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Introduction

This is an unusual situation where an online course about online mentoring is a complex suite of online mentoring events in itself. This is a significant attribute that facilitators of this online course need to take advantage of, while nurturing the participants in their course. 

There are many stories underneath the design of this course that if understood, will assist facilitators of this course to nurture the course conversation, mentor the participants and engender higher-level outcomes.  In many teaching situations, the developers of a program are in a prime position to take account of the unsaid and the understated in the program design. They know what to say, what atmosphere to create, what outcomes can be achieved at particular points of the program and how the program design itself builds on outcomes to reach the higher-level course objectives. If the program writers share their thoughts, program facilitators can add their own knowledge to create a stronger program than originally intended. This set of materials is thus intended to help program facilitators add to the strengths of the program design and to do so from an informed perspective.

Any online program requires facilitators to do things behind the scenes. There are activities to set up, technologies to manipulate, people to talk to so they understand their roles, and housekeeping to complete. The manager of this program also needs to support the mentoring process, demonstrate good practice and help participants learn. The task is complex and this set of materials is designed to support you.

It is also important to have a clear timetable of tasks to complete, so these notes contain a very practical timetable and checklist of management jobs that can help you manage the program in an efficient and timely manner. Much of this material is about identifying these key tasks while also explaining their purpose and value. It is written in conversational style organised into modules. Where tasks need to be done before a module begins (such as a the organisation of mentors for Module 3), notes about this have been included at the beginning of the materials.

Some core ideas

The following core ideas shaped the development of this course both its content and its suggested implementation strategy.

· The process of managing this course is a large online mentoring task, so every episode needs to be an example of online mentoring in definition, structure and process. 

· There is variety in this program design. Normally in any online program, consistency of design is important to support the learning process. However, you would expect that these participants, who probably have some experience and knowledge of online event culture, should be able to cope with imposed variety. The variety is important because the learners in this program need both to experience the variety of event styles and module designs, and also to observe how the program facilitators support and complement different strategies.

· The program facilitators must lead by example here. These learners will learn from their experiences and from you as a role model as you implement this program, handle difficult and successful situations and how you develop the sense of community.

· It is likely that the participants in this program will teach online at some point in their careers. Therefore, they will need to be encouraged to practise their skills, beliefs and knowledge of online mentoring during the course, because they will be modelling how they expect to host online events and programs.

· Perhaps these people will also teach students in the school sector online in the near future. Many schools are investigating alternative models of education where multi-campus program and remote students are included in a school community. Thus helping a cohort of teachers become expert in online teaching strategies and online program design is an important milestone in the future of education. The content and tone of the course take this into account.

· More than this, connecting students to online experts and online mentors is a significant learning technology strategy and one which fits the intent of Key Learning Area syllabuses, New Basics, VET programs and other educational syllabuses. This program can also support those who want to develop skills at supporting connections between their students and the experts students learn about.

· Learning through substantive conversation is a long-time trusted methodology, particularly for adults and particularly where deep learning is an outcome of a program. The key idea of this design is that the participants will learn while talking with mentors, program facilitators and each other. Learning by "reading" content is NOT the key methodology of this program design.

· Thus, participation is a vital goal for program mangers to strive towards. Those who actively participate in this program will learn the most. Thus program managers need to entice people both to "join in" and to continue the conversations. The program design relies on mutual participation and support amongst the cohorts of learners, so helping people take responsibility for supporting others during their learning process will ensure that opportunity for everyone to learn is maximised.

· Developing a learning community and nurturing learning in the community is the value adding the program facilitators can contribute to the program design. Selecting and using the online community tools for online events creates the fabric for conversation in the community. 

· The project each participant will undertake is a key thread for activities throughout the program. The process of designing, managing and implementing a project is woven into the whole course even though it is also a major focus of Module 4. People might be encouraged to work on it throughout the course.

· The project will be important to participants because it is the vehicle through which they demonstrate that they have achieved the outcomes of the program to a high standard and are eligible for certification.

Some key organisational points

Timing

This program is designed to take eight weeks. As the program progresses, you will know if people have been working on their project and if they will complete Module 4 in two or three weeks. It is important to have a definite closure to the course, even if some people need a little longer to design their online event or activity and report on it. 

In the material, a weekly schedule that straddles a weekend is suggested. Many educators in online courses do their learning over a weekend. Thus running a "week" from a Wednesday to a Wednesday may be useful.  Generally weeks blur together in this asynchronous mode and so it may or may not be necessary to "announce" new weeks in your housekeeping.  

To keep your cohort on track, a weekly housekeeping to remind them of what they needed to have done and the new tasks is useful. 

The email list

This program design suggests that an email list be used to complement other structures available in Blackboard.  Use the email list to do housekeeping, stir the pot, conduct some events and keep the conversation going. Though as you interpret this course design, use whatever strategies you need to keep the program going. Email is often the best way to do this as then people can't put you off as easily as they can if they have to go to a web page to read your housekeeping. The "note under their nose" works more effectively. 

The "Building your project" sections

In the key project of the course, participants will design their own online event or program. Some may even implement their plan. This project is a way for your participants to demonstrate that they have achieved the outcomes of the course and so it is quite a significant structure of this course design. Busy people undertaking additional professional development will want to undertake activities that directly lead to reward and help them achieve their goals efficiently. 

The course content about developing and implementing a plan is in Module 4. However, in each preceding module there is, a section called "Building your project". This is designed to help your participants work on their project through all the modules and perhaps use Module 4 as a way of pulling the project plan into place and adding detail. In your email and other communications you might remind participants of this, plus suggest ways they can capitalise on the activities of the modules to draw ideas for their project.

The "Building your project" sections help participants develop notes to use the Six Good Men model described in detail in the reading by Margaret Lloyd. The activities ask participants to develop "notes" around the six questions of the model What, Why, When, How, Where and Who? So if participants develop responses to these questions as the module progresses, they should have a much smaller task to use the model to document their design.

The "Your reflection" sections

These sections enable participants to reflect deeply on their learning. The questions or propositions are designed to take participants out of their comfort zone and consider alternative perspectives while thinking through the implications of their new ideas.

They are not meant to be discussion points for online events. You should not expect participants to answer them privately or publicly. However, if someone does raise the question or issue and a response, it would certainly complement other discussions in the program of activities.

The "Consider" sections

The "Consider" sections in the module content are also questions to help mentor participants to think of alternative perspectives and new ideas.  For participants, they are an example of how to "mentor" through instructional design. It is interesting that many instructional design techniques from the print media are valuable in online materials and online programs too. 

The readings

The number of readings has been kept to a minimum and each has been carefully selected to extend the module content. There is usually some leading text to introduce the reading. This is designed to orient readers' thinking towards the key content of the module. It is not intended that participants answer these questions or respond to key ideas, but they might initiate a conversation. If so, then you will need to respond and see if there is interest in continuing discussion and debate. As always, nurture that conversation to the highest possible cognitive level.

The online event section

Although placed at the front of a module for reader convenience, the online event is intended to be introduced by the event facilitators during or at the end of the module. Be aware that online events take time, so introducing the event early is handy and starting it useful, to keep learners on task and to help them extract significant meaning and understanding from the ensuing discussion.

The events are all different, to provide participants with a range of experiences.  You will therefore need to do some housekeeping each time, so participants know what to do and how the events might be run. Some background to their design and purpose may be a useful addition to your housekeeping messages when introducing an event.  The events also use different tools. This variety of experience will help participants choose an appropriate tool for their project and more ably contribute to the debates in Module 2 about matching tools to conversation types and purposes. 

The most time-consuming task for you will be hosting these events and using them as fabric to weave between the content in modules and participants’ private activities as you mentor them individually and collectively.

Note particularly that the online event in Module 3 requires that you organise your cohort into small groups and assign a mentor to each group. You will need to begin this organisation very early so that everyone is ready on time.

Checklist: before the program begins
1. Edit the content of the introductory module

· Edit the content of the housekeeping modules carefully to add in your personality and adaptations to the program design. 

2. Edit the Blackboard information 
· Carefully edit the housekeeping and announcements information and staff information, and check that the program of activities and enrolment processes are going to be implemented as stated.

3. Set up an email list

· Ensure that there is one email list available for the whole group. 

· Make sure that people enrolling in the program have their names added to this list.

· Check the conditions of the list to ensure that it is set as "Reply to sender" and that other conditions of the list suit the online learning culture you wish to develop. For example, an archive of email discussions may be useful to keep in a course about mentoring.

4. Set up a discussion board

· Set up threads that clearly label where participants, contributions should go e.g. Introductions, Online mentoring resources from Module 1. You will need to ensure that you have admin access to the discussion board system to establish threads, manage users and edit entries.  Remember when designing your threads, that this same discussion board is used during Modules 2 and 3. You may also choose to enable participants to post their project designs into the discussion board. 

5. Guests

· You should ensure that your first online guest for Module 2 is organised in sufficient time and that you and they are clear about the tasks and responsibilities. 

· You need several guests to invoke the "issues" approach in Module 3. You will also have to organise these people in sufficient time. The notes for those modules contain more detail.

During the Prelude

Notes

The Prelude does not have a time allocation but it is a few days where you and the participants establish contact and check that all the logistical issues are resolved.

Tasks

On the advertised start date for the program, check the Blackboard area to see who has introduced themselves on the discussion board and who has established a student homepage.  Find out who has enrolled in the program and ensure that all their email addresses have been added into the email list for the course. 

Then perhaps send a "Welcome to the course" email and add a copy of this to the "Notices" area. Indicate that the course has started in multiple ways.  It may also be useful to develop a short online activity that encourages participants to email back to the list. 

You might ask them about their interest in the course, or what they hope to learn. This will create a participatory atmosphere and ensure that the group do not see the email list as only for your housekeeping and email. 

Do however send one housekeeping email to remind them what they should have done and what you expect them to do in the first few days. You might explain the Prelude section as a few ideas to help direct thinking and to open up new perspectives. You might draw attention to the dual role of all modules - both to model approaches and instructional design they might want to use and as content of this course. 

During Module 1

Notes

This module establishing that online mentoring is similar to mentoring in face-to-face classrooms and that the process is complex but rewarding. The module content also sets the boundaries for the subject matter selected for this program. It particularly acknowledges that small curriculum events or professional development events, whole courses and ongoing online communities are significant examples of online mentoring. 

The online event

This event is a simple "rap" around a discussion point using an email list. Since this is the most common model for interactive conversation in communities of teachers, it is important to model how to nurture conversation and mentor participants in a large group. Since this will be the first event after introductions and housekeeping, it will set the tone for the type and volume of interaction in future events. The first event is always the most crucial and the one where facilitators have to project themselves most.  

Strategies to ensure a level of high-quality conversation include:

· being very upbeat and encouraging (sorry this is obvious, I know) in asking folks to participate. Use the active voice and attractive subject lines;

· modelling the answers to questions, sometimes by behaving as a participant;

· responding to each participant privately or publicly, encouraging them to join in again or take their ideas further;

· when people respond or better still if a group of people respond, encouraging them to think at a higher level. For example; "Given that these great practical ideas have been contributed, what might be a deeper response to the issue that is preventive rather than a band-aid";

· if you know people in the course, emailing them privately to ask them to contribute and perhaps give them response starters or a key idea to develop;

· sometimes "planting" a person in the "crowd" to encourage them to ask challenging questions, make unusual and new responses and so on;

· every so often summarising the key ideas and analysing them a little before issuing a further deeper challenge;

· encouraging people to see things from alternative perspectives, perhaps by using "what if" scenarios or role plays. For example, "If you were a teacher with reluctant readers, what might you do online to solve this problem?".

Although the online event is described in the module materials, you should interpret it for your group and add your own flavour to the discussion. Use leading questions, divide the discussion into parts, ask them what they know, what new questions they need to consider and how to reinvent their ideas about potential solutions.

Be sure the event has an opening and closure, and keep to the timeline as best you can, remembering that there are four modules to complete in 8 weeks.

The "searching" activity

Participants have been invited twice in this module to "search" the web for additional new ideas about online mentoring and share them. The material suggests that the participants look for additional resources to gather alternative perspectives to that presented in the module content, by using key words to represent the main ideas from the module. It may be useful to remind them during Module 1 that they can do this, and you might suggest alternative phrases or even suggest your favourite search engines or online databases that you know will provide good success for these searches. 

Remind people to share their "best" finds on the discussion board and if necessary, undertake some housekeeping about contributing to the discussions area and editing their contributions. 

It is often useful to summarise in an email what has been added to the discussion area, thus attracting your participants to read content on the board and add more ideas.

You might set up multiple threads to capture the content that folks contribute.

During Module 2

Notes

Module 2 contains the most content and so the participants will need at least two or three weeks to immerse in the content, undertake activities, and complete readings. It is a very busy program of activities and you may need to overlap the online events with the discussion board activities. These notes provide ideas for hosting these activities, in the order the events are announced in the materials. Your housekeeping will be important in these two weeks to keep people on track.

The module contains ideas for online events, describes places where they can be hosted and discusses a few strategies to encourage interaction in such events. As a facilitator, you might want to add content to the web site that captures your knowledge about online events. Alternatively you could share this by email or discussion board. 

You will notice that content about teleconferences has been included here. Teleconferences are not a strictly "online" activity. However, teleconferences are commonly used in open learning programs to complement online professional development programs.  Although this program of activities did not use teleconferences as a strategy to introduce the program or build a sense of community, the original online mentoring program from QSITE in its Reinventing Practice series certainly used teleconferences extensively. It may be valuable to discuss your views on teleconferences as a mentoring strategy.

Although the module content is organised as three parts-tools, strategies and mediums- the ideas are not so easily organised. For example, teleconferences are both a strategy and a tool and could arguably also be called a medium. It is expected that the tone and nature of the "conversation" in the content will not confuse the readers into thinking that a topic needs to fit neatly into one of the three categories only.  Just watch this, and if confusion arises, send an email to help people understand the fluid nature of the ideas.

There are two major online events in this module. Hosting one each week will keep the momentum of the course going though this period and help participants separate out the different content and two models for online events.

Online guest event 

You need to design and manage an online guest event as one of the major interactive events for this module. You might select a guest who has extensive experience in online facilitation, who will share first-hand accounts of their strategies and who will mentor participants. You need to design the core idea for the event and the kind of conversation you will facilitate. This will determine which tools you use to conduct the conversation. You are once again modelling both the design process and the implementation process. You may choose what you believe will suit the participants from what you now know of their reactions, activity and skills, though the materials suggest that you are going to include a chat session in the online guest schedule.

You will need to:

· decide on a topic or specific angle to any of the content in this module. Examples: strategies to engage reluctant contributors, the email list verses bulletin board debate, how to handle chat sessions, a brainstorm for ideas for using virtual environments and instant messaging systems;

· decide on a guest who has experience in the topic and who has a high level of facilitation and mentoring skills;

· negotiate with your guest the type of conversation that you believe will suit your participants. Examples: conducting an interview, staging a stirring debate or argument, a presentation followed by questions, an informal Q and A session with the audience;

· collect specific information and perhaps add this to the web site under a section about your guest event. The guest may supply a reading, some background material and a couple of related web sites;

· announce the guest event including housekeeping: when it begins and ends, how you get involved, the mediums, and where additional and background information is available;

· constantly communicate with your guest in the background so they are aware of what you expect of them. Help them encourage participation from the audience or do this for them. Have a clear understanding of your role and the guest's role;

· if you use a chat, host a practice session for the guest and for the participants;

· if possible, record the event or the outcomes of the event for use as a resource by participants;

· give closure to the event though an announcement where you might remind people of where the content generated by the event has been recorded.

Main threaded discussion activity

You need to check that you have added the threads for this event. It is recommended that you set up threads as you need them, rather than all at once, so that you can focus directions and gather information in the correct places. 

In this activity participants are asked to share ideas of digital or online events that they have experienced or know about. You should remind your participants of this activity and where to find the thread. You might also "start the ball rolling" by submitting ones already suggested in the materials and then encouraging your participants to add additional ideas to the bulletin board. 

Minor threaded discussion activity

In this module, participants are asked to conduct some searches for web-based ideas on facilitating online events. Depending on your naming of the threads in the Module 1 activities, you may or may not need to develop an additional thread for the new ideas.  As usual, you can remind participants of this activity and how to share their finds in email-based bulletins.

Online event: the 101 game

This strategy is great for collecting ideas from the group and invoking reaction in a shy group. It works very well when you are working with newbies and at the beginning of online courses. It is a little late here but it may bring out lurkers.

For facilitators, the 101 game involves cajoling your group until they give you 101 ideas across three categories of ideas. You can then ask the group to vote on the best three ideas in each category. You or an online guest can comment on the group’s selections and perhaps mentor them to think of better ideas.

In this version of the game, you are seeking to collate 101 ideas for generating interaction in three categories of online events:

· long-term online communities

· online course 

· short-term events

It is not significant how many ideas emerge for each type of event, so long as you obtain 101 ideas in total.

You will need to:

· ask specific questions to generate ideas for all categories, perhaps concentrating on one category a day;

· give a status report back to the group  on how the tally is going. You might begin to collate the responses on a bulletin board, web page or Blackboard page;

· continue cajoling until you get close enough to your target.

When you have enough, ask your audience to vote on the top three in each category. Ask for private email for the voting (fits the secret ballot metaphor-almost) and then collate the votes to "announce" the top three ideas in each category.

You might then comment on the quality of the ideas and mentor your group towards new ideas or more precise adaptations of their ideas. 

You can choose which mediums are working best for your group to conduct this activity. These online games were originally designed for email communities and so they may work effectively in the email list medium.  You should be able to "read" your group by now to make a good judgement.

Conversation types activity

This activity requires people to interactively "test" their ability to match conversation types to tools to activities. It is not a conversational activity but one participants will do on their own as they interact with the materials. A JavaScript helps people check their answers. However, you might want to add to the few options currently available.  The answers in the 101 game may have generated some new ideas you can add to the activity. As usual, you might want to draw attention to this activity when you think your participants should have completed enough reading and other activities. Keep them working towards their goals, their project and your timeline with regular emails and other reminders.

During Module 3

Notes

The content for this module comes from the online events being hosted. There is not a great deal of additional printed material for participants to use. The unit is an "issues" approach to thinking about the problems, opportunities and controversies in online education. In a face-to-face class, issues would be debated and after looking at a rage of perspectives, you would nurture class members to draw informed opinions and conclusions.  In this module, the challenge for course facilitators is to invoke the same or similar processes.

The materials suggest you divide your cohort into groups and then assign a mentor to each group to investigate one issue per group. The conclusions from the group could then be shared online on a discussion board. 

You need to decide on a group selection process. You might want to allocate people to issues or invoke a self-selection process.

Each participant will immerse deeply in one issue and experience an intense personal mentoring process. They will only see the ideas emerging from discussions for their issue. This is okay. The outcomes of the program do not require participants to deeply investigate each issue but rather to experience an intense issue analysis process and to observe how intense mentoring might occur in online environments. Repeating this for each issue is not necessary and would be too time consuming. 

You will need to spend a great deal of time ensuring that each mentor is clearly aware of their role and feels supported during these events. You will need to select mentors and work with them before Module 3 is due to begin.

Groups and issues

There are six issues suggested in the materials. Depending on the size of the cohort and where their interest lies, you may need to work with only a few of these issues or substitute one for another.

You need a process to divide your cohort into groups. It does not matter what it is, though it is handy to ensure that all groups have some "active" participants. 

The mentors

You might allocate yourself to one group, so you are clearly aware of the process and can use your personal experience to support other mentors.  This also saves you finding that extra person. 

The issues pedagogy

In an 'issues' approach, it is important that learners are encouraged to develop a position on the issue and defend their position from an informed perspective. The 'Social Investigations' approach may be useful as a model. In this approach, learners are encouraged to:

· document an initial reaction to the issue;

· state a range of positions on the issue;

· share what they know or have experienced of the issue or subject matter in the issue;

· find out more or listen to alternative ideas;

· debate the merits of the arguments;

· develop a final position and defend it logically.

Expectations of mentors

The mentors are expected to mentor the participants, not only conduct a discussion on the issue. 

They need to have a plan to lead the participants through the issues process:  introduce the issue, remind participants of course content which relates to their take on the issue, gather ideas from participants, and develop a conversation about the issue which leads participants to new and mature conclusions which they can defend. 

They need to record the common defences and conclusions or encourage participants to share them on the discussion board. 

They should encourage their group to browse the conclusions of people discussing the other issues.

During Module 4

Notes

In this module, participants have a chance to draw together all their experiences and develop a design for their own project. This project is the evidence participants need to demonstrate that they have achieved the outcomes of the course to a high standard. You need to ensure that you collect this evidence of their planning and negotiate for processes to award certification, where it is deserved.

Some participants may plan a whole course and others may plan a single small event like an online guest or a chat session. Some may implement their event and edit their designs. It is not necessary for the event to be implemented to demonstrate achievement of outcomes.

The Six Good Men model was chosen to help participants plan their model only because it was simple and because it had been clearly documented in the QSITE Reinventing Practice series. There are alternative models and if you use others, you could draw attention to them in email. 

The course itself was selected as a model to analyse, simply because the participants would have it freshest in their minds and would have deliberately or intrinsically have analysed it to some extent. It is an example of a large complex course and because it contains a range of different examples, it was suitable for some analysis. 

There is no online event associated with this module and apart from your housekeeping and reporting back on designs from participants, not a lot of interaction. This is to provide participants with time to design and document their project.

Main task

Your task here is to ensure that participants understand the relationship between the project and certification and to collect the plans for events. You might encourage people to share them publicly so that good practice is shared. 

Timing

The course needs to end officially and so it may be important to "announce" the closure of the program and your public involvement. You might however extend the deadline for submission of project designs if you think it would help people complete their certification requirements.
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