

with the course objectives at the forefront of the design process.
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In their faculty development role, designers provide training and instruction to
faculty on the use of the online learning systems and tools as well as discuss pedagogical
concerns and ideas relative to the utilization of an online learning system. This faculty
development comes in many forms. For example, the university has a large summer
institute for online teaching that has been active for ten years. Designers all provide
support for participants in this institute. Additionally, designers provide faculty training
and development upon invitation of the faculty or at their initiation within their respective
colleges. However, as the predominant role of the designer is to support the online
environment, they need to be cautious in not overextending their reach into the faculty
support role unless they can keep this role to a manageable level. Occasionally, Tammy will
need to address overly burdensome support issues with college or departmental chairs or
vice chairs so that faculty can be reminded that other resources may be better equipped to
handle the support role, such as the central IT group on campus.

In April’s experience, faculty training is conducted primarily on a one-on-one basis
to address questions and/or concerns they may have. However, April also attends “brown
bag” meetings weekly with one of the departments that she works with. She is able to
participate in the meetings and schedule additional training or instruction as necessary.
Should there be a larger need for training, such as in response to an upgrade to the learning
management system (LMS), the designer will arrange a workshop or other training-type
session to ensure the faculty is well versed on the technology.

April was also instrumental in the development of a faculty development course site.

The site provides any faculty planning to offer a distance course all the resources they may
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need at any time. The site is active 24/7 and accessible from any location and also contains
“great pointers and tips for anyone who'’s brand new or anyone who'’s been doing [distance
teaching] for several years.” Along with this virtual faculty development environment, she
also works with the faculty to discuss pedagogy to ensure course objectives are met and
consult with them on specific technologies that might best serve these objectives. One such
tool allows faculty to give students proctored exams even when the students may not be on
campus.

Although instructional design services are well defined, the daily tasks performed
by instructional designers at the university are quite varied. In addition to the typical
responsibility of working with faculty on distance learning initiatives, designers also carry
out technical support services ranging from fixing printers problem to teaching the use and
navigation of university computer systems or aiding students and instructors with issues
they may encounter using course features or with other technical issues they may have.
Issues of an administrative nature are escalated to a helpdesk team or the Blackboard LMS
team. However, the designer will often stay involved through the process and provide
feedback to the student to ensure the issue is resolved.

Hope University (Wendy, Ben, Donna)

Unlike Universal, instructional designers at Hope University are not centralized.
Hope has three main instructional design groups that handle course design and library
materials design work. They are housed in the continuing education department,
information technology services department, and the university’s library respectively. The

supervisor of the continuing education department (Wendy) and an instructional designer
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from both the library (Ben) and ITS area (Donna) participated in interviews for this
research.

The continuing education group focuses on online course design and development,
and includes two instructional designers (called instructional developers) as well as a
support specialist. According to Wendy, instructional designers in her department “work
with all the faculty who teach courses at a distance.” This involves engaging the faculty in a
consultation phase during which the instructional designers explain how they can teach
their course objectives in distance learning environment, and then working with the faculty
“in the design process in terms of configuring the learning environment, configuring all the
tools, html-ing in the files, PDF-ing,” and capturing video lectures to integrate into a
cohesive, fully designed online course.

Additionally, as part of a quality initiative at the university, the interviewee and her
design staff hold workshops for faculty members to discuss the online course design
process. She explained, “[t]here’s the managerial role, the pedagogical role, the social role
and the technical role” that are all important to the design process. Although there is no
expectation that faculty handle the technical role of the design process, as that is the
responsibility of the designers, it is imperative that they understand the other roles in
order to effectively design their distance courses.

In addition to the continuing education department, the information technology
department employs two instructional developers who oversee course development needs
for traditional, on-campus courses, as well as some hybrid courses. Donna is one of these

designers. Designers here are situated in the education technology division, which is one of
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four divisions within the IT department. Although the other three divisions are more
technical in nature and deal with technological services including infrastructure,
programming, campus labs, and user and student services, the educational technology
division predominantly focuses on supporting the classroom. Although their emphasis is on
faculty support, they occasionally assist staff members and even students. However, with a
downsizing in the department due to budget cuts, much of the additional support has been
minimized or eliminated.

Donna noted that as the necessity for designers was increasing, individual colleges,
and even the library, have brought on their own designers to fulfill their own needs as is
evidenced by the roles of Wendy and Ben.

As a designer in the IT area, Donna is responsible for fully supporting the faculty
teaching classroom courses that contain e-learning or learning management system
content. This support may extend to blended, or hybrid courses, as that responsibility has
not been well defined at the university, but face-to-face classes are the designer’s primary
responsibility. Faculty support includes providing opportunities for the faculty to learn
about the technologies that the designers support and is done on either an individual basis
with faculty members or through a workshop prepared by and held by the designers.
Occasionally, designers will be requested to focus on certain programs at the university,
one such being a playground safety program that provides courses and training on the
subject. In this capacity, Donna has been involved in transitioning courses run through the
state’s cable television network to a new e-learning system. The designers in her area also

hold workshops for faculty that are written and developed by the designers and they
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occasionally “will do a needs assessment to see what people perceive as their needs” in
planning these.

The third group of instructional designers at Hope provides instructional materials
design services for the university’s library, but does not provide technical support therein.
Ben is an Instructional Design Specialist in the library and in this position, he is responsible
for consulting with library employees in the planning, designing, and integrating electronic
and multimedia technologies into the library instruction program; providing research and
informational assistance to library users while staffing the general reference desk; creating
and maintaining help files and information web pages related to the use of electronic
resources; identifying new research tools and services applicable to library reference and
instructional services; and informing librarians and staff of new research tools and services
through presentations and electronic communications.

Ben has only been in his position at the university for a short period of time, and as
such, his experience serving in his current capacity is limited. His primary focus, thus far,
has been interacting with students and creating multimedia objects. Although his
responsibilities differ from those of his colleagues in other departments, such as Donna and
Wendy, the skillsets required to perform these jobs are very similar in nature. Although
each of the three groups has slightly differing responsibilities within the university, they
are all responsible for ensuring the delivery of content to students in order to ensure the

attainment of the desired learning outcomes.
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Shoreline University (Tom)

Although Hope University employed instructional designers in three areas of the
university, Shoreline University’s designers work directly for a single instructional services
department, which is located in the university’s library. The primary role of instructional
designers at Shoreline University is to work with faculty to design courses and learning
objects, and provide professional development, with emphases on eLearning and pedagogy.
eLearning support is for course design for online and hybrid courses, as well as technology
training and support to enhance online teaching and learning. In addition to the
interviewee, Tom, the university contracts two other instructional designers. One facilitates
online course development. The other is a half-time assistant administrator for the LMS
and half time instructional designer. Tom stated, he is:

A 100% library employee, and my title is Instructional Designer, but ['ve

been split out. The dean has given 50% of my time to the Center for Teaching

and Learning ,which is for faculty development, but also includes developing

online courses. So 50% on my time [is] developing online courses, and the

other 50% of my time [is] working with the librarians in our library to

develop learning objects, to help a little bit with instruction. If you have

questions about good pedagogy, things like that, that’s the type of stuff I do

there.

His responsibility to the library and its staff is primarily due to the fact that his position is
funded by the university's library. However, he is also actively building library orientation-

type materials for students. According to Tom:
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That’s the focus of our dean'’s list to get to more of developing those types of

things, like interactive learning applications that can be better integrated into

courses. We can leverage that from a classroom mentality, developing and

designing objects so kids do all this stuff before they come. Now instead of

spending half the session going through the library website and how do you

do this and that, you can create a learning object so they do all that stuff

before they come in. [I] have more time to spend with the librarian doing

higher learning stuff.
Although the two contract employees are tasked with other responsibilities outside of their
instructional design roles, Tom finds this to be beneficial. Having an instructional designer
who also works as the LMS administrator eases the amount of LMS-related tech support he
provides to faculty because there is a clear point of contact for such issues. He noted that in
addition to the contracted LMS admin/instructional designer, the university employs a full
time LMS administrator. However, there is still an element of technical support
responsibilities that fall on the designers. Tom stated:

There are some faculty who come in, they’re like “I'm doing voice over Power

Points, what kind of machine should I be buying?” I think sometimes with the

LMS we provide tech support as far as my quiz is locked out or something

like that. I do some of that. We do have the person who's a half-time LMS

administrator, and we have a full-time LMS administrator, so I think faculty

has a sense of they know where to go for those types of things.
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...but I think on that side, they’re understaffed as well. We have one full-time
person who is in charge of administering the whole LMS, and then this

person is half-time, and he gets very overwhelmed.

Alot of the times it’s not for the really big questions. It’s like, “my course isn’t

viewable to students.” Well, you just have to change the date it starts. You

end up getting these little bombs that don’t really require a lot but they take

up time.
Tom describes his job as an instructional designer as working with faculty to develop
online or hybrid courses. He explained that each summer, the provost provides funding for
six courses to be developed as online courses, thus resulting in a growing core group of
faculty in need of instructional design support. Additionally, some departments on campus
are pushing for fully online graduate programs, which necessitates instructional design
support. In the case of both courses and programs moving to online or hybrid formats, the
needs of the faculty are the same: an overview of effective online teaching, course
development support (not just creating learning objects, but understanding how to use the
technology effectively), and how to use the LMS. He indicated:

We go through the process with [the faculty] telling them how it’s different teaching

online as opposed to teaching a person and [we] just hold their hands not only in the

course development, but also the technology side of it. How to use the LMS, maybe

there are ways we can leverage new technology by doing videos or creating some

interactive learning objects, or maybe incorporating Skype or using Wiki’s or things
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like that to develop better activities.

He continued:
[The faculty] come in, and they’re like teaching online is going to be easy. I'm just
going to record my Power Points, put them up there, and call it day. You tell them
no, you have to have discussion, you have to be interactive, and they’re like oh crap,
this is going to be far more work that I thought. Although some of them, they come
in a little, maybe defensive or they’re not sure, but by the end of the process pretty
much all of them have been converted, and they see the value and they see how
you're front-loading the development. You put in a lot of time up front, but then you
can just roll it over. Once it’s done you just keep rolling it over every time you teach
it. As long as you're not tweaking a lot of the content, if the course doesn’t require
that, then you’ve pretty much spent all the time you need and you’re done.

Tom is also tasked with faculty development responsibilities. According to him:
We do a lot of workshops throughout the year where we talk about how do you
teach online, how do use the LMS, even if you're not teaching online, how do
leverage that to become a more efficient teacher. Actually tomorrow, we're starting
our first summer institute. We're taking a couple faculty members, and we're taking
them through this boot camp or prep camp or whatever you want to call it. We're
meeting four Fridays, doing a three-hour session where we walk them through,
hand hold them, and then during the week, each of the designers will have two
faculty, we’ll meet with them for two hours and start developing and walking them

through the pace. The goal is to have, by the end of the session, two modules built
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out and you should have a road map for the rest of them.
There are other responsibilities outside of the traditional instructional designer role that
Tom is in at the university. Due to his placement in the university and perhaps a lack of
other resources, Tom finds that being a designer entails a lot more than designing courses
and working with faculty. He stated:
Well, I think you have a straight up definition that instructional designers are just
supposed to think about the learning and what are the activities that you would do
to produce a better learning outcome, make sure students remember that. I think in
that sense, by that traditional definition then definitely the job really expands,
especially coming from the CTL [Center for Teaching and Learning] side because we
do a lot of this work in online. So what will happen is you don’t have a programmer,
you don’t have a graphic designer. It’s basically you and the subject matter expert. If
you're developing something and you need to do a webpage or something like that,
there’s nowhere you can really go to so you have to do that. If you're talking about
graphic design or finding art, there is really nobody to do that, you have to figure out
ways to do that. Even to [be tasked with] doing copy or writing, you have to do some
of that. I think it ends up becoming a really mixed bag where you’re an instructional
designer, you're a web developer, programmer, and you're a graphic designer. In

some cases you're a proofreader and editor.

[ think that's where my background as a web developing person really helps

because when I came in, [ was doing some stuff like using style sheets to make my
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web pages for all these great graphics. The people that [ was working with are like
this is great. This really looks visually appealing, visually enticing. I think that’s a
good value add because you're mixing both and making it effective. You can have
really good pedagogy and content, but it's how the presentation is because some of

the classes you look at, some instructor just does a data dump.

There are just all these tags with [nothing] broken up, no change of font, no wide
space. Yeah, the course is done, but how effective is it for the student? Are they
going to read all that material? Are they going to take it in? Are they going to find it
engaging? Who knows? I've always had this thought or this concern that a lot of
courses I do, I put in the time to make a little bit more visually appealing, using wide

space and font, but then I wonder to myself [if] the students even care? Is that a

value add to them...I don’t know if there is an effective way. I guess there is because

they can survey [the students], but is it always worth the extra time? Can you just do
traditional things?

New University (Leslie)

Instructional design specialists are a relatively new addition to New University, with
the history of the position extending back to 2002. The university has three instructional
design specialists, the third added in the past year. Prior to instructional design positions
being implemented at the university, there were a couple of university members involved
with technology training who played a very limited role in instructional design and faculty

development.
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Leslie was one of the first to hold the instructional design specialist title at the
university, and although her primary role was to provide instructional design for faculty
who were developing both online and hybrid courses, her reach extended well beyond this
role. Other responsibilities of the instructional designers at New University are diverse and
include faculty development, working with students to help them be successful in their
educational experience, and exploring other ways of utilizing technology. Leslie gave a brief

summarization of her responsibilities as a designer:

It's essentially, it's working with faculty, consulting with faculty, who are developing
and teaching an online or hybrid course. So it's anywhere from providing
workshops, developing and leading workshops, facilitating workshops on different
areas of teaching and learning with technology, and...online teaching to one-on-one

consultations, we do a number of those.

Knowledge of the breadth of the designers’ roles in the university is often conveyed
while working with faculty. An example of this is when a designer is working with a faculty
member to help them better achieve a particular objective and the designer has a
technological tool that can be used to accomplish the objective. Instead of referring the
faculty member to a technical trainer, the designer will often educate and train the user on
the use of the tool. As instructional designers are engaged in so many facets of the
educational experience, they really begin to learn the workings of many parts of the
university as a whole. “I kind of feel like, my joke with my colleague has always been, that

in many ways we [are] really instructional therapist[s],” said Leslie. “We know everything
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that's going on in all of the departments because we have to get all of that out of the way

before we can actually get down to work.”

Leslie was unfamiliar with the formal job description at the university covering
instructional designers and mentioned that each designer is tasked with developing a list of

responsibilities based on an annual professional development plan and evaluation.

Instruction design at New University is viewed more as an IT function, and thus, the
design staff are a component of the IT department. Leslie expressed a sense of oddity at the
placement in the IT department as, in her opinion, others in the IT department do not have
a concept of what instructional designers actually do. Although they are often percieved as

“techies,” Leslie did not consider herself to fit within the categorization:

Even though our primary function has to do with technology, I wouldn’t describe, I'll
speak just for myself, not for my colleagues, but [ wouldn't describe myself as a
techie at all. But, we're in the IT department and I think that has limitations on how
we're perceived and has made it, I think, challenging for us to do the job in a way

that I think would be most effective.

State Park University (Andy)

Instructional designers support the entire university and are a sub-group of the IT
division at State Park University. The group consists of 16 designers and three multimedia
specialists. Additionally, there is another position within the group, the learning systems

coordinator, who manages the support regarding the university’s LMS.
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Originally, the primary responsibility of the instructional design staff was
supporting the existing LMS. However, when a new LMS was implemented just a couple of
years ago, Andy said the staff was instrumental in “providing the training and the
pedagogical support for instructors to learn how to use the platform.” As part of this
transition, the designers were able to broaden the scope of their services to include
working directly with faculty to develop courses and integrate enhanced technologies into
the system as well as looking at innovative tools which are currently under-utilized or not

utilized at all. Andy acknowledged this when he stated:

With our move from Blackboard to Sakai it really gave us the opportunity to come
up with a new vision for our group as far as what we wanted to be known for and
we decided that we really did not want to be LMS support. We really wanted to get
more hands on with the faculty and developing courses and integrating technology
to what it is they’re doing and so now that’s primarily what we focus on. Although, I
don’t think we're ever going to get away from being the LMS support just because

we have been that for so long for programs.

Traditional course design work is also completed by the instructional design staff.
The designers work with “instructors who have either never taught before or are designing
a new course or redesigning an old course or changing the delivery medium,” whether it be
to a synchronous, hybrid, or asynchronous course. Additionally, this includes “ensur[ing]
that the learning objectives align with the assessments and the learning activities achieve

what the students are being expected to know and to learn throughout the course.”
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For faculty who would like mid-semester feedback on their courses, the
instructional designers at State Park also conduct course assessments and request
constructional diagnosis. Upon request, the instructional designers will also provide one-
on-one training with new adjunct faculty or others requesting it, often prior to or at the

beginning of a new semester.

Andy admits that it was initially challenging to get others at the university to accept
the new roles of the instructional designers. However, in the past couple of years the work
of the instructional design staff has been embraced throughout the university and IDs now
server on various committees from a broad range of university groups, including, athletics,
admissions, financial aid, and IT services, to develop collaborative social media to enhance
what they do at the university. They have essentially taken on the responsibility of
integrating technological advancements into all facets of the university including social
media, digital signage, cloud-based video storage, and lecture capture.

Although the ID services division at State Park University is redefining its vision to
include these higher level services, it seems unlikely they will be able to eliminate the
support function from their responsibilities. Andy estimated that the ID staff now spends
approximately 30% of their time fulfilling their original support role, 40% performing the
course development and enhanced technologies integration work, and the remaining 30%
of their time researching usage of the innovative tools.

Instructional designers at State Park University aren’t typically assigned to a

particular college or unit, but the university did hire one designer as part of its Top 25
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initiative to improve course quality. Andy’s sole responsibility was working with the office
of Lifelong Learning, which is where the university’s online courses funnel through. The
primary goal of this designer was to keep students on the university’s campus, whether
they are taking synchronous courses or courses online, to prevent tuition dollars from
going to other universities or community colleges. One major process change that occurred
with the implementation of the initiative is that it is now a requirement that faculty utilize
the instructional designers, whereas prior to the initiative there was no requirement to do
so.

Sun Valley University (Ann)

Sun Valley University has two departments that work with faculty on course design,
taking separate but collaborative approaches to technology and classroom techniques. One
area is involved with instructional design but keeps a focus on classroom teaching
techniques among other things. Another area, the one in which research participant Ann
worked, oversees teaching and learning initiatives that focus on instructional technologies.
The primary focus in that center is to “work with faculty on effective use of instructional
technologies,” which is where her role in instructional design comes in.

Ann is a supervisor in this department, which is comprised of a staff of six of
instructional designers (called “educational technologists”) divided into two levels within
the group: entry level and senior level technologists. They performed similar functions
within the department, but Ann was working to move the senior level technologists into
more of a leadership or supervisory role. Her team worked on teaching and learning

initiatives and their work was project-focused, encompassing either individual projects or
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a series of projects that may be done for various academic units or colleges within the
university. Each project consisted of translating existing courses into an online
environment, redesigning current online course, and/or “incorporating other online
technologies into courses.” Each academic unit or college was then responsible for funding

the work done by the designers in this role.
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Chapter 5

Educational Backgrounds, Career Paths, and Employment Experiences of IDs

This research study was designed to explore the qualifications and academic and
employment experiences of instructional designers in higher education in order to inform
existing literature of their realities. This chapter provides a look at each of the instructional
designers interviewed, as well as an overview of some of the graduate programs offered to
professionals seeking careers in instructional design.

Leslie, New University

Leslie worked as an instructional designer at New University. Her academic
background included a degree in education for grades K through 8 with an emphasis on
preschool teaching. Initially, she worked as a preschool teacher, but took on a role as a
director at a non-profit child abuse prevention program in early childhood after a few
years. Following these experiences, Leslie decided to return to the higher education setting.

Prior to her employment at New University, Leslie worked at a small liberal arts
college in the same area. She started out as a technology trainer, but after approximately
one year, the provost moved her into a new area that the university was developing called
Learning and Technology. In this area, she took on a newly created position of an
instructional design specialist as the provost had an interest in expanding the online
offerings at the college. While in that role, Leslie began and completed her Master’s Degree

in Educational Technology. She left her position at the liberal arts college when the provost



56

left and the new provost did not share the same enthusiasm for online learning. She was
pursuing a PhD at the time of this study.

Leslie stated that her Master’s Degree in Educational Technology has provided some
benefit to her career as an instructional designer. Although the degree program was geared
more toward educators, she focused her coursework on faculty development for online
learning, and her final project was developing a faculty development website for online
teaching and learning. Although many of the skills and experiences she obtained in the
program do not have direct application to her current position as an ID, they did provide a

basic foundation on which she could build.

Table 1: Academic History and Career Path, Leslie

Highest Degree Earned Master’s Degree in Educational Technology

Career Path Prior to Current Position Preschool teacher
Director of Child Abuse Prevention Program
Technology Trainer
Adjunct Instructor (educational technology
courses)

Current Position Instructional Designer

Self-Identifies as Instructional Designer Yes

Direct Supervisor Director, Academic Computing and
Educational Technology

Department of Employment Information Technology

Andy, State Park University

Andy has a background in unrelated work, but had a passion for technology prior to
becoming an instructional designer. Through various university experiences over the years,
he received informal, on the job training on multiple learning management systems,
piquing his interest in higher education. He was a student worker in the faculty

development office at the university while obtaining his undergraduate and graduate
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degrees. Upon receiving his Master’s degree in Instructional Design and Technology, Andy
signed on for a grant position developing faculty learning communities around the state.

After the grant work was completed, he accepted a position at a community college
in Texas. This was his first real field experience with instructional design. Following his

employment there, he took a position at State Park University as an instructional designer.

Table 2: Academic History and Career Path, Andy

Highest Degree Earned M.A. in Instructional Design and Technology

Career Path Prior to Current Position Student worker in faculty development
Instructional designer at community college

Current Position Instructional Design & Technology Specialist

Self-Identifies as Instructional Designer Yes

Direct Supervisor Assistant Director, Academic Technology
Support

Department of Employment Information Technology Services

Jerry, Universal University

Jerry began his career in education teaching junior high in the public school system.
After approximately four years, he found other job duties and disciplinary issues impacted
his desire to teach and he made the decision to join the military. Approximately fifteen out
of twenty years of his career in the Air Force were spent either in education or as an
evaluator. He attributed a significant part of his success as a designer to his time in the
military.

It's a misconception about the military and education because they’re- You know

we didn’t go into a classroom without the objectives. You didn’t have objectives, you

didn’t walk in the classroom. One of my jobs that I used to be Senior educator, full

grant air ground operation school and basically what we do is we taught Army,
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Navy, Air Force, Marines how we would all work together in the air environment in
war. And so we had students from all the services and some of the best and we had
professors- Or not professors they were just instructors but instructors from all the
services. So it was interesting and my job is to make sure they can teach before we
allow them into the classroom. [ worked quite a bit with difference and actually the
best instructors were the Marines. Very dedicated and very- You know they walk
into the room prepared and so they were excellent instructors. I guess all that is
kind of where I came from. I mean I've always been kind of a hand in education.
While in the Air Force, Jerry earned his Master’s degree in Public School
Administration. Following his 20 years in the Air Force, he retired as an Officer and became
an ROTC instructor working with motivated students in groups of 10-15.
After deciding not to return to the public education system, the interviewee was able to
secure a position on a grant called Class.com. He entered the grant on the fourth year of a
five-year program and the grant allowed him to explore distance education. Jerry stated, “It
[was] like having a free run on designing and that’s what really got me into it.” His view is
that distance learning is not simply a fad, but the way of education in the future and that
helps him be passionate about the work he does. He continued,
[ think the other thing is as an educator this job still lets me teach. I'm working with
professors all the time. I think distance is the way education is going. It’s not one of
these ‘it’s here and gone,” the open classroom that never really worked too well
because we worked in a closed classroom and as soon as we went to an open

classroom building, we built walls because that’s how you're taught.
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Table 3: Academic History and Career Path, Jerry

Highest Degree Earned

Master of Arts in Public School
Administration

Career Path Prior to Current Position

Junior High teacher
Air Force Officer
ROTC Instructor
course designer

Current Position

Instructional Design Technology Specialist

Self-Identifies as Instructional Designer

Yes

Direct Supervisor

Associate Director, Academic Colleges
Instructional Design Team

Department of Employment

Office of Online & Distance Education

April, Universal University

April earned a Master’s Degree in Instructional Technology from Universal

University, where she is currently employed as an Instructional Designer. With a Bachelor’s

degree in Advertising and a two and a half year career as an elementary school art teacher,

April entered the field of instructional design to apply her passion for creativity to the

learning process in higher education.

[ saw students learn so much from art, diagrams, and paintings and all of that. That

was my Master’s Thesis topic too. It was ‘Finding the Effectiveness of Animation v.

Paper based Texts.” And I wanted to [understand]| what the learning process is - why

do students love art painting? Do they learn more? Is comprehension better, or is

text based better? So I actually designed my thesis behind that whole reasoning.
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Table 4: Academic History and Career Path, April

Highest Degree Earned

Master of Arts in Instructional Technology

Career Path Prior to Current Position

Elementary teacher

Current Position

Instructional Design Technology Specialist

Self-Identifies as Instructional Designer

Yes

Direct Supervisor

Associate Director, Academic Colleges
Instructional Design Team

Department of Employment

Office of Online & Distance Education

Donna, Hope University

Donna has a background in education, beginning with ten years of teaching in an

elementary school. Following this, she earned her Master’s degree in Computer

Applications in Education, which essentially dealt with instructional design and the

integration of technology in academic settings. After completing the degree program,

Donna served as a middle school computer applications teacher for six years, and then

another two and a half years as a district technology coordinator. From there she moved to

her current position as an Instructional Designer at Hope University. She was able to draw

on her prior experience for this position as:

there were facets of instructional design that I used throughout all those other

jobs...especially at the one where I was a district technology coordinator, because I

started designing a lot of professional development for our faculty at [that] school

district.
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Table 5: Academic History and Career Path, Donna

Highest Degree Earned Master of Arts in Computer Applications in
Education

Career Path Prior to Current Position Elementary teacher, middle school
computer teacher, district technology
coordinator

Current Position Instructional Designer & Technology
Coordinator

Self-Identifies as Instructional Designer Yes

Direct Supervisor Information Technology Services-
Educational Technology Director

Department of Employment Educational Technology

Tom, Shoreline University

During his undergraduate studies, Tom worked in the Interactive Multimedia lab in
the college in which he earned a degree in journalism. His work included web development,
which led him to the west coast for six years where he remained employed by a large
public university as a web developer. While serving in this capacity developing websites
and databases, Tom pursued a MS in Instructional Design and Technology. He saw online
learning as something he wished to be a part of, and the instructional design piece of that
degree appealed to him as it would lead to a field he considered to be cutting edge.

Tom’s first instructional design job was a one-year, grant-funded position in a large
Midwest university. In this capacity, he developed websites and learning objects for a
specific project for the grant and following the expiration of the grant funding, he sought
other employment opportunities. He is currently employed as an instructional designer at

Shoreline University.
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Table 6: Academic History and Career Path, Tom

Highest Degree Earned MS in Instructional Design and Technology

Career Path Prior to Current Position Web developer
Instructional designer

Current Position Instructional Designer

Self-Identifies as Instructional Designer Yes

Direct Supervisor

Department of Employment 50% Center for Teaching and Learning
50% University Library

Ben, Hope University

In 2003, Ben obtained his Bachelors of Science degree in Computer Science where
he worked through his degree program. This work included the supervision and
troubleshooting of an open MEGA computer lab for students, supervision of multimedia
computer workstations, and a School of Information Technology and Engineering
Multimedia Computer Lab, the training of students and teachers on the use multimedia
tools, and the transition of hard copy materials to an online environment. His next four
years were spent at a different university where he earned both an MS in Human Resources
Management and an MS in Information Systems while serving as a Graduate Research
Assistant. His duties in that capacity were conducting and assisting faculty with research,
supervising an open lab for students, overseeing of the computer laboratory and
multimedia equipment in classrooms, leading the implementation and administration of
the SMART Board Instructional System. After his tenure at the university, he became a

kindergarten teacher. Ben is now an instructional designer in Hope University’s library.
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Table 7: Academic History and Career Path, Ben

Highest Degrees Earned MS in Educational Human Resource
Development
MS in Information Systems

Career Path Prior to Current Position Graduate teaching assistant

Graduate research assistant
Research program aide
Kindergarten teacher

Current Position Instructional Designer
Self-Identifies as Instructional Designer Yes

Direct Supervisor

Department of Employment University Library

Academic preparation of instructional designers

Supervisors are looking for candidates with degrees in instructional or educational
technology and design, so understanding what makes these degrees essential to the
instructional design role is important. A review of graduate degree programs designed to
prepare instructional designers reveals an overall lack of project management or
consulting coursework.

The following programs were selected based on location (Midwest) and by
recommendation of the participants in this study as well as my colleagues in instructional

design.
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Table 8: Review of Academic Programs Related to Instructional Design

Distance Consulting Project
Institution Degree Tracks/Concentrations education course? management
course? : course?
MEd in Educational
Penn State World Campus  Technology Instructional Systems Elective NO NO
MEd in Curriculum and Instructional Design and
University of Cincinnati Instruction Technology YES NO NO
MEd in Educational Learning Systems Design &
University of Missouri Technology Development YES NO Elective
Educational technology
integration in the classroom
Instructional design for
education
Leadership for technology
Minnesota State University = MS in Educational Instruction for distance
Mankato Technology learning YES NO NO
Computing/Technology
MEd in Instructional Online Learning and
Kent State University Technology Teaching YES NO NO
In
General IDT Computer
K-12 emphasis & Web-
MEd OR MS in Corporate emphasis Based In
Instructional Design and Computer & Web-Based Instruction = Corporate
University of North Dakota Technology Instruction emphasis emphasis emphasis NO
MS in Education in
Learning Design and Business/Industry
Purdue University Technology Education Elective NO NO
Educational technology
Library media
MS in Educational Education technology
Indiana State University Technology coordinator Elective NO NO

It should be noted that these programs are not specifically designed for instructional
designers working in higher education. This corroborates Larson’s (2007) research results

indicating that the IDs surveyed held general undergraduate and graduate degrees.
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Chapter 6

Themes

Analysis of the interview transcripts and the issues identified therein revealed the
following five themes that are discussed in detail in this chapter: flexibility; moral purpose;
relationship building; time and project management; and ongoing professional
development.

Fullan (2001) argued that a convergence of existing theories, knowledge, and ideas
about leadership has laid the foundation for his framework for leadership. The five
components of this framework include moral purpose, understanding the change process,
relationship building, knowledge creation and sharing, and coherence making (p. 4).
Additionally, Fullan described a set of three personal characteristics that successful leaders
possess: energy, enthusiasm, and hopefulness (p. 7). The themes that presented themselves
in the analysis of my interviews are presented in this chapter. A brief discussion of their
relation to Fullan’s framework will be included as appropriate.

Flexibility

Instructional designers perform a wide-range of functions within the university
setting. Although most designers focus predominately on online learning course design and
construction, many are also tasked with faculty development and training, technical, and
LMS-related support responsibilities, and some even have graphic design and
creative/artistic elements to their jobs. Thus, it is imperative that designers retain

flexibility in both their attitudes and working habits in order to adapt to the ever-changing
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needs of the faculty and institutions at which they are employed. The necessity for
flexibility is not limited to the fact that the responsibilities of instructional designers are
broad. Each component of an instructional designer’s duties possesses its own challenges.

Many institutions have been forced to implement budgetary cuts and instructional
design departments have not been immune from these cost reductions. Additionally, some
institutions have adopted quality programs to ensure consistency and quality throughout
the course design process. Many of these programs require instructional designers to
actively participate in the design process, whereas, in the past, the use of designers by
faculty may have been elective.

At Hope University, Wendy acknowledged the resource constraints within her
department are becoming a growing concern and a challenge. As more course design work
is sent to her department, the designers and supporting staff find it difficult to complete all
the work in the allotted time. Wendy stated:

We've grown so much. I mean technically I could hire two more instructional

developers right now and then [ would [be able to manage the instructional design

workload], because I don’t have time to do it.  mean the only time I have time to do
instructional development, like for example I was here by 5:30 this morning because

I'm trying to help finish some courses up for June and the only way I can find time

because my job has morphed into I'm more the director of continuing education

now and I just don’t have that job title yet. But I still, as the director, my role would
be supervising all the instructional development and I think it’s important that I still

how to do all that, stay current with the tools or I can’t supervise the people.
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This is due in large part to the university striving to ensure it meets the university-
adopted quality program criteria for online learning. In order to receive the award
incentive, faculty must utilize the instructional development group for their course
development. As more and more faculty begin to transition into the online learning
environment, the designers at Hope University are overtaxed with an influx of new courses.

Tom, the interviewee from Shoreline University, expressed similar sentiments to
Wendy. With what he perceived as a lack of adequate faculty training and a desire by the
university to provide more online learning, he is concerned about the ability of the
instructional designers to keep up in the near future. He stated:

The issue at our institution is we don’t have enough staffing. So right now, it’s not

that big of an issue, but how do you scale it? If all of a sudden you’ve got all these

people who want to do online learning, it's not going to be feasible because it’s very
time intensive, [and there is a lot of] hand holding. So how do you scale it or can you
take them through this boot camp and know that they’re going to be fine going on by
themselves. I think some of it is that as our institution was aging and going to have
faculty turnover, it might be coming sooner than later because the older faculty are
leaving and the newer faculty are coming in. They use the technology. They have an
expectation that there is going to be support. It's something that we're grappling
with, how to deal with scaling it out.

One of the principal reasons higher learning institutions are requiring instructional
designers to take a more proactive role in the course design process is because of their

inherent technical abilities. This is evidenced not only by the number of institutions that
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have placed their instructional design departments within the university’s IT division, but
also with their reluctance to require faculty to learn or master the technologies utilized by
the universities in the distance learning environment. The sense seems to be that if
instructional designers are able to handle the technical aspects of online courses, then
faculty may not need to have those same skills.

From an instructional designer’s perspective, the failure to adequately train faculty
is a significant contributing factor to the increased workload on the designers. At New
University, Leslie has been actively involved in training faculty to understand and respond
to the needs of distance learning students. She expressed concern that faculty are required
to receive only eight hours of training as a condition of their employment. In her
experience, the average training requirement at other institutions is nearer to forty hours.
In order to ensure all the training could be presented in eight hours, Leslie had to
significantly condense the content of a weeklong workshop she previously offered to
faculty into a one-day course. She stated that a more practical approach to ensure faculty
received adequate training would be to present the information in phases or stages and
offer an incentive for those who progressed through each stage of training.

Additionally, voluntary attendance at workshops conducted by the instructional
design department at New University has significantly decreased over the past years, so the
design staff has been working on moving to a workshop on demand format, which will be
in place soon with the anticipation that they will be able to reach a larger audience.
Designers also provide other faculty training and/or consultations on an individual basis

with faculty as the need arises.
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Leslie also expressed concern with the expectation that, in addition to the training
and educational component of her position, there is an expectation that the design staff
keep current on new technologies encompassing a broad spectrum of applications.
Although most of the designers have a natural inclination to research and learn about new
technologies, the pressure to stay up-to-date with educational technologies can be
daunting, especially when it is not included as a fundamental expectation of designers in
their job descriptions. As technology constantly changes and evolves, Leslie finds it difficult
to keep current in this area while effectively carrying out her other responsibilities. She
stated this was exhausting at times as this need to stay ahead applies not only to the
newest versions of current software, but also to explore other technologies that might
enhance the learning process. This was so much of a concern that she further stated that if
she ever chose to leave the field, it would likely be due to the fast-paced technology factor.
In Leslie’s words:

technology changes constantly and it's exhausting. Not only [do] they have the

responsibility for us to keep up with things and to keep learning new things or the

latest version of what we have been using, we also then have the responsibility of
rolling that out to the university and getting our faculty onboard with whatever the

changes are and trying new things. I'm tired. | want technology to take a break for a

year and let the rest of us just either rest or catch up.

Ann, a supervisor at Sun Valley University, is also concerned with the university
placing all of the technology burden on the instructional design staff. Sun Valley University

supports a broad range of technologies and it is sometimes difficult to ensure the designers
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are thoroughly competent in these technologies. This stems from the relatively short
tenure of many of the designers as well as the pace at which technologies change. Included
in this challenge is the rapid pace at which technology changes and being able to keep up
with and support those changes. According to Ann,

One of the weaknesses that we are facing right now is that most of my team

members are new and so although [the university] has developed a broad range of

instructional technologies that we support, my team is not as familiar with those
technologies as they should be. And so I actually just started on this last Friday we
offered the first of a series of workshops on how to use each of our technologies. So
each week we focus on a different technology, how do you use it and then how
would you use it in an educational setting, what kind of student activities would you
use around that. So those kinds of things, each week we’re having a different topic
that we cover. So that’s one of the main weaknesses that I'd say right now.

As most of the instructional design departments have the responsibility to provide
training and education to faculty, it is to their benefit to ensure that the faculty is well-
versed in the technologies and instructional tools utilized by the designers. This can be
especially difficult at institutions that either do not have a requirement or have a limited
requirement of faculty to actually participate in training. It also requires designers to be
more flexible in their approach to faculty training in order to draw more faculty in and
instill as much knowledge as possible under the circumstances. Additionally, it also

requires the design staff to devote substantial time to learning and mastering new or
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changing technologies while still effectively performing their core duty of instructional
design.

Tammy, a supervisor at Universal University, discussed the challenges of expanding
the designers’ responsibilities to provide faculty development. In their faculty development
role at the university, designers provide training and instruction to faculty on the use of the
online learning systems and tools as well as discuss pedagogical concerns and ideas
relative to the utilization of an online learning system. This faculty development comes in
many forms. For example, the university has a large summer institute for online teaching
that has been active for ten years. Designers all participate in and support this institute.
Additionally, designers provide faculty training and development upon invitation of the
faculty or at their initiation within their respective colleges. However, as the predominant
role of the designer is to support the online environment, they need to be cautious in not
overextending their reach into the faculty support role unless they can keep this role to a
manageable level. Occasionally, Tammy will need to address overly burdensome support
issues with college or departmental chairs or vice chairs so that faculty can be reminded
that other resources may be better equipped to handle the support role, such as the central
IT group on campus.

Perhaps the challenge of trying to train and educate an entire faculty base on the
newest technologies is the main reason why universities are relying on their instructional
designers to be so heavily entrenched with the technology piece of the instructional design
process. This could be in large part due to the number of faculty that would require

substantial and continuous training, or it could be due to the generational gaps of the
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faculty at the institutions. Tom, at Shoreline University, believes that some of his challenges

stem from the university having an aging faculty who may be technically challenged or

averse to change as Tom acknowledged:
[ think also another challenge in the generational gap, I would say because [the
university] is at a point where we are at a tipping point where we have a lot of older
faculty, and it’s a little disturbing at times when you’re talking with faculty and they
can barely log in to use their e-mail. They can barely log into the LMS. Dealing with
that challenge where they’re not very comfortable with the technology so they are
not going to be pushing it or even using it to its full effectiveness because they
barely understand it. So that becomes an issue. That means there are less customers
coming to us because they’re not comfortable with it, so why are they going to take

the chance of changing things up? I think that’s changing over time.

The university is offering an early retirement package to help expedite that process
where older people leave and newer people come in. I think that’s one of the issues.
[ don’t want to say at [the university] teaching isn’t valued, but there’s always that
research versus teaching fight where you talk to some faculty, and I think this goes
back to the generational thing. “Well I've been teaching for 30 [years], why am I
going to change anything?” I also think, [on] the other hand is, “I'm trying to do
research and get tenured, yeah teaching matters, but how much?” I think especially

in the online portion, a lot of faculty will come and see how much work it is initially,
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and they might not see that I have to do the front loading and at the end it will be

easier.

Some faculty we work with do that, where after a while they see the value, but they
may not be as enthused of teaching online because [there is no incentive]. The
university isn’t really pushing it. ‘I don’t see a real value in doing it. What's the
point?’ Finding faculty partners is another [challenge]. Finding people you can work
with. Maybe not so much on the CTL [Center for Teaching and Learning] side, but I
think from the library side finding people who you can partner with to develop
learning objects and actually integrate them to the course. Not just sit down and
develop a one-off learning object that you just throw into your course that maybe
students use maybe they don’t, but building it so that the learning object becomes a
part of the assignment. You actually get value out of it and use it. Things like that.
That’s probably one challenge, then probably facing the pedagogical expectations
that people have. And I think it cuts both ways for students and teachers because |

know students have expectations coming from high school.

Somebody gave a presentation...talking about [how] kids in high school are
acculturated to sit and watch a Power Point lecture, everything I need to on the quiz
is going to be in this Power Point lecture, I go home and do an hour or two of
homework, and then everything’s going to repeat. And when they come to college,
it's not as cut and dry. I go lecture, I get some of the information, some of this I've

got to read, some of this I've got to come up with on my own.
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While maintaining the requisite technical skills to be an effective instructional
designer is challenging due to the rapid pace at which technology evolves, it also provides
designers with a marketing tool on which to promote their services even as they work to
distance themselves from the perceived technical support role they hold. This can be
especially important in building relationships with faculty members who may initially not
view the instructional designers as a valuable resource due to their placement within the
university.

Leslie, at New University, articulated the challenge that arises with being part of the
IT department, wherein the designers are university staff, not faculty. Some faculty tend to
maintain a disconnect between staff and faculty and exclude the designers from areas
where their expertise could be utilized. For example, the university has a faculty online
education council and initially the instructional design specialists were invited to attend.
However, after the first meeting, the designers were not asked to attend subsequent
meetings and instead, their supervisor, who is not as versed in the day-to-day dealings of
the designers, is the only representative that remains on the council from the group. The
remaining members on the council include other faculty representatives from the provost’s
office and the faculty development office and, in Leslie’s opinion, none of them are as well
versed on online teaching as the actual designers are. In essence, the voices of the designers
are silenced, and yet, they are held to be the experts in instructional design at the

university. This is a major source of frustration for Leslie as she stated, “I feel like my voice
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in a field that I could really have an effect on and I could help guide the policies that the

institution is making but I don't get to and it's because I'm not faculty.” She continued:
They could respect my voice and my discipline, but otherwise, no, I mean that's the
key thing, that is the thing I think that, in this last year, you can probably hear it in
my repetition and voice, that has been the most frustrating and when I think about
‘do I want to be at this position and pursue full-time faculty?’ I turned down or full-

time faculty position a few years ago.

[ [am] kind of rethinking that and that is my frustration, is that I put so much energy
into where the university is going to have my voice completely taken away as soon
as the education council officially formed. That’s the piece, to really feel like I can,
that I am part of that leadership, that they actually do respect my professional
opinion because then, when I'm meeting with faculty, because what's happening
now is when I'm meeting with faculty and especially in these workshops, faculty are,
faculty members are asking me questions about the process, they're asking me
about the online education council and the policies and how things are working. I
feel like I'm cut off at the knees because I can't answer them and I have to work for
them too.
Maintaining flexibility is crucial to being able to provide all the services expected of
an instructional designer. Most of the designers and supervisors interviewed possess some
type of prior educational background experience which they attribute to their ability to

successfully work with faculty. Being able to adapt to the changing technologies and
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evolving responsibilities is not only expected, but necessary to be effective in their careers.
Jerry, a designer at Universal University stressed the importance of other factors, outside of
having an educational background in instructional design, that contribute to the success of
an instructional designer. In his opinion, those that have an educational background in
instructional design, without other life experiences, may tend to focus on the applicability
of what they learned in school and be more rigid in the design process. Although this may
work well for some professors who simply want to convert static content into a distance
environment, other professors have expressed that creativity in the design process have
led to a more positive distance experience. In fact, while the traditional classroom
environment might be more comfortable for many professors, Jerry has received feedback
that the distance courses provided faculty the opportunity to cover more content, as there
was not an initial period of time in each session in which the students work to get settled
in. In the online environment, a student can walk away and take a break if necessary,
without any disruption to the rest of the class.

Moral Purpose

“Seeing faculty get it ...[is] probably the best part of the job.” -Tom

Instructional designers have embraced their roles as technology supporters to build
relationships with faculty, and they have risen to challenges for which they were not
necessarily inclined to take on, ultimately steering the direction of the institutions in which
they work. Fullan explained that moral purpose means acting with the intention of making

a positive difference in the lives of the people it affects. Although designers have felt



77

overwhelmed, overburdened, and understaffed, their willingness to push for excellence in
teaching and learning in the face of their challenges demonstrates their understanding of
the importance of changing higher education. Unquestionably, they have been at the
forefront of the introduction of new and emerging instructional technologies at their
respective universities, and they are training and supporting faculty to embrace these
changes.

These instructional designers facilitate workshops and provide one-on-one training
not just because it is a requirement of their jobs, but also because they feel a sense of
fulfillment when then make a difference. Jerry carefully considered the needs and
experiences of the faculty when he supports them in their move to online courses. He even
expressed a sense of pride when they were successful:

[ think part of my job is to kind of walk in and see how does that professor present

material to begin with and what’s he going to be comfortable with doing at a

distance and how involved does he want to get... | applaud all of my professors for

doing this because it’s kind of outside their comfort zone but they come up with so
much.

The redesign of a failing program at Shoreline University was successful because
instructional designers were able to incorporate the best approach for students. Tom
explained how the university’s weekend MBA program nearly failed as an on-campus only
offering, but when it was switched to part online, part on-ground Shoreline went from
almost closing the program to capping enrollment. The role of instructional designers in

getting the program online was critical to its success, and though Tom and his team were
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expected to lead the effort as a part of their job, he did it because of “the satisfying
experience of seeing that change can inspire the way we’re working through things.”

Andy explained that although some expectations, such as committee appointments
and research projects, fall outside the realm of his job description, when they come up “our
group is not at any time going to say ‘no.”” He was involved on a committee investigating
video technology at the university, which:

has very minor impact in the role of the instructional designer from a traditional

view point. However I've been asked to facilitate this group as a way of getting our

feet in the door with other groups on campus that want to use video technologies. So

I'm not focusing on course design, I'm not focusing on specific video products, we're

looking at the higher level core technologies like servers and things like that that

don’t’ typically fall within the role of an instructional designer.
By representing the instructional design team on the committee, the decisions made by the

group will be more informed and attentive to teaching and learning at the university.

Fullan (2001) explained “moral purpose is about both ends and means”(Fullan,
2001, p. 13). Tom described his satisfaction with helping students and faculty and
recognized how their own excitement with the experience encouraged them to continue to
strive for excellence in their own experiences:

Seeing faculty get it or having a positive experience [is] probably the best part of the

job...When faculty come back and say ‘I was really unsure about online learning, but

because of your help and support, I see that this is really valuable, I really enjoyed
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teaching and learning online.” I think too the student side of it as well, having a
successful learning experience that they’re really going to take something away. And
seeing that the way you've designed the course or the way you're doing some of
these activities is actually a value add to them.

Tom’s commitment to effecting change at the university goes beyond his job
description. “One of the things about teaching is that you can really do a lot of good because
you inspire this person to do well, and then that person does well.” These instructional
designers are enthusiastic about learning and sharing what they know and learn with
faculty, which excites faculty.

Leslie enjoyed training faculty not only because of the relationship that develops,
but because of the excitement it builds in their own practice. She utilized her workshops as
a way to better understand the needs of the faculty, and adopted practices that made sense
to them. If moral purpose "must be accompanied by strategies for realizing it, and those
strategies are the leadership actions that energize people to pursue a desired goal” (Fullan,
2001, p. 19), then Leslie and her counterparts at the other institutions represented in this
study are guided by moral purpose in their roles as informal leaders.

Relationship Building
“If moral purpose is job one, relationships are job two, as you can’t get anywhere without them.”
Michael Fullan

The instructional designers and supervisors interviewed include relationship

building with faculty as essential to successful, even rewarding, experiences. It is often this

relationship building that brings about initial and return business while increasing word of
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mouth marketing of instructional design services. Because some faculty members
perceived the time and workload associated with instructional design to be prohibitive,
they were reluctant to seek ID services on their own. The burden to demonstrate the
effectiveness of good instructional design falls on the shoulders of the designers. Cognizant
of faculty members’ time, skillsets, and workload constraints, some use their academic
backgrounds or previous job experiences and technical skills to address faculty concerns as
a way to connect with faculty.

Ann, at Sun Valley University, believed that working with faculty and being well
versed on various technologies need to be major strengths of each of the instructional
designers and can benefit the relationships the designers have with faculty. According to
Ann,

Having worked in the business industry before, working with faculty is different

from working with people in business and it requires a different skill set and a

different way of communicating. And so my educational technologists have got a

good basic understanding of that. That being said, I am having a consulting skills

workshop that we are all going to attend in another month just basically so that
we're all on the same page and that we understand that we’re talking the same
language

The designers at State Park University are also working to improve their
relationships and visibility with the faculty. The interview participant at State Park
University, Andy, acknowledged that one of the greatest challenges faced by instructional

designers at the university is marketing themselves to faculty. As a substantial portion of
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their work is done behind the scenes, they often find that most of the faculty and
sometimes even department chairs do not know who they are or what they do. In the past
year, the department has been working on an internal rebranding and remarketing effort
which included moving the department to a more centralized location on campus in order
to create more visibility with faculty. This has allowed them to move away from the LMS
support role and into more of a faculty consultant role. Since the move, people are starting
to come to the department with more pedagogical questions and less of the technical
questions. However, it is still a challenge to limit or eliminate the technical support role
they play with the LMS. This is especially difficult given their current integration with the
IT services department. Andy stated:
[ think one of the biggest challenges is marketing yourself to faculty. One of the
things that I found since I started here at [the university]... is that most of the faculty
[and] even one of the department chairs don’t know who we are or what we do and
so they feel like, as I mentioned before, [if they want to] design online courses they
[must] do it themselves without consultations or support because they don’t know

that the support is out there.

And so that’s one of the biggest challenges we face because we definitely want to get
away from being the technical support for the LMS but there are people who have
been at the campus so long that that’s all that we were known for back in the day. So
it's the rebranding and remarketing and getting our names out there to the newer

faculty to utilize our services.
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By adopting the role of a consultant to faculty members, some of the designers
expressed an improvement in relationship building with faculty. Although some faculty
desire complete hand-holding, others prefer limited input, and then there are those that fall
in between the two ends of the spectrum. Being flexible in the strategy used when working
with faculty members, as stated by Ann assists in the building of positive relationships.

Tammy, a supervisor at Universal University supported this position when she
indicated:

[As] an ID you may end up doing a very narrow job for a faculty member and just an

occasional task, or you may end up doing a lot and putting all the course online or

most of it. Sometimes you’ll work with [the faculty] very collaboratively like they’ll
actually be asking your input on various substantive issues, like teaching and
learning type issues and objectives and matching the tools and the objective and all
that. And other times they might cut you off as you're talking about that and really
see that as their domain or something they are not interested at that point or
something like that. And so thinking of yourself as a consultant helps you see that
you can perform any number of roles and that you need to be flexible about that and
certainly not be put off by, if you don’t have an exciting, fully collaborative role but
you're just being asked to post a few documents and they're not asking for your
opinion about anything.

Tammy believed it helped if designers viewed their role as consultants to faculty in
order to keep from getting discouraged if faculty members do not fully cooperate with their

ideas or view their input as important as they feel it is. She viewed working with faculty as
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an evolving process that started with trust building and led into the educational component
where designers can demonstrate their capabilities to the person they are working with.
Without superb interpersonal skills it is often difficult to get past that first step.

Donna, at Hope University, has also had success implementing a unique strategy to
build relationships between instructional designers and faculty as she acknowledged that
working with faculty can be difficult at times due to the temperament of some individual
faculty members. She stated that while it was not common, issues do arise when faculty
view themselves above the designers, making it difficult to perform their jobs effectively.
One way they have initiated relationship building is to strategically involve faculty
members in their workshops so other faculty members can see first-hand how their
colleagues are able to utilize the technologies that the designers support. Another challenge
arises when the designers are assigned or volunteered to perform certain tasks without
being consulted as to whether they can meet the time constraints. This is typically a result
of work that is outside the normal scope of their responsibilities. Donna explained,
however, that the one-on-one consulting she does with faculty are the most satisfying
moments in her job. “[W]orkshops are fine, but the one-on-one relationships are kind of
what I enjoy the most....They’ll have different kinds of questions and then they’ll always,
almost always, be very, very appreciative at the end of the meeting.”

Wendy, a supervisor at Hope University has had some negative experiences with
designers and faculty in the past. She stated:

We’ve had faculty offended by individuals from their office who didn’t have the right

personality working with faculty because ultimately even when you suggest to them
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that maybe it would make more sense to the student’s this way, if they come back

and say, “No, I want it that way” you have to say, “Oh, okay, fine” you know what I

mean. And knowing the communication, interpersonal skills, that social

understanding that essentially a faculty member could choose not to teach at a

distance for us because it’s an option to them.

Wendy attributed some of this to the relative newness of her employees as well as
the limited experience of the designers. This is not a criticism of the design staff, but rather
more of a constraint on her to be able to carry out her supervisory responsibilities. As
relationship building with faculty is important to the success of the design team, Wendy
occasionally found herself mending relationships with faculty conflicts that arose with the
designers. This was attributable to her staff not “basically just knowing the ropes, you
know what I mean, knowing the faculty, knowing their temperament.”

As Tammy observed with the instructional designers she oversaw, the evolution of
the relationship between a faculty member and a designer can take time. She attributed
this, at least in part, to the need for designers to establish their credibility with faculty.

You never want to take where you start with a faculty member [and] assume that’s

what it will continue to be and that’s where you’ll end up being because often, very

often, it evolves and really it’s kind of a trust building process and also an
educational process with that faculty member so that over time he or she are seeing
really what your capabilities area and what you can bring to the table and as they

see more of that in most cases they will ask for more of it. And so I think it’s helpful
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to see your relationship with them as sort of an evolutionary thing that in most

cases will start at one place and will kind of evolve into other places.

She also believes that having a background in the content area in which she works can be
beneficial to instructional designers as they build relationships with faculty, although she
admits it is not always possible to place designers in those areas.

Sometimes a partial fit with their own academic backgrounds and the departments

they're supporting [is helpful for faculty who are] wondering what [instructional

designers] can...really do for me...I can think of professors in the past being very
skeptical about someone coming in and talking with them about online pedagogy
and design and all that when they didn’t have the academic background.

Jerry holds a similar belief, stating that his age and undergraduate focus on the
content area in which he works are part of the reason he has successful relationships with
the faculty he assists.

I'm older and I think that helps me with my professors. Since I'm older, I'm more in

their age-range...And I think I was lucky in getting into [this part of the university]

because my science education is more of [their] kind of thing...My biggest problem a

lot of times is as I'm converting stuff it’s like I start reading it because it’s just pretty

neat.

He insisted that instructional designers be comfortable communicating and
establishing relationships with faculty. Jerry stated:

You have to be a people person. You can’t be this loner who doesn’t like to talk to

) «“

people. You have to be able to...relate.” In his experience, it's “paid off for me [to] get
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to know my professors. | mean I don’t just know them... I know them as almost a

friend...I know they go fishing or...what they do for free time.

As discovered in the interviews, faculty members do not always understand the
roles and responsibilities of IDs. Because the designers have the ability to solve technology
problems and assist with technical issues, they are often viewed as tech support. It is
convenient for a faculty member to ask for help while they have a captive ID sitting there
rather than waiting for a response from the tech support desk, and as such the IDs often
answer the questions and provide assistance as a means of relationships. Like other
designers interviewed, Ann provides occasional technology training and support to faculty:

There's always the just in time kind of need. If I'm working with the faculty member

and I'm talking to them about a particular way that they can achieve an objective

through something they'll find and they don't know how to use the tool, well, it's
kind of silly if I don't show them how.

April also responds to faculty’s technology needs, noting common requests such as
“My printer is not working” or, “do you know how, what can I do with my phone?” “Things,
questions like that. If I have an answer, I don’t mind sharing.” Jerry has similar experiences.
He recalled his first weeks as an instructional designer: “My first professor walks in and he
couldn’t get his printer to work, so he asked me to come down and help him with his
printer. Those kind of things [happen].”

Although she is officially tasked designing online courses, April works with faculty
on hybrid or on-ground courses if she has an established relationship with that person. “If a

faculty member...is teaching a hybrid course, or if that same faculty member is teaching [a]
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face-to-face course and is going through some trouble, I don’t mind supporting
them...That’s part of relationship building.”

Leslie has had success utilizing a flexible and all-encompassing strategy when
working with faculty. In her experience, knowledge of the breadth of the designers’ roles in
the university is often conveyed while working with faculty. An example of this is when a
designer is working with a faculty member to help them better achieve a particular
objective and the designer has a technological tool that can be used to accomplish the
objective. Instead of referring the faculty member to a technical trainer, the designer will
often educate and train the user on the use of the tool. As instructional designers are
engaged in so many facets of the educational experience, they really begin to learn the
workings of many parts of the university as a whole. “I kind of feel like, my joke with my
colleague has always been, that in many ways we [are] really instructional therapist|[s],”
said Leslie. “We know everything that's going on in all of the departments because we have
to get all of that out of the way before we can actually get down to work.” Leslie confessed
her love of working with the faculty because of the relationship that develops:

It's the rapport that [ have with the faculty in doing [training them]. If I'm

meeting with somebody one-on-one, if they're brand new at online teaching

and I just get to sit and talk with them for an hour about what their practice

is in teaching. | want them to talk through so much with me that has nothing

to do with technology, so I can get a sense of who they are as teachers and

then start to help them to construct what they may want to consider in terms
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of moving online and what that process will look like; those are the things

that I love to do.

The level of relationship building described by the interviewees indicates
that the need for ID services is recognized and appreciated, but only after a
relationship has been developed and nurtured, and the importance of maintaining
those relationships is important to the ongoing success of the designers.

Time and Project Management

The role and functions of an instructional designer is always shifting, their tasks
cyclical in nature, and their timeline immediate. It is evident that project management, time
management, and prioritization are a key element of the IDs’ ability to perform effectively.
The independent nature of the job designers hold, combined with frequent production
requests with short notice, requires the prioritization of tasks and responsibilities without
constant supervision.

ID supervisors include time and project management skills as being essential to the
success of their IDs, yet they all mentioned time project management being a weakness
among their team. The urgent nature of ID requests contributes to a designer’s struggle
with timetables because nearly every request is urgent, but most requests carry varying
degrees of importance. Ann coordinated a project management workshop for her
instructional designers, stating:

[ think that project management is important in insuring that [IDs] understand how

to approach new Kkinds of projects that they’ve got and how to manage the projects

they currently are on... I'm also going to bring in some workshops on a combination
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of meeting management and time management. The concept of...time management,

the difference between something being urgent and something being important, 'm

not sure that’s a concept that the team is really familiar with...I want to bring in

something around that and how [to] identify priorities, how [to] juggle multiple
priorities, that sort of thing.

Juggling ID requests is challenging because of the assorted functions required to
design a course or complete a task while supporting the faculty. Tammy explained that IDs
working for her must “be able to everyday switch gears quickly with whom they’re
working with, and assessing what their needs are, adjusting to their communication styles,
being able to play a real range of collaborative roles.” She describes the work of an ID as
cyclical, explaining that IDs are tasked with completing multiple projects in short time
frames. Tammy described the job of designers prior to the start of a new semester as:

getting course materials...taking the materials...[and] making them useable which,

depending on what the format is, can be any variety of things. It’s getting the site
ready, doing whatever, testing, user-testing of it, cleaning out if there was an old

site, cleaning that out, copying things over.

Not only do designers continue revising their current course load with the faculty, they
must also provide support to future courses. After the semester begins, designers are
required to switch into more of a support role while managing courses that aren’t quite
ready for students and preparing content for the next semester.

[The] first couple of weeks are really heavily troubleshooting weeks and last minute

scrambling for some faculty [who don’t] have everything ready. And then all of them
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or almost all of them have the occasional one or two professors who don’t have
everything ready and who is really staying a week or two ahead of their students as
the semester goes. So those instructional designers will be continuing to do some

course development work as the semester continues.

Tammy further described the time crunch designers feel throughout the semester:
Instructional designers will end up doing a lot of scrambling around exam time, as
those exams are coming in sometimes without a lot of lead time. [T]rying to get
those up...and then being mindful of the dates the exam is available so that they're

watching for troubleshooting issues and alert to those and able to respond to them.

An integrated, course-centric approach to instructional design mitigates the urgency
of and pressures faced by designers. ibstpi®, the organization responsible for establishing
an internationally recognized set of standards for instructional designers in any setting,
considers the abilities to “plan and manage instructional design projects, promote
collaboration, partnerships and relationships among the participants in a design project,
and apply business skills to managing instructional design” (2000) as advanced skills for
instructional designers, not essential skills, which is in conflict with what the supervisors of
instructional designers in higher education desire of their IDs. Each designer operates
independently but works within a larger ecosystem that is influenced by a number of
factors (not just the course calendar). The ability to adapt, prioritize, accept, and reject
work must be as individual as the work.

Ongoing Professional Development
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“To have effective employees, you don’t want to push them 100% all the time, where 100% of
their day is always busy, doing activity, pumping out product all of the time” --Tom

The instructional designers in this study were reflective professionals seeking to
improve their practice and integrate new skillsets therein. Although many of the IDs
interviewed for this study mentioned lack of time as a challenge to their success in the
workplace, they had each managed to engage in professional development activities to
keep up with the changing nature of instructional design technologies. Designers often
subscribed to a lifetime learning approach to professional development. Not only did they
keep up with current technologies and best practices but they followed modern trends and
next generation research while exploring new perspectives.

With emerging technologies, online learning developments, and the changing face of
higher education, Tom recognized the need for ongoing professional development. He
participated in webinars, conferences, online training opportunities, and workshops while
he kept current with trends and research through blogs, listservs, books, online and print
journal subscriptions. Tom'’s philosophy on being an effective designer stemmed from the
book Slack by Tom DeMarco, which he mentioned during the interview.

Basically [DeMarco] talks about how to have effective employees, you don’t want to

push them 100% all the time, where 100% of their day is always busy, doing

activity, pumping out product all of the time. He said that you need to give them
slack just so they have breathing time, so they’re not running around all the time.

Tom described his employment at Shoreline University as conducive to this

philosophy:
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You're not from the minute you get in until the minute you leave, you're producing
product. I think that helps a lot because it gives me the time to spend a half hour to
an hour each day to check out blogs about the topic or read some journal articles.
Luckily as an academic institution, we get subscription to databases like Change or
Journal of Computer Education or [others]. When those new issues come out, it
gives me an opportunity to take some time out of my day and read up on that. 'm on
the POD [Professional & Organizational Development] list, I'll look at those
discussions, and a lot of times people will say check out this resource or check out
that one. I think having time during your work day where it’s not just prescribed for
work, it’s prescribed to where it’s okay for you to spend an hour to go sit in the
library and read a journal article or take a longer lunch and read something. That’s
really good because you're not slammed all the time, you have that time to read and
better yourself, and that’s where you're going to pick up stuff that you can bring
back to your work environment and make it better.
His reflective commentary on his own professional development and work habits was
indicative of his awareness of his passion for lifelong learning. Tom discussed his
professional development experiences in greater detail than other participants, but they all
mentioned their participation in various ongoing, practical training activities.
A major component to the professional development of instructional designers is
staying current with technological tools and programs supported by the university.
Although the instructional design groups represented in this study are not always

responsible for selecting and implementing the technology tools utilized by the university,
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they must be proficient in their use upon implementation. Andy mentioned collaboration
with other areas of the university, describing his efforts to understand how other
departments in his own university, as well as other universities, were using technology so
he can learn new tools and strategies that may be integrated into the university.

Ben, Andy, Jerry, and April were able to utilize Lynda.com, an online service that
provides designers with on-demand training in the use of a large number of diverse web
tools and software applications. The use of the service enables designers to learn and
improve upon their proficiency in a variety of areas. The training available on Lynda.com
provides a good foundation on which designers can build, but often industry conferences
and webinars provide more robust insights into the selected technologies and practices
within the profession.

April, Andy, and Jerry were all able to attend one conference each academic year,
and they also stayed up to date with trends and research through blogs, listservs, books,
online and print journal subscriptions. Conference attendance is encouraged as it means
designers return to the institution reinvigorated and ready to share the wealth of
knowledge with their colleagues and faculty. Andy stated:

Those big conferences definitely...help and all of us here definitely utilize them and

there’s a lot of regional workshops like Quality Matters and there’s a greater

Cincinnati consortium of colleges and universities that have a variety of workshops

throughout the year and they bring in their speakers.

Jerry also tried to attend conferences but he preferred shorter development opportunities

that he could utilize immediately:
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We're encouraged to attend different conferences, so we have support for that and
might do that. Webinars are very big. I do a lot of webinars during the day. You
know the one-hour webinars, do a quick thing. I do a lot of webinars.
Donna chose to attend university-sponsored events that were not necessarily related to
instructional design or technology, such as:

opportunities that were right here on campus where they bring in people to our

economic development center...Now that’s not as related to instructional design

necessarily, that's more related to supervising and managing and things like that,
but at least it’s an opportunity for growth.

The designers do not seem to need much encouragement when it comes to
professional development. According to Tammy, the ID supervisor at Universal:

The kind of people who hold these jobs, are people who love it. And so they're really

techy people, they're very creative, they love exploring and experimenting with

technology and almost all of them have teaching backgrounds so they’ve got that
innate interest and curiosity. And so [while professional development is] an
organizational expectation...it’s rarely something you really have to push them into
doing.

Although professional development varies among institutions, departments, and
individuals these individuals relied on professional development as an integral function of
their job. Professional development (PD) enables instructional designers to anticipate
transformation, implement change, help faculty and remain enthusiastic about where their

job is heading. PD provides the opportunity to step away from the daily work and take a
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look around at what other departments are doing, to see how other institutions are
evolving, and to gain familiarity with new techniques and technologies. Their passion for
learning and enthusiasm for emerging technologies drives these designers to stay at the
forefront of their profession. As lifelong learners, they share their knowledge with faculty
and colleagues, thus the benefits they receive from professional development are
disseminated across the institution. More importantly, the time spent on professional
development shapes conversations and best practices of the faculty. It’s the drive for
lifelong learning that engages instructional designers in their work, the faculty's work, and

the institution’s future.
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Chapter 7

Conclusions

The major contribution this research makes to existing literature about
instructional designers is that it identifies instructional designers as informal leaders
affecting teaching and learning in distance education. Existing literature and this research
project consistently present instructional designers in higher education as technology
supporters and trainers, faculty trainers, developers of instruction and assessment, experts
in instructional technologies, and producers of content. Although their personalities,
experiences, and workplaces are very different, the similarities among the interviewees are
remarkable. Leslie, Jerry, Andy, April, Tom, Donna, and Ben described in similar terms their
roles, responsibilities, challenges, and satisfaction with their jobs as instructional designers
in higher education.

Formal Roles of Instructional Designers in Higher Education

In each of the cases studied, the role of the instructional designers presented itself
as critical to the success of the deployment of instructional design at each institution. The
instructional designers work with faculty to ensure that course learning objectives align
with the assessments, and that the learning activities achieve what the students are
expected to know and to learn throughout the course. They are responsible for researching
and implementing instructional and educational technologies, and then training faculty
(and sometimes students) to use them appropriately and effectively. Staff and faculty both

in and out of their respective departments and colleges rely on instructional designers to
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provide leadership in instructional methods and technologies, and they are closely
involved in curriculum and instructional development. They create, design, and implement
course content, having a profound impact on student learning; they bridge course content
with pedagogy, and instructional design with student experience. Instructional designers
are transforming the way students are taught, the way instructors teach, and the way
distance education is presented; and they do so without the titles of directors, deans, or
managers. IDs are charged with changing the face of the institutions in which they work,
and they are doing so quietly, with great resolve.
Informal Leadership Role of Instructional Designers

Upon careful analysis, instructional designers embody the essential values and
qualities of leaders, and they are integral to the improvement of teaching and learning in
higher education. These conclusions are supported with substantial evidence from the
participants and a look at leadership theory. Although none of the designers interviewed
holds an administrative or management position at their universities, they play leadership
roles in both academics and technology. The leadership qualities and values of instructional
staff are important in developing, building, and sustaining academic programs, and the lack
of research in this specific area is problematic as higher education continues to strive for
more lean, efficient, and effective operations. This research study contributes to the body of
literature that acknowledges this problem.

The success of an organization rests on the leadership abilities of the informal
leaders, the ones in the trenches. “Management deals mostly with the status quo and

leadership deals mostly with change. [[]n the next century we will have to become much
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more skilled at creating leaders” (Kotter, 1996, p. 165) in order to be successful in a culture
of rapid change. To ensure this success, Henry Mintzberg advised that:

[Organizations have] to build a strong core of people who really care about the place

and who have ideas. Those ideas have to flow freely and easily through the

organization. It’s not a question of riding in with a great new chief executive on a

great white horse. Because as soon as that person rides out, the whole thing

collapses unless somebody can do it again. So it’s a question of building strong
institutions, not creating heroic leaders. Heroic leaders get in the way of strong

institutions (quoted in Bernhut, 2000, p. 23).

Instructional designers care deeply about the academic experience, which is the heart of
higher education. They are experts in teaching and learning, and their roles shape these as
they design instruction, provide training in pedagogy and technology, and select
instructional technologies. Their place in a university may be small on an organizational
chart, but it is large in terms of the impact on the institution’s product. Thus the success of
instructional designers will directly affect the success of the organization.

Kotter explained that “small 1” leaders are needed to push organizations in their
desired directions. “Small 1” leaders are those with no power position; they are the informal
leaders. And as Kotter argued that leaders are not born, but are developed over time
through a lifetime of learning. It is clear by the leadership qualities demonstrated by the
instructional designers in this study that they are among Kotter’s lifelong learners.

The very best lifelong learners and leaders I've known seem to have high standards,

ambitious goals, and a real sense of mission in their lives. Such goals and aspirations
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spur them on, put their accomplishments in a humbling perspective, and help them

endure the short-term pain associated with growth. Sometimes this sense of mission

is developed early in life, sometimes later in adulthood, often a combination of the

two. Whatever the case, their aspirations help keep them from sliding into a

comfortable, safe routine characterized by little sensible risk taking, a relatively

closed mind, a minimum of reaching out, and little listening (Kotter, 1996, p.183).

In order for institutions of higher education to thrive in the coming years, a
structural strengthening is needed. By building and supporting leaders at all levels,
institutions will be stronger and more viable. “Internal commitment cannot be activated
from the top. It must be nurtured up close in the dailyness of organizational behavior, and
for that to happen, there must be many leaders around us” (Fullan, 2001, p. 133).

The instructional designers’ reflective commentary during the interviews revealed a
willingness to grow and change for the betterment of their institutions and for higher
education itself. These designers actively seek professional development opportunities to
keep up with new trends and technologies, and they share those resources with their
colleagues and faculty, demonstrating leadership as they are “inextricably connected with
the process of innovation, of bringing new ideas, methods, or solutions into use” (Kouzes
and Posner, 2007, p. 165).

“Leadership in non-administrative positions requires an understanding which goes
beyond the technical requirements of the job. For most people, the word leadership
conjures up images of Gandhi, Churchill, and others with enormous stature beyond the

grasp of ordinary mortals” (Carver, 1989, p. 33). However, informal leaders wield a strong
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influence on others, often unknowingly, without formal authority or position of power.
Without the ties to the top of an organizational chart, these leaders are often more
influential than formal leaders because they have already jumped one of the hurdles facing
any leader. Informal leaders have already earned the respect of their peers while the
formal leaders typically work to earn the respect of the peers after being appointed to a
position of power. The influence of an informal leader should not be overlooked or frowned
upon, but rather should be used by formal leaders as a means to accomplish the goals of an
organization. It is often said that having the support of an administrator lends credibility to
new programs or initiatives. However, it is less often heard that to affect change and
ultimately make an organization successful, the support of the people at the lowest levels is
needed. Informal leaders are the most important leaders of an organization because they
work from the inside, across departments and divisions, to affect its core product.
Instructional Designers and Fullan’s Leadership Framework

The themes that emerged from these interviews are indicative of the leadership
qualities of instructional designers in higher education. Both directly and indirectly, the
participants acknowledged the importance of the elements presented in Fullan’s
framework, and while they are each unique, they themselves demonstrated energy,
enthusiasm, and hopefulness. Fullan’s framework for leadership begins with leaders who
have a moral purpose, understand the change process, build relationships, create and share
knowledge, and work in coherence with others among scattered practices and systems in

higher education.
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Although Fullan’s tenet of understanding change was not specifically revealed in the
interviews conducted in this research, that does not mean instructional designers are not
leaders. Although they do not openly discuss their understanding of the change process,
they demonstrated their roles as change agents. It is through relationship building with
faculty that they have been able to gain the trust and confidence necessary to make broad-
reaching changes to the face of an institution’s courses which is indicative of the degree to
which instructional designers are able to affect change. The instructional designers in this
study point to the relationships they developed with faculty as the reason for their success,
or in some cases, failures.

Their commitment to developing an excellent product leads to a focus on continuous
improvement, and demonstrates an understanding (both explicit and implicit) of
reculturing and using resistance as a reason to innovate and train. Instructional designers
are able to build relationships and help instructors understand change (such as new
technologies or teaching methods) even as they face adversity from members of faculty.
Instructional designers are creative problem solvers looking to improve and incorporate
best practices in their work and processes regardless of the challenges of working with
instructors who do not embrace distance education. They leverage their relationships to
work with faculty of varying attitudes about distance learning to make changes in order to
improve the student learning experience.

Instructional designers are tasked with identifying and implementing technological
innovations which may significantly change or redefine how students learn. It is often up

to the designers to determine which technologies promote the best learning opportunities
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for the students not only by considering the objective of the course, but also taking into
consideration the abilities and personas of the faculty teaching these courses. The
combination of their expertise in instructional design and technology, the amount of time
spent hands-on with the courses and instructional methods, and communication with the
instructors allows instructional designers to have a broad-reaching effect on an
organization.

Although they were not directly asked to discuss their understanding of change for
this project, as it was beyond its scope, the instructional designers in this study
demonstrated a working understanding of their roles as change agents. According to Fullan
(2001), having innovative ideas and understanding the change process are not the same
thing. Indeed, the case can be made that those firmly committed to their own ideas are not
necessarily good change agents because being a change agent involves getting commitment
from others who might not like one's ideas. He offered the following guidelines for
understanding change:

* The goal is not to innovate the most. Innovating selectively with coherence is better.

* [tis not enough to have the best ideas. Leaders help others assess and find collective
meaning and commitment to new ways.

* Appreciate the “implementation dip.” Leaders can't avoid the inevitable early
difficulties of trying something new. They should know, for example, that no matter
how much they plan for the change, the first six months or so of implementation will

be difficult.
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* Redefine resistance as a potential positive force. Successful leaders don't mind when
naysayers rock the boat. In fact, doubters sometimes have important points. Leaders
look for ways to address those concerns.

* Reculturing is the name of the game. Much change is structural and superficial.
Transforming culture - changing what people in the organization value and how
they work together to accomplish it - leads to deep, lasting change.

* Never a checklist, always complexity. There is no step-by-step shortcut to
transformation; it involves the hard, day-to-day work of reculturing (Fullan, 2001).
Admittedly, this research does not focus on Fullan’s entire framework for

leadership, as it would require a much closer look at other key human resources in these
universities, as well as the universities themselves, which was beyond the scope of the
study. However, it is important to note that the instructional designers in this study did
demonstrate the capacities described by Fullan, as well as the energy, enthusiasm, and
hope he described as essential traits of effective leaders. Their ability to redefine learning
in higher education given their placement in these institutions is a remarkable feat given
not only their loosely defined expectations within the university, but also the resistance
they face about distance learning.

Instructional designers recognized that being successful in their roles did not mean
performing tasks on a checklist at any given time. Rather, as stated by Fullan, there is
always complexity as new technologies, new courses, and new faculty emerge. Successful
designers excel in this environment by recognizing that they cannot transform the learning

process by taking shortcuts, but instead must spend much of their time reculturing the
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environment around them and maintain a positive attitude and forge ahead with best
practices.
Instructional Designers as Lifelong Learners
The characteristics of the designers interviewed in this study were similar to

Kotter’s (1996) description of the habits of lifelong learners. Kotter's habits of a lifelong
learner are (p. 183):

* Risk taking: willing to move out of “comfort zone”

* Humble self-reflection: honest assessment of successes and failures, especially the

latter

* Solicitation of opinions: aggressive collection of others’ information and ideas

* Careful listening: propensity to listen to others

* Open to new ideas: view life with an open mind
The participants in this research study were leading efforts to prepare faculty to teach in
unknown territory, and they were doing it with grace and gumption. They researched new
technologies and shared best practices in order to make sure learning environments were
sound and effective. Being at the forefront of the future of education is a risk, as we do not
know what new tools and techniques will emerge, or what the future of our own
institutions may bring. In their constant effort to keep up with emerging information and
practices they demonstrated a commitment to lifelong learning. By pushing through in
spite of the unknown, instructional designers were not only leading change, but they may

be driving it.
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The findings may encourage further exploration of the use and preparation of
instructional designers in higher education because what they do includes more than just
instructional design. The importance of the role of the instructional designer in higher
education is understated and overlooked. The interviewed individuals were humble people
who “fell” into their roles because of their love of technology. Yet their effect on the future
of higher education is inestimable, as their role in distance education is redefining how we
educate students, and is shaping distance education and, ultimately, the face of the

institutions in which they work.
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Chapter 8

Implications

This study provides an updated look at the roles of instructional designers in higher
education and the expectations the institutions have of their IDs thus providing
information to inform the training and academic preparation of instructional designers.
The results of this study have implications for professional standards for instructional
designers; institutions of higher education; academic programs aiming to prepare
instructional designers; and instructional designers in higher education.

For Professional Standards

Instructional design models are based on fundamental competencies of
instructional designers. However, an instructional designer’s work goes beyond these core
competencies. Designers work in an ever-changing environment of technologies, teaching
and learning models, and cultural shifts. Instructional design models should be expanded to
include the leadership, social, context, and change aspects. Perhaps the competencies
should consider not only the model but the context in which the designer is situated as well
(Chute, 2003).

Campbell, Schwier, & Kenny (2009) also supported incorporating context into the
instructional design model. Although the ibstpi® standards account for certain social
competencies, supervisors of designers interviewed for this study call for additional

attention to the context. While on job training in project management may be sufficient in
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some situations, formal training in project management (especially for small teams) is
required to ensure all responsibilities are met.

ibstpi® standards differentiate between essential and advanced skills (Appendix A),
however the results of this research indicated that even in entry level positions in
instructional design, the need for designers to possess time and project management skills
we essential although ibsti® recommends them as advanced skills. The universities
represented in the study were seeking experienced professionals with ID skills and
experience working with faculty. The ibstpi® essential skills do not seem to meet the basic
needs of these institutions. It may be argued that there is not really an “entry level”
instructional designer position if institutions are looking for people with what ibstpi®
considers to be advanced skills, even when accepting designers with little to no experience.
For Institutions of Higher Education

Not all institutions expect faculty to use instructional designers in online course
development. This is problematic as informed, precise use of instructional design in online
courses is essential to the learning experiences of students. Designers serve as change-
agents by defining and acting on opportunities, implementing new techniques, and making
the most of the resources available. This places them in a defaulted position to provide
technical support and training to faculty as they must ensure readiness to use new tools
across the university even though supporting such implementations may slow course
development.

In a true instructional design role, IDs can be more effective if they are not viewed as

IT support. Coupled with the disparities among the roles and placement of designers in any
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given institution, it is important to consider removing instructional designers from IT
departments and into areas that focus on teaching and learning.

The placement of instructional designers within the university must reflect the role
that the institution wishes the ID to play. If it is technology support, IDs should be in an IT
department. If it is academic support, IDs should be employed in academic divisions. As it
stands, the nebulous placement of IDs across the university, sometimes not reflecting their
actual job responsibilities, makes it difficult for them to be effective. Further, with an
organizational placement that reflects their roles, faculty and staff may better understand
instructional designers as instructional experts rather than technology support personnel.

The resources allocated to the IDs is based upon their placement in the institution,
and as such, their placement should reflect not only their role, but their resource needs as
well. IDs employed in IT departments may have a greater budget and support for
technology, but less support for their needs to be supported as pedagogical experts.
Likewise, placement in academic divisions would likely allow for more resources for their
academic role, but would not provide adequate provisions for their need to stay abreast of
instructional technologies. This research has demonstrated the role of IDs as that of
academic technology support specialists. Accordingly, they should be positioned in areas of
the organization that reflect this role in order to ensure their budgetary and developmental
resources are met.

For Instructional Designers
The role of the instructional designer will likely vary from institution to institution.

IDs should understand this when they enter a position, and they should be willing and able
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to work with an institution to ensure their roles are clearly defined and well supported.
Knowing that an instructional designer at one university is not necessarily the same as an
instructional designer at another university can help to alleviate the tiresome task of
establishing one’s position when entering a new environment. By understanding the
amount of time one is expected to spend on the key elements of the job (such as faculty
training, technology support, course design), IDs can better organize their time and efforts
in order to effect change in the way the institution needs.
For Academic Programs Preparing Instructional Designers

Although this research study provided a glimpse of academic programs that prepare
instructional designers, it appears that an emphasis on project management may be
lacking. As designers are often tasked with working with faculty, IT staff, and other
designers, being able to function, and more importantly, lead, in a team environment

requires that designers be well versed and proficient in project management skills.
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Chapter 9

Methodological Issues

Willingness to Share

All participants asked that they remain anonymous, citing concerns that they be
seen as naysayers or disrespectful to their teams or universities. Also, although the
instructional designers represented in this study hold similar positions and have related
background experiences, they are very different people. As such, during the interviews,
some were eager to use the interview setting as a way to vent frustrations or share stories
of best practices, and were willing to provide a great deal of information that went beyond
the scope of the study. Other participants provided only the basic information asked of
them, and were hesitant to go into great detail about what they shared. Although Ben was
willing and able to share basic information about his position at his university, his limited
term of employment prior to the interview limited the amount of information he could
provide. Perhaps a future study would limit participants to having at least one year in the
position.
Sample Attrition

I conducted 17 interviews although only ten are represented in this study. During
the interviews with the professionals I excluded, I learned that they were not instructional
designers as originally thought, or that they were employed in positions that required less
than 50% of their time to perform instructional design responsibilities. Rather than

discontinuing those interviews or using the interview protocol for this project, I asked
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about their roles in the institutions in order to better understand how instructional design
was situated therein. I did not specifically refer to these participants in my report but used
the conversations I had with them to help shape my own thoughts about the organizational
structures in which they worked.
Secondary Research Sources

Much of the writing about instructional design is found not in academic or scholarly
databases, but in informal media such as podcasts, blogs, opinion/experience writing.
Should podcasts and blogs be considered for inclusion in certain scholarly databases?
Should a peer review process for such publication media be initiated? With the changes in
technology playing such a critical role in research and education, it would be worthwhile to
investigate the quality and reliability of what we consider to be informal sources of

valuable information.
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Appendix

Appendix A

The 2000 ibstpi® Instructional Design Competencies

Copyright 2010, The International Board of Standards for Training, Performance and Instruction

Professional

Foundations

Communicate effectively in visual, oral and written form. (Essential)

Apply current research and theory to the practice of instructional design.
(Advanced)

Update and improve one’s knowledge, skills and attitudes pertaining to
instructional design and related fields. (Essential)

Apply fundamental research skills to instructional design projects. (Advanced)

Identify and resolve ethical and legal implications of design in the work place.
(Advanced)

Planning and Analysis

Conduct a needs assessment. (Essential)
Design a curriculum or program. (Essential)

Select and use a variety of techniques for determining instructional content.
(Essential)

Identify and describe target population characteristics. (Essential)
Analyze the characteristics of the environment. (Essential)

Analyze the characteristics of existing and emerging technologies and their use
in an instructional environment. (Essential)

Reflect upon the elements of a situation before finalizing design solutions and
strategies. (Essential)

Design and Development

Select, modify, or create a design and development model appropriate for a
given project. (Advanced)

Select and use a variety of techniques to define and sequence the instructional
content and strategies. (Essential)

Select or modify existing instructional materials. (Essential)
Develop instructional materials. (Essential)

Design instruction that reflects an understanding of the diversity of learners and
groups of learners. (Essential)

Evaluate and assess instruction and its impact. (Essential)
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Implementation and

Management

Plan and manage instructional design projects. (Advanced)

Promote collaboration, partnerships and relationships among the participants
in a design project. (Advanced)

Apply business skills to managing instructional design. (Advanced)
Design instructional management systems. (Advanced)

Provide for the effective implementation of instructional products and
programs. (Essential)
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education, and the responsibilities, qualifications, and expectations of supervisors of instructional
designers in higher education.

2. Description of the Methods and Procedures.
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Individual face-to-face interviews will be conducted to explore the qualifications, academic histories, and
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How long will this take participants to complete?
One hour

Will follow-ups or reminders be sent?
No

|3. Description of Recruiting Procedures
How will the names and contact information for participants be obtained?
These are participants known to me through my professional relationships.

How will participants be approached about participating in the study?
Invitations will be sent to the individuals. Participation is voluntary.

[4. Description of Benefits and Risks

Explain the benefits to participants or to others.

Participants may benefit from the involvement in and findings of the study in understanding their career
field, jobs, and the roles of instructional designers in general. Participants may also appreciate the
opportunity to contribute to research that may benefit their profession.

Explain the risks to participants. What will be done to minimize the risks? If there are no known risks,
this should be stated.

There are no known risks associated with this research. Participation by adult subjects is voluntary.
Participants can withdraw from the interview at any time.

5. Description of Compensation
Will compensation (including money, gift certificates, extra credit, etc.) be provided to participants?
No

[6. Informed Consent Process |
In certain cases for children over the age of 14, such as UNL students who are 17 or 18, waivers of
informed consent can be granted.

Would you like to request a waiver of consent?
No

Page 5
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How will informed consent/assent be obtained?
Participants will be given the informed consent form at the time of the interview. | will review the form
with them to answer any questions or address any concerns.

| 7. Description of How Confidentiality will be Maintained |
How will confidentiality of records be maintained?
Because pseudonyms will be used on the interview protocols, the principal investigator will maintain a
list linking the names of the participants to their pseudonym. This list, the tapes, and the transcripts will
be kept in a locked cabinet within the researcher's home [6204 Chad Ct. Brighton, Ml], and maintained
for 3 years before the list is destroyed.

Will individuals be identified?
No

How long will records be kept?
3 years

Where will records be stored?
Within the researcher's home [6204 Chad Ct. Brighton, MI]

Who has access to the records/data?
Primary and secondary investigators

How will data be reported?
Dissertation, conference presentations, journal articles

|8. Copies of Questionnaires, Survey, or Testing Instruments
Please list all questionnaires, surveys, and/or assessment instruments/measures used in the project.
Invitation to instructional designers
Informed consent for instructional designers
Interview protocol for instructional designers

Invitation to supervisors of instructional designers
Informed consent for supervisors of instructional designers
Interview protocol for supervisors of instructional designers

[9. Uploaded Attachments

InviteLetter.pdf - 61720 Bytes - application/pdf

IDInterviewProtocol.pdf - 58012 Bytes - application/pdf
InviteLetterSupers.pdf - 62063 Bytes - application/pdf
SupersinterviewProtocol.pdf - 61459 Bytes - application/pdf

Moskal Original Protocol.pdf - 118551 Bytes - application/pdf
IDConsent_031412-Approved.pdf - 152241 Bytes - application/pdf
SupersConsent_031412-Approved.pdf - 152419 Bytes - application/pdf
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Appendix C

Informed Consent Form - Supervisors

N
IRB# 20101010985 EX |
¥ Date Approved: 10/21/2010
Valid Until: 05/31/2012

RE Approval

Nebiaska

Lincoln
COLLEGE OF EDUCATION AND HUMAN SCIENCES
Department of Educational Administration
INFORMED CONSENT FORM
IRB#
Title of Project:

Responsibilities, qualifications and expectations of instructional designers in higher education as stated by
supervisors of instructional designers in higher education

Purpose of the Research:

The purpose of this case study is to explore the qualifications and expectations of instructional designers in
higher education as stated by supervisors of instructional designers in higher education. You must be 19 years of
age or older to participate. You are invited to participate in this study because you are employed in an instructional design
position or you are in a supervisory position overseeing instructional design.

Procedures:

Participation in this study will require 60 minutes of your time for the interview. You will be asked to participate in an interview
with the study’s principal investigator, Tami Moskal, who will audiotape with your permission. You may ask that the tape be
turned off at any time during the interview. The tape will be transcribed by the principal investigator and will be sent to you for
review. At that time, you may clarify your responses or give the researcher other information. To schedule the interview with
the research, you may select a time and place convenient for you.

Risks and/or Discomforts:
There are no known risks or discomforts associated with this research.

Benefits:
In talking about your experiences, you may come to understand your position more fully, or you may gain additional insight
into your profession.

Confidentiality:

Any information obtained during this study that could identify you will be kept strictly confidential. The data will be stored in a
locked cabinet in the investigator's home. Only the investigator will see the data during the study. The information obtained in
this study will be published in academic journals or presented at academic meetings but the data will be reported as
aggregated data. The audiotapes will be erased after transcription verification is deemed accurate.

Compensation:
None

141 Teachers College Hall / P.O. Box 880360 / Lincoln, NE 68588-0360 / (42) 472-3726 | FAX (42) 472-4300
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IRB# 20101010985 EX
W Date Approved: 10/21/2010
[FTE Y Valid Until: 10/20/2015

Opportunity to Ask Questions:

You may ask any questions conceming this research and have those questions answered before agreeing to participate in or
during the study. You may call the investigator at any time by telephone (734) 476-9787. You may also call the investigator's
advisor, Dr. Marilyn Grady, office phone (402) 472-0974. If you have questions concerning your rights as a research subject
that have not been answered by the investigator, or to report any concerns about the study, you many contact the University
of Nebraska-Lincoln Institutional Review Board, telephone (402) 472- 6965.

Freedom to Withdraw:

You are free to decide not to participate in this study or to withdraw at any time without adversely affecting your relationship
with the investigators, the University of Nebraska-Lincoln, or your school. Your decision will not result in any loss of benefits to
which you are otherwise entitled.

Consent, Right to Receive a Copy:
You are voluntarily making a decision whether or not to participate in this research study. Your signature certifies that you

have decided to participate having read and understood the information presented. You will be given a copy of this consent
form to keep.

Check if you agree to be audio taped during the interview.

Signature of Participant:

Signature of Research Participant Date

Name and Phone number of investigator(s):
Moskal, Tami, Principal Investigator: (734) 476-9787
Marilyn Grady, Ph.D., Secondary Investigator: (402) 472-0974

141 Teachers College Hall / P.O. Box 880360 / Lincoln, NE 68588-0360 / (42) 472-3726 / FAX (42) 472-4300
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Appendix D

Informed Consent Form - Instructional Designers

B [RB# 20101010985 EX |
i Date Approved: 10/21/2010
Valid Until: 05/31/2012

. IRB Approval

Nebiaska

Lincoln
COLLEGE OF EDUCATION AND HUMAN SCIENCES
Department of Educational Administration
INFORMED CONSENT FORM
IRB#
Title of Project:

Qualifications, academic histories, and employment experiences of instructional designers in higher education

Purpose of the Research:

The purpose of this case study is to explore the qualifications, academic histories, and employment experiences
of instructional designers in higher education. You must be 19 years of age or older to participate. You are invited to
participate in this study because you are employed in an instructional design position or you are in a supervisory position
overseeing instructional design.

Procedures:

Participation in this study will require 60 minutes of your time for the interview. You will be asked to participate in an interview
with the study’s principal investigator, Tami Moskal, who will audiotape with your permission. You may ask that the tape be
turned off at any time during the interview. The tape will be transcribed by the principal investigator and will be sent to you for
review. At that time, you may clarify your responses or give the researcher other information. To schedule the interview with
the research, you may select a time and place convenient for you.

Risks and/or Discomforts:
There are no known risks or discomforts associated with this research.

Benefits:
In talking about your experiences, you may come to understand your position more fully, or you may gain additional insight
into your profession.

Confidentiality:

Any information obtained during this study that could identify you will be kept strictly confidential. The data will be stored in a
locked cabinet in the investigator's home. Only the investigator will see the data during the study. The information obtained in
this study will be published in academic journals or presented at academic meetings but the data will be reported as
aggregated data. The audiotapes will be erased after transcription verification is deemed accurate.

Compensation:
None

Opportunity to Ask Questions:

141 Teachers College Hall / P.O. Box 880360 / Lincoln, NE 68588-0360 / (42) 472-3726 / FAX (42) 472-4300
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IRB# 20101010985 EX
. Date Approved: 10/21/2010
LWLV Valid Until: 10/20/2015

You may ask any questions conceming this research and have those questions answered before agreeing to participate in or
during the study. You may call the investigator at any time by telephone (734) 476-9787. You may also call the investigator's
advisor, Dr. Marilyn Grady, office phone (402) 472-0974. If you have questions concerning your rights as a research subject
that have not been answered by the investigator, or to report any concerns about the study, you many contact the University
of Nebraska-Lincoln Institutional Review Board, telephone (402) 472- 6965.

Freedom to Withdraw:

You are free to decide not to participate in this study or to withdraw at any time without adversely affecting your relationship
with the investigators, the University of Nebraska-Lincoln, or your school. Your decision will not result in any loss of benefits to
which you are otherwise entitled.

Consent, Right to Receive a Copy:
You are voluntarily making a decision whether or not to participate in this research study. Your signature certifies that you

have decided to participate having read and understood the information presented. You will be given a copy of this consent
form to keep.

Check if you agree to be audio taped during the interview.

Signature of Participant:

Signature of Research Participant Date

Name and Phone number of investigator(s):
Moskal, Tami, Principal Investigator: (734) 476-9787
Marilyn Grady, Ph.D., Secondary Investigator: (402) 472-0974

141 Teachers College Hall / P.O. Box 880360 / Lincoln, NE 68588-0360 / (42) 472-3726 / FAX (42) 472-4300
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Appendix E

Letter of Invitation - Supervisors

Nebiaska

Lincoln

COLLEGE OF EDUCATION AND HUMAN SCIENCES
Department of Educational Administration

Name of Participant
Organization Name
Address Line 1
Address Line 2
Address Line 3

City, State, Zip code

<INSERT DATE HERE>
Dear <INSERT NAME OF PARTICIPANT>,

As a graduate student at the University of Nebraska-Lincoln, | am conducting a study to explore the responsibilities, qualifications and
expectations of instructional designers in higher education as stated by supervisors of instructional designers in higher education.

The purpose of this collective case study is to investigate this through interviews conducted with supervisors of instructional
designers. | have purposely selected you to help me learn more about how you view the responsibilities, qualifications and
expectations of instructional designers at your institution. A critical analysis of the responsibilities, qualifications, and expectations of
instructional designers at institutions of higher education would provide a current and specific look at this unique population, which
will be of great value to higher education administrators, instructional designers and their supervisors, and other organizations
employing instructional designers.

| invite you to spend approximately one hour in an interview session that will be recorded on audiotape. To eliminate any risk
produced by participating in the study, | will keep your identity and the identity of your institution confidential by using pseudonyms for
both. You are free to decide not to participate in this study, or to withdraw at any time without adversely affecting your relationship
with the investigators or the University of Nebraska. While | am not offering any formal compensation to you for participating in the
interview, | am confident that the information gathered from my study will be valuable to you, your profession, and institutions of
higher education.

| will provide you with a copy of the transcript of the interview before | begin to analyze the data. This will give you an opportunity to
clarify the meaning you provided and verify its authenticity. | will contact you later to confirm the accuracy of the information you
provided. On completion of the study, | will share a summary of the findings with you.

You may contact my supervisor, Dr. Marilyn Grady, at (402) 472-0974 at the University of Nebraska-Lincoln for further clarification or
should you have any concerns about my study. If you agree to participate in this study, please sign and date where indicated below,
make a copy for your own records, and return the letter in the self-addressed, stamped envelope included in this mailing. Upon
receiving your signed letter, | will contact you to schedule an interview at a time convenient for you.

I thank you in advance for agreeing to participate in this study.

Very sincerely,

Tami Moskal

| agree to participate in this study under the above conditions:

Signature Date

141 Teachers College Hall / P.O. Box 880360 / Lincoln, NE 68588-0360 / (42) 472-3726 / FAX (42) 472-4300
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Appendix F

Letter of Invitation - Instructional Designers

Nebiaska

Lincoln

COLLEGE OF EDUCATION AND HUMAN SCIENCES
Department of Educational Administration

Name of Participant
Organization Name
Address Line 1
Address Line 2
Address Line 3

City, State, Zip code

<INSERT DATE HERE>
Dear <INSERT NAME OF PARTICIPANT>,

As a graduate student at the University of Nebraska-Lincoln, | am conducting a study to explore the qualifications, academic histories,
and employment experiences of instructional designers in higher education.

The purpose of this multiple case study is to investigate this at your institution through interviews conducted with instructional
designers and their supervisors. | have purposely selected you to help me learn more about the preparation and competencies of
instructional designers. A critical analysis of the qualifications and employment experiences of instructional designers at institutions
of higher education would provide a current and specific look at this unique population, which will be of great value to higher
education administrators, instructional designers, and other organizations employing instructional designers.

| invite you to spend approximately one hour in interview sessions that will be recorded on audiotape. To eliminate any risk produced
by participating in the study, | will keep your identity and the identity of your institution confidential by using pseudonyms for both.
You are free to decide not to participate in this study, or to withdraw at any time without adversely affecting your relationship with the
investigators or the University of Nebraska. While | am not offering any formal compensation to you for participating in the interview,
| am confident that the information gathered from my study will be valuable to you, your profession, and institutions of higher
education.

| will provide you with a copy of the transcript of the interview before | begin to analyze the data. This will give you an opportunity to
clarify the meaning you provided and verify its authenticity. | will contact you later to confirm the accuracy of the information you
provided. On completion of the study, | will share a summary of the findings with you.

You may contact my supervisor, Dr. Marilyn Grady, at (402) 472-0974 at the University of Nebraska-Lincoln for further clarification or
should you have any concerns about my study. If you agree to participate in this study, please sign and date where indicated below,
make a copy for your own records, and return the letter in the self-addressed, stamped envelope included in this mailing. Upon
receiving your signed letter, | will contact you to schedule an interview at a time convenient for you.

| thank you in advance for agreeing to participate in this study.

Very sincerely,

Tami Moskal

| agree to participate in this study under the above conditions:

Signature Date

141 Teachers College Hall / P.O. Box 880360 / Lincoln, NE 68588-0360 / (42) 472-3726 / FAX (42) 472-4300
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