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If I could change 
ONE thing at my 

institution… 
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Bellevue University
• Bellevue, NE 
• Private, non-profit, 

regionally accredited
• 80+ degrees 
• 19,000+ students 
• 1000+ Master courses 
• 800+ term-coded courses 

run per trad term
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Design & Development (D&D) Department

D&D's focus is to ensure our courses and 
course-related materials are well-
considered, well-designed, well-built, 
and well-reviewed.

Instructional Designers = 18
Operations = 10
Production = 4
Video & Multimedia Support = 6
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Objectives

DISCUSS THE MAJOR 
CHALLENGES/SOLUTIONS 
ENCOUNTERED DURING 

INSTITUTIONAL CHANGE. 

IDENTIFY SPECIFIC TRAINING 
STRATEGIES USED TO SUPPORT 

FACULTY DURING LMS AND TOOL 
TRANSITIONS. 

CREATE A PLAN FOR 
SUPPORTING FACULTY 

DURING INSTITUTIONAL 
CHANGES.
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Change that touches many departments and 
processes, but does not fundamentally alter the 
university’s underlying culture, values, or core 

assumptions.

What is Institutional Change? 

Eckel, P. (2020). Institutional transformation and change: Insights for faculty developers. To Improve the 
Academy: A Journal of Educational Development, 20. http://dx.doi.org/10.3998/tia.17063888.0020.003
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• Goal 1: Course Format Transition
o All to 11-week
o 1 year

• Goal 2: Accelerated LMS Migration
o All to Ultra
o 2.5 years turned into 2 years

Managing Multiple Changes



Define the 
Change & Who it 

will impact
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Project Management & Workflow Optimization
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Project Management & Workflow Optimization
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Project Management & Workflow Optimization



Track & Monitor 
the Change
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Institutional Challenges with Change
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• QM
• WCAG 2.1 AA
• Pedagogy
• Best Practices

Implementing a Course Template
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Supporting Faculty



Assess Stakeholder 
Readiness & Concerns
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• 140 Full-time Faculty
• 1200 Adjunct Faculty
• 96% Online courses
• Faculty reside across the US

Faculty Demographics
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Creating a Training Plan

Phase 3. Teaching in Ultra Organization (July 2024)

Phase 2. Ultra Training Series (March/April 2024; on-going)

Phase 1. Ultra Training Website (Feb 2024)  
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• Website
• Tutorial Videos
• PDF Guides

Web Resources
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LMS Resources
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Synchronous Training Series
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Teaching in Ultra Community
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• Website
• Email Newsletter
• Embedded in LMS 

Communicating to Faculty



Develop Support & 
Communication Strategy
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What worked

Be available & have an 
expert on Campus
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Creating a framework for future changes
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• Continuous Communication
• Training Resource Maintenance 
• Ultra Fundamentals Course

Next Steps



Evaluate & Reinforce 
the Change



Questions


