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Program Description

Serendipity Adult Program (SAP) is a Distance Education (DE) school offering liberal arts and 

education degrees at the undergraduate level as well as offering personal enrichment courses for 

adults. The school operated as a correspondence based program and has transitioned to a web-based 

program while continuing the correspondence courses until all programs can be converted to the 

web format. The program developed their own Learning Management System (LMS) entitled 

Enhanced Collaborative Learning System (ECLS) allowing the program to change and update the 

system as the need arises without being tied to updates and a contract on a purchased LMS (Rumble, 

2006). 

The first web-based course was offered in 2004 with an additional course offered the following 

year. Surveys completed by students and faculty showed that students were experiencing difficulty 

learning navigational skills and other skills necessary for learning in the ECLS environment.

Instructors noted they needed to tutor students in using the ECLS before effective course learning 

could be accomplished. In order to meet the needs of students and instructors the program decided 

to develop an Introduction to Distance Learning (DL101) course for all new students. DL101 will be 

a one credit, ten-week course requiring approximately 50 hours of student study time. 

ECLS includes text based asynchronous and synchronous conferencing, discussion areas, 

computer marked quizzes, assignment folder where students submit and receive feedback on 

assignments, and an area where students access course content.
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Media Choices

Course design and media choices were based on Bates’ (2005) ACTIONS model. The 

ACTIONS model is

… a model for selecting and applying technology … which has the following characteristics:

 It will work in a wide variety of learning contexts.

 It allows decisions to be taken at both a strategic, institution-wide level and at a tactical, 

instructional level.

 It gives equal attention to educational and operational issues.

 It will identify critical differences between different media and technologies, thus 

enabling an appropriate mix of media to be chosen for any given context.

 It is easily understood, pragmatic, and cost effective.

 It will accommodate new developments in technology (Bates, 2003, p. 77).

A = Accessibility

The ECLS is accessible online to the target group of new distance learners. This program is 

accessible from multiple platforms and web browsers.  The printed study guides offer a more familiar 

medium to beginning students while easing them into using the online course area exclusively. 

Printed materials may be accessed online or ordered in hard-copy format through the mail. In 

addition, supplemental materials such as video segments will be available online or via CD-ROM. By 

offering our courses via ECLS, learning is extremely flexible for busy working adults.
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C = Cost

The cost structure of distance learning provided via ECLS involves dividing the costs into direct 

(course development and presentation) and indirect costs (overhead costs). The costs are then 

classified into operating and capital costs, and fixed and variable costs (Huelsmann, 2006). The fixed 

costs of web-based learning have typically been relatively high and the variable costs are usually low

(Rumble, 2004). 

ECLS is already in place so the cost of the conferencing program will not be an added expense in 

the development of DL101. The cost for development of this course will be impacted by these 

factors:

 Development team

 Producing printed study guides and assignments

 Production of the video segments and CD-ROM

 Distribution of study guides and CD-ROM

Several team members will be paid for their services, which will cost more then if the lone ranger 

approach was used. Only one packet containing the first five study guides and the CD-ROM will be 

mailed, thus mailing costs per student will be low. The rest of the material will be available online, if 

students desire they will be responsible for the cost of printing that material. While the upfront costs 

of developing video segments will be expensive, they will be beneficial to the students, will be used 

over eight years, and can be used as a learning object.  

T = Teaching & Learning

The DL101 course objective is to teach students to use effectively the ECLS delivery program. 

The incorporation of LMS components ensures a strong connection between the teaching and 
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learning medium, and the actual skills being developed. The DL101 course uses a combination of

print-based materials and video segments, which support the asynchronous learning environment. 

These materials provide a linear delivery of content in text and illustration format followed by a video 

demonstration of how to apply the concepts. Practice exercises will allow students to demonstrate 

their knowledge of the necessary skills. As Bates (2005) notes, the physical characteristics of print 

“present[s] words, numbers, musical notion, two-dimensioned pictures and diagrams ... it cannot 

directly present movement” (p. 69). Video segments will allow students “to be able to see to 

understand” (Bates, 2005, p. 101). 

I = Interactivity & User-friendliness

DL101 utilizes a Learning Management System which enables students the opportunity for 

teacher-student, student-student, and student-content interaction in both the synchronous and 

asynchronous format. The study guides and other course material will be available via the ECLS. The 

CD-ROM technology should be relatively easy for the learners to use as the files are executable and 

can be opened with a click of the mouse. The ECLS program should become easier for students to 

use after completing the first five study guides that provide introductory information on using the 

system. Although the ECLS is relatively straightforward and easy-to-use, beginning distance learners 

will benefit greatly from the introductory course. 

O = Organizational Issues

The ECLS has been used by SAP for two years. Organizational issues include implementation of 

the DL101 course as a requirement for all first-year students. The administration will need to 

encourage all departments and instructors to see the value in the course since it will be a required 

course for students. External issue in developing this course is to ensure that course materials are 

compatible with a variety of platforms and web browsers.
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N = Novelty

The technologies incorporated into ECLS are well established. Most students have general

background knowledge of how to use the Internet, so the focus of the DL101 course will be on 

using the ECLS and the Internet for formal and informal learning.

S = Speed

Instructional designers, instructors, and tutors are already familiar with ECLS and its technology 

components. We predict that development of the Introduction to Distance Learning course (DL101)

will be completed in one year. The timeline allows major updates to be completed during years two 

and three. Instructors will be able to make smaller changes on their own to the course. Bates (1995) 

states, “it is easy to update material, and bring in experts from outside to respond to the latest 

developments or events” (p. 226). This ensures that course material will be accurate and complete.
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Staffing Matrix

The following table shows the project team members and their roles and responsibilities.

Roles Responsibilities

Content Specialist
 Selects appropriate materials for instruction, practice, and 

assessment

 Edits course material for accuracy and completeness

Editor  Edits for clarity and accuracy

Instructional Designer  Develops course material following adult learning principles

Project Manager
 Oversees and coordinates all team members’ work

 Oversees timeline to ensure project completion

 Reviews all materials for quality

Tutors
 Communicates with students to ensure understanding and 

course completion

 Grades and comments on assignments

Technologist
 Uploads course content

 Provides technical assistance to tutors, and students as 
required

Video Production 
Specialist

 Records and edits demonstrations

 Manages reproduction of CD-ROM and file conversion for ECLS 
integration

Print Production 
Specialist

 Ensures quality and accuracy of printed material

 Manages printing of course material

 Oversees binding of course material

Fulfillment Services  Ensures course materials is packaged and complete

 Mails course material to students

Business Manager
 Ensures viability of course business plan

 Reports financial and educational results to institutional board

 Ensures that financial principles are in place
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Course Overview

DL101 provides instruction to acquire knowledge and skills with the ECLS. It consists of 10 

print-based tutorials with short supporting video components. The tutorials describe and illustrate

activities to be undertaken to familiarize the students with the different components of ECLS. Each 

study guide is approximately 10 pages in length, with a five-minute video. The first five study guides 

will be printed and delivered to students with an accompanying CD-ROM with the first five video 

segments. The final five study guides and video segments will be available exclusively via ECLS.

Two faculty members who are proficient in the use of ECLS will develop the course materials. 

Recording of videos will be completed using existing editing and production facilities, showing the 

instructor using ECLS to complete the assigned activity.

The development process extends over one year and will require one half of the annual staff time 

of a course manager, a quarter of a full-time commitment of one secretarial staff and one graphic 

artist, one-third of the annual staff time of the instructional designer, and two content experts for this 

period.

The course will be offered for eight years, with an update being started after the first year. The 

updated version will be presented from year four onwards.

SAP enrolls approximately 200 new students each year.  

Student support

DL101 will be offered each semester for new ECLS students. Each class will consist of 50 

students and one tutor. This ratio is believed appropriate because DL101 introduces skills and 

familiarization training with the ECLS program, which will not require extensive discussion and 

feedback.  
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The tutor will engage with students in the online discussion that accompanies each week’s 

activities as needed. The tutor will grade and provide appropriate feedback on two exercises, provide 

feedback as necessary on the 10 computer-graded quizzes, and answer student questions. In addition 

to the online discussion, students may communicate with the instructor via telephone or email.

Assessment

Students will be assessed on the completion of the 10 computer-graded quizzes, two exercises 

marked by the tutor, and class participation as follows:

Quizzes: 50% (10 @ 5% each)
Exercises: 40% (2 @ 20% each)
Participation: 10% (Discussion)
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Cost Ingredients

The following table shows the costs associated with the development of DL 101.

Input Unit of input Amount of input Cost per unit of 
input

Development

Project manager Per annum salary 1/2 of full-time post 
p.a. over one year of 
development 

$65,000.00 

Instructional
designer

Per annum salary 1/3 of full-time post 
p.a. over one year of 
development

$60,000.00

Content experts Per annum salary 1/3 of full-time post 
p.a. over one year of 
development

$70,000.00

Graphic artist Per annum salary 1/4 of full-time post 
p.a. over one year of 
development 

$50,000.00

Secretarial support Per annum salary 1/4 of full-time post 
p.a. over one year of 
development 

$26,000.00 

Printed material

Authoring study 
guides

Per study guide of 10 
pages

10 $3,200.00

Editing and design Per unit of 10 pages 10 $1,100.00 

Copyright clearance Per unit of 10 pages 10 $500.00 

Video/CD-ROM

Professional editor Per 75-min CD-ROM 1 $8,500.00

Production Per 75-min CD-ROM 1 $4,000.00
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Assignments

Development of 
assignment 

Per assignment 12 $200.00

Maintenance (part of printed material only)

Author Per study guide 
(updating)

4 $2,000.00

Editing and design Per study guide 
(updating)

4 $4,200.00

Presentation Costs
Student Support

Marking of 
assignment

Per assignment 2 $35.00

Tutor Per hour of seminar of 
group size of 50

4 $45.00

Tutor expenses Per group of 50 1 $65.00

Production

Production of study 
guide

Per study guide 5 $6.30

Production of 
assignments

Per supplementary unit 0 $4.70

Production of CD-
ROM

Per CD-ROM 1 $6.00

Packaging and 
postage

Per mailing 1 $9.00

Income

Fee Per student per credit 
point

1 $525.00
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Appendix: Explanation of Calculations

In calculating the cost for DL101, the following costs were calculated:

Fixed Costs

Fixed cost for development (FD) $180,467.00

Fixed cost for maintenance (FM) $24,800.00

Total fixed cost (F) $205,267.00

Variable Costs

Variable cost per student (V) $116.30

Depreciation

The depreciation rate for the fixed cost of development is $22,558.00.  This amount was 

calculated by dividing the total amount for FD ($180,467.00) by the number of years the course is 

offered (8).

The depreciation rate for the fixed cost of maintenance is $4,960.00. This amount is calculated 

by dividing the total amount of FM ($24,800.00) by the number of years the updated course will be 

used (5).

The total depreciated amount for fixed costs in years 1 thru 3 is $22,558.00. The same as the FD

depreciated amount since the FM amount only affects years 4-8. The total depreciated amount for 

fixed costs for years 4 thru 8 is $27,518.00.  This amount is calculated by adding the FD and FM

depreciated amounts together.  

Annualization

The annualized amount of fixed costs of development (FD) at 7% interest for 8 years is $30,222.00.

The annualized amount of fixed costs of maintenance (FM) for 5 years at 7% interest is $6,048.00.
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Total Cost

The total cost for 200 students is $295,276.00. The following chart illustrates the Total Cost per 

student. The schools’ income starts out below the total cost. The break-even point is $665.56. With 

the estimated number of 200 students each year, the break-even point will occur in year 4. At this 

point, the schools’ income will be above the total cost.

Total Cost for DL101
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Average Cost

The average cost for 200 students is $1,476.00. The following chart illustrates that the Average Cost 

(AC) is higher for a small number of students (N). As the number of students enrolled in the course 

increases the AC decreases. This brings the AC closer to the variable cost per student.  
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