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Plan and Implement a Technology Project
What will you accomplish by using this guide? 

It will help you put together a plan for your learning technology project. The planning outline below is intended to get you started. Your institution may require greater detail in the planning elements below, so be prepared to adapt and expand on your plan as campus processes dictate. 

Why is it important? 

This guide will help you make the case to your organization for supporting learning with your chosen technology. Completing the planning activities outlined below should leave you well prepared to address the key questions you are likely to encounter in your campus’s approval process. When a senior administrator asks for the who, what, when, how, and why about what you would like to do, you will have the answers.

Who should be involved? 

As with Guide 1: Identify the Learning Outcomes You Want to Achieve, your answer to this question will vary depending on the context for your effort. If you are a faculty member focused on an individual course, you may develop a high-level project plan primarily on your own; if you’re working as part of an institutional committee, then it is likely to be a collaborative activity. 

In any case, you should take an initial pass at the planning grid below to get a sense for who will have to oversee the various plan elements. You should then share your proposed plan with the individuals you included in the “Responsible Parties” column of the grid and use their insights to make the plan both more accurate and more practical. This will also give you the chance to gauge early on whether they will support or hinder your project as it moves forward.

Finally, as discussed in previous guides, asking a few colleagues for feedback on your plan could help you spot and fix mistakes as well as encourage them to support your proposed effort.

Tips: You will find this step easier if you:

· Know what you want to achieve in terms of learning outcomes (see Guide 1: Identify the Learning Outcomes You Want to Achieve).

· Know the technology you want to use to achieve your goals and why (see Guide 4: Clarify a Technology’s Teaching and Learning Value).

· Have a general idea of who to involve in the process (see Guide 5: Identify and Engage Key Stakeholders for Technology Implementation).

We suggest the following steps:

1. Develop a brief title for your project 

The title should concisely express the project’s main focus. Expect to revise the title a few times as your plan takes shape and you get feedback from others.

2. Write a brief project description

Write a concise description of your project that helps others understand it; avoid technical jargon as much as possible. Include the project’s main objectives and how the technology will support them. The planning grid you will develop in step 4 below will outline the project; your description should provide just enough information so others will understand what you want to do and why. 

Be sure to identify the learning outcomes motivating your effort, remembering that, in essence, learning is the project’s focus, not the technology.

Rules of Thumb: 

· If your project description can’t be read in a minute or less, it is probably too long.

· Since you wrote the description, you’re not likely to have an objective view of its length or clarity. Ask a colleague to help you.

3. Identify the project’s anticipated size and scope

Reaffirm the project scope so there is no confusion about whether the project applies to a course, program, or school. You will probably start with a pilot of limited scope (e.g., a course or a course section) so you can assess your application’s impact on learning outcomes before trying to implement it more broadly.

4. Identify the project’s central elements

These core elements are the “who, what, when, where, why, and how” of any planned activity that you have seen throughout the Applying Technology to Teaching and Learning series. In the planning grid below, they are described as:

a)
Major Steps: Identify the major components of your project, i.e., the primary actions that have to be taken to implement the project successfully. You do not need to be overly precise, simply determine the effort’s major components as you see them and then be prepared to refine the plan later as you get feedback.

b)
Key Activities: Within each major step, what basic activities are required? Take a process perspective—for the project to happen, steps A–F must be completed; for step A to happen, activities 1–5 must be completed.

c)
Responsible Parties: Who will oversee each step to ensure it is successful? Start by identifying the most likely person(s), and then revise based on feedback.

Rules of Thumb: 

· Your responsible parties should be individuals, not committees or departments.

· A responsible party will probably involve his/her group in completing assigned activities, but he/she will take the lead.

d)
General Timeframes: When will each step take place? How long will it take to complete? Having these estimates in your planning grid will keep the project moving and coordinated. Be sure to check the institutional calendar; account for holidays and major activities in your estimates.

e)
Resource Needs: Although you are not trying to develop a project budget or delineate costs, outline the general resource needs for a given step. Whether financial, technical, or personnel, capture them in the planning grid. They will demonstrate to those who approve the project that you have considered the resource implications.

f)
Performance Measures: How will you know if you’ve been successful? Identify a metric for each activity that will allow you to gauge progress. Measures often come from timeframe and resource requirements (e.g., Did we complete a step on time? Within budget?). Other potential measures are student satisfaction or faculty satisfaction.

The planning grid does not replace a formal assessment strategy, particularly for learning outcomes. Assessing learning outcomes or technology impact is very different from completing project milestones. Work with your institutional planning unit or teaching and learning center to develop an appropriate assessment strategy for learning outcomes.

Emerging technology projects for teaching and learning should include a step about developing a learning assessment strategy. Ultimately, your project’s impact on learning outcomes is what you and your institution care about. An assessment strategy will help you capture data from the start so you can validate your approach and/or look for better ways to achieve the desired learning outcomes.

Table 1 below illustrates the type of planning outline discussed above as well as some sample content that highlights the types of information you may want to include. Table 2 is a blank grid you can use to develop your own high-level project plan.

Table 1: Sample Planning Grid

As you think about your potential teaching and learning with technology project, the following example will give you a better idea of the types of information you might include in your project plan.

Project Title: Political Science 101: Using Wikis to Stimulate Student Collaboration and Engagement

Project Lead: Jack Straw, Associate Professor, Political Science

Project Description: Helping students become more active and engaged learners and develop the ability to collaborate effectively are goals of higher education in general, but of political science in particular. The nature of the discipline requires that students directly explore the real-world expressions of political theory and that they work together through active discussion to refine their findings and conclusions.

To enhance student achievement of these learning outcomes, I propose to integrate Wiki-based collaborative writing assignments on current political topics into a section of my department’s introductory course, Political Science 101. Wikis are Web pages with integrated tools that allow users to write and edit text online together. Anyone with access to a wiki page can edit anything written on it, with the edits traceable to who made them.

Requiring students to collaborate on writing assignments via wikis will help them learn to share content development and management responsibilities and communicate effectively with peers about those responsibilities. The tracking features of the technology will help me more easily assess who is collaborating and how, so I can provide guidance to low performers. Finally, the hands-on writing and editing features of wikis will encourage students to directly apply the material by requiring them to defend the text and resources they contribute against changes or contributions by others.

Project Scope: Wikis will be used in Political Science 101 (section 3) to compare the technology’s impact on learning outcomes with student performance from sections taught without wikis. 

	Major Steps/Key Activities
	Responsible Parties
	General Timeframes
	Resource Needs
	Performance Measures

	Step A: Establish a wiki for a section of Political Science 101


	· Jack Straw, Associate Professor, Political Science

· Pam Williams, Director, Academic Technology
	July 2006
	· See below
	· Political Science 101 wiki established and functioning on time and budget

	· Activity 1: Identify and contract for hosted wiki service
	· Sue Strong, Procurement Coordinator, Academic Technology
	Two weeks
	· Funding for hosted wiki service: estimated at $500/year

· 6 hours of staff time to research hosted services

· 4 hours of staff time to contract for hosted service
	· Hosted wiki service established on time and budget

	· Activity 2: Establish hosted wiki service
	· Bob Tungsten, Applications Manager, Academic Technology
	3 days
	· 4 hours of staff time to work with service provider to establish hosted wiki
	· Service made available on time

	· Activity 3: Develop assignment/
discussion group wiki pages
	· Jack Straw, Associate Professor, Political Science

· Mary Miller, Teaching Assistant, Political Science
	One week
	· 2 hours of faculty time to create assignment/
discussion group pages

· 6 hours of TA time to create assignment/
discussion group pages
	· Assignment and discussion group pages created within timeframe


Table 2: Develop Your Planning Grid

Use the planning framework below to develop a high-level plan for pursuing the teaching and learning with technology project you have in mind. Don’t forget to highlight how the project will positively impact the learning outcomes you wish to achieve.

Project Title: 

Project Lead: 

Project Description: 

Project Scope: 

	Major Steps/Key Activities
	Responsible Parties
	General Timeframes
	Resource Needs
	Performance Measures

	Step A: 
	
	
	
	

	· Activity 1:
	
	
	
	

	· Activity 2:
	
	
	
	

	Step B: 
	
	
	
	

	· Activity 1:
	
	
	
	

	· Activity 2:
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Applying Technology to Teaching and Learning is a set of guides to help you select and integrate technology into teaching and learning. The guides will help you clearly explain what you want to do, why it will make a difference to learning, and how it can be done successfully. So, when you need to present your project for approval, you will be ready with the answers. You can access the guides online from the ELI Discovery Tools page at www.educause.edu/ELIDiscoveryTools/10564.

ELI Discovery Tools are practical resources designed to support the development and implementation of teaching, learning, and technology projects or processes on campus. They are available to full ELI members only.
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