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Dr. Udermann is the Director of Online Education and a full professor at UW-L. He has been 
teaching online for 10 years and currently facilitates online workshops through the Sloan 
Consortium. Brian also serves as a mentor to roughly two dozen (UW-L) faculties who are 
actively developing online courses. 
 
The University of Wisconsin–La Crosse (UW-L) is a public institution founded in 1909 and a 
leading comprehensive four-year institution within the University of Wisconsin 
System awarding bachelor's, master's, and one doctoral degree. UW–La Crosse is organized 
into five schools and colleges offering 91 undergraduate programs and 26 graduate programs. 
UW-L currently enrolls 9,600 students. 
 
The University of Wisconsin System is one of the largest systems of public higher education in 
the USA, serving approximately 180,000 students each year and employing more than 39,000 
faculty and staff statewide. The UW System is made up of 13 four-year universities, 13 
freshman-sophomore UW Colleges campuses, and statewide UW Extension.   
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INSTITUTIONAL POLICY 
 
The presentation that I did with a colleague is entitled “Twelve Strategies to Promote Online 
Growth While Ensuring Quality” and it’s really looking at a variety of administrative topics related 
to online education. One of those is creating a structure at your university that is more 
centralized in nature. Therefore, there needs to be one person that oversees online education, a 
Director of Online Education or a Director of e-learning. In that way you can have one person 
who is in-charge, one person who can answer questions, one individual creating one policy and 
procedures’ manual. The result is that you don’t have a variety of schools or colleges within your 
institution creating their own policy and procedures’ manual, their own professional development 
opportunities and figuring out how they can fund faculty and develop online learning courses. 
Therefore, you should establish a centralized structure because it can get pretty confusing 
otherwise as there could otherwise be some inequalities built-into the system. That is one  
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important thing to consider. Another important action is to; create an online policy and 
procedures’ manual. I would say that 60% to 70% of universities don’t have a policy and 
procedures’ manual. Therefore, whether that policy and procedures’ manual has things like; 
processes for evaluating instructors, promotion policies, tenure requirements and enrollments 
limits etc. these are important to establish. Furthermore, that policy and procedures manual 
should be across the university and not only by department, school or college and that helps 
with consistency.  
 
There are a variety of other things as well; faculty buy-in is pretty important when it comes to 
online education and advancement of online at within a institution or college. There are also 
things which you can do to promote online education and pull in faculty in order to get their 
support. For example, faculties who teach for us online do a lot of showcases and presentations 
on campus to other faculty in helping to promote online education. I always say ‘who better to 
promote online education to a full-tenured faculty professor who’s been teaching on your 
campus for 35 years and is resistant to online education’ than for others to hear from a full-
tenured faculty member who’s been teaching on your campus for 35 years and who’s having 
success with online education. They won’t listen to me probably, but they’ll listen to other 
colleagues.  
 
These are pretty practical things; like creating a policy and procedures’ manual or having a 
course review process in place (using Quality Matters or your own rubrics). So they’re pretty 
hands-on practical and applicable things however, it’s not always easy to do them. It can seem 
overwhelming at times depending upon where you are in that process. For example, if you’ve 
been doing this for ten years and you have these things in place, then you can tweak and revise 
them easily. However, if you’re just starting out and you’re looking at this big to-do list or task-list 
to complete, it can be overwhelming. Therefore, it’s nice to have an advisory board in order to 
establish priorities; this is what we’re going to do first and this is what you need to do next. In 
this way you can determine who might do what in regards to the items that you must accomplish 
in order to get this  done at your university (effectively advancing online education). 
 
ADVISORY BOARDS (3:28) 
 
That’s a really good question. One thing that we do on our campus, which is one of the 
strategies that we talked about in our presentation, is that we have an online education advisory 
board. That can be comprised of folks from my unit (online education), instructional design and 
it could also involve administrators from different offices across the campus (student support 
services, the Provost office, individuals from continuing education and extension, individuals 
from various units like records and registration or business services). However, I have seen that 
many schools don’t have an online education committee or an online advisory group. These 
forms of groups are one way to get various folks in different offices and units together, ‘on the 
same team’ and working towards the same goals along with meeting once a week or once a 
month, whatever that might be. 
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ONLINE GROWTH (4:26) 
  
For my institution, going online was incremental and a slow process. Many times within higher 
education change can be challenging and getting faculty buy-in is often important. Therefore, 
creating policies within campuses and universities can be hard and can take a fair amount of 
time. However, we have found that one small success builds on another success and that builds 
on another success. So I think we have seen incremental change from the ground-up at UW-L. 
That change has originated from student interest and faculty interest and not from a Chancellor, 
Provost or Chief Financial Officer saying ‘you need to do this by next week or within six months 
and we need to five online degree programs in place’. Therefore, at least for my institution, this 
is probably the better way to go about it. Those changes have come from the ground-up, from 
faculty if possible and then followed by small incremental changes. I think that really helps with 
the quality piece as well. 
 
SCALING ONLINE (5:34) 
 
With regards to scaling, we almost do the opposite of what many institutions who want to grow 
online quickly do. So for example, an institution that wants to offer ten online courses might pay 
someone (like a tenure full professor) $5,000 or $6,000 or $7,000 to develop a class. Then they 
might take that class and have 6 or 8 or 10 or 12 adjuncts teach the class. We don’t do that at 
my institution. In contrast, we find faculty to develop courses and they hopefully have a good 
experience in doing this and then they develop another online class. However, we didn’t employ 
a model where we develop one class and then take that class and give it to adjuncts. We’ve 
never done that. However, if you want to grow and you want to expand quickly that is one model 
to use (adjunct model). In contrast to that model, 99% of the classes that we offer at my 
institution are offered through our traditional on-campus tenure tracked faculty and instructional 
staff. Furthermore, we recommend not going above 25 students in each class. There’s actually 
a policy statement in UW-L which states that ‘the enrollment numbers in online classes should 
not exceed enrollments in face-to-face classes’.  
 
Honestly, what I do on a day-to-day basis is I just try to provide support and resources to faculty 
in order for them to be successful whenever they want to teach an online course or develop an 
online program. Therefore, we don’t have set goals or a really defined strategic plan; ‘in ten 
years we want 15 online degree programs or in three more years we want to offer an extra 
hundred classes’. There’s been pretty steady and significant online growth on my campus kind 
by doing things the way that we’ve done them (incremental growth).  
 
INSTRUCTIONAL SUPPORT (7:25) 
 
When a new instructor or faculty member first teaches online you hear many things like; ‘I really 
don’t want to because I’ll lose that connection with students or I don’t know how to get started’. 
However, having been in higher education for 20 years and teaching online for 10 years, I have 
found that ‘good instructors are good instructors’. Those good instructors; develop and deliver 
good content, interact with their students, are available to answer questions, let their students 
know that they care about their learning, provide timely and meaningful feedback and they  
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engage their students, whether face-to-face or online. So I think there are more similarities 
between online and traditional teaching than differences, when you seriously consider aspects 
of teaching online vs face-to-face. Sometimes all that is required is sharing this knowledge and 
getting buy-in from faculty and with that it will happen.  
 
We are reviewing our online courses with generic rubric that we created on our own. However, I 
know that some institutions use Quality Matters or other tools on the market. But I always say 
‘try to treat online and face-to-face the same’. However, in the end we (UW-L) are using the 
same teaching and evaluation criteria for online courses and face-to-face courses. Whether you 
teach online or face-to-face you get paid the same, it’s the same amount credited to your 
workload and it counts the same for promotion and for tenure. Therefore, if possible, try to 
encourage folks to treat face-to-face and online equally. 
 

LINKS 
 
UW-La Crosse: http://www.uwlax.edu/Home/Future-Students/  
 
The University of Wisconsin System: https://www.wisconsin.edu/ 
 
Quality Matters: https://www.qualitymatters.org/ 
 
7 Things You Should Know About Educational Design: 
https://net.educause.edu/ir/library/pdf/ELI7087.pdf 
 
Instructional Design: http://www.instructionaldesign.org/ 
 
Open Educational Resources In U.S. Higher Education: 
http://www.onlinelearningsurvey.com/reports/openingthecurriculum2014.pdf 
 
2015 Grade Level: Tracking Online Education in the United States 
http://www.onlinelearningsurvey.com/reports/gradelevel.pdf 
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