Executive Summary 

Focus on the Family™ Character Education Program
Abstract
This instructional design project for our client, Focus on the Family™ (FOTF), was a collaborative effort by four University of Colorado at Denver (UCD) cohorts: Deborah Paulson, Timeri Tolnay, Linda Wooten, and me, Dale Munson. FOTF is a Christian-centered organization located in Colorado Springs, Colorado. 

Focus on the Family’s foundational mission is to “...preserve traditional values and the institution of the family.”  To that end, it was the desire of FOTF to promote positive value traits in areas outside of their normal distribution channels as an altruistic gesture. They realized that by providing character education to parents and schools they would help produce more ethical, responsible, and caring young people, which in turn would improve society as a whole. 

FOTF acknowledged the widespread use of character education principles in schools across the country. While FOTF applauded the efforts to promote character traits in the schools, they still felt that not enough was being done to involve the parents—the people who have the most to gain and who are the most influential when it comes to teaching and modeling these traits. Thus, FOTF wanted to strengthen this neglected link.

The business objective for the project was to advance the goals of FOTF through educational channels, primarily involving parents in the explicit instruction of a predefined set of character traits. Since FOTC is a nonprofit organization, the emphasis was to create an inexpensive, yet effective, set of instructional materials for third graders and their parents.

FOTF’s desire was to have the UCD team develop a new set of materials that would focus on parental involvement. These materials would supplement (not replace) other character education strategies available in the schools. Further, the goal was to concentrate on nine specific character traits, one for each of the nine school months. The general audience was K-5, but we could choose a specific grade for proof-of-concept modeling. We chose the 3rd grade as our target audience. The long-range goal was to be able to adapt our instructional kits for any grade within K-5 and to make these materials available nationwide.

The UCD team prototyped an instructional package designed for the parent/child interaction, as well as teacher support materials. All materials are available for download at www.GreatTraits.com. 

Key Outcomes

During this four-month project, the team was required to perform all facets of the instructional systems design model. During this time, we produced a team agreement, draft analysis report, a strategy statement, a project work breakdown structure, and project plan as a part of the design process. We also provided an assortment of downloadable training materials, which we expect to be integrated into Colorado Springs school districts, D11 and D-20. Further, it is expected that FOTF will modify these materials slightly so they can be used to teach character education to their membership, which is estimated at greater than 50,000.
Near the end of the semester, we sent final copies of all instructional materials to FOTF for their final approval.  We also made a presentation to the superintendents of D-11 and D-20. Based on their comments, we exceeded their objectives in terms of quality and instructional effectiveness. The D-11 superintendent made a decision to beta test the materials in select grade schools during the 2004-05 school year.

Reflections
From this experience, I learned that it is difficult to satisfy both our client (Focus on the Family) and the UCD Design Studio requirements. There were times when we felt as if we were completing tasks with no “value add” to the client, and vice versa. 

For the most part our team structure worked fairly well. We used our diverse skill set to our advantage. If I had to do the project over again, I would define the project roles more clearly and apportion the tasks differently. I would also establish better review cycle and file system structures.

It was a pleasure to work with everyone at Focus on the Family. Their willingness to help us with every facet of project development made this educational project a win-win situation. The staff at FOTF had years of experience working on similar projects. Their editorial, graphic, and project expertise was unparalleled. 

Lessons Learned

In our final presentation to the superintendents, there were three key takeaways that provided interesting insights about our development effort.
1. Our instructional materials could have been a bit better had we known the concerns and constraints of the two school district superintendents. We missed the mark in some areas because we didn’t have access to all the stakeholders.
2. It was interesting to note the dichotomous viewpoints of the two school superintendents. One said the materials were overly simple and therefore of little use, and the other superintendent said we hit the mark exactly. We also noted that one superintendent seemed to be controlled by the parental pressure, whereas the other was considered to be more of a maverick—someone who cared more about doing the right thing for the children, even if it was at the expense of his job.
3. In retrospect, we probably should have spent more time researching how to motivate the parents to become more involved with their kids education. This was the central thread for everything we were trying to do. Knowing this may have changed the way we designed the educational materials for the target audience.

Responsibilities Met
This project met the following responsibilities:

Responsibility #2 – Designs instruction or human performance strategy to meet the needs of learners
This project was specifically designed to be used in conjunction with the integrated character education program used in the public school system. Analysis, design, development, implementation, and evaluation principles were used during this project to meet the specific needs of the target audience. 

Responsibility #3 – Uses a variety of media to deliver instruction to students and to engage students in learning
The instructional materials for the FOTF project are downloadable from the GreatTraits.com web site. Because students come from diverse socio-economic backgrounds (where computers may not be available), the materials are also distributed in a hardcopy format.

Responsibility #4 – Understands how to capitalize on the capabilities of each learner
Although the target audience is third-grade students and their parents, this audience is very broad in terms of socio-economic implementation. The materials were designed for D-11 and D-20 school districts, but they will be adapted to higher and lower elementary grades, and ultimately the materials will be marketed to the FOTF constituency. The instructional materials were purposely designed to meet this broad audience group.

Responsibility #5 – Manages complex projects and resources in support of learning
This project involved a variety of project management skills, which included: participating in team meetings, producing status reports, maintaining a MS Project schedule, meeting project deliverables, preparing for and conducting meetings, and managing team dynamics. The Design Studio project is an arduous project that has to be completed within a short period of time. Project management skills are a necessity.
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