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PROJECT COMPLETION REPORT
	Date:	
	December 2020

	Project:  
	Everglades National Park Online Boater Education Project



Project Scope
The Everglades National Park General Management Plan (GMP) includes a mandatory boater education program for the park’s marine waters as a key part of the broad goals and strategies being considered to increase protection and enhancement of the park’s marine resources and related visitor experiences. The online education program was developed to make powerboaters aware of and comply with all applicable laws, policies and regulations associated with the boater education program.

The overall goal of this project was to develop a state-of-the-art, widely accessible, boater education program for Everglades National Park’s marine waters (including Florida Bay, the Wilderness Waterway and Ten-Thousand Islands).

The objectives for the Everglades Boater Education Program were to:
· Increase powerboaters’ understanding of the challenges of navigating the park’s marine waters and the importance of its marine resources.
· Provide knowledge of laws, regulations and policies that affect marine resources and visitor use of these resources.
· Improve likelihood of proper boat operation by park visitors that results in enhanced protection of marine resources.
· Improve the quality of a wide range of visitor experiences sought in the park’s marine environments by providing information on boater etiquette and rules-of-the-water.
· Increase boating safety practices to reduce accidents and behavior that could impact marine life, including threatened and endangered species, and human safety.
· Engage users through an interactive online learning environment.

Specific outcomes for the project included:
	Outcome
	Attained?
	Measured By?

	Powerboat operators will apply course content with respect to marine resource protection, including but not limited to wilderness resources, threatened and endangered species, and boating zoning and access allowances while in EVER
	External
	Measured by NPS observation and citation data.


	Powerboat operators will observe proper safety precautions, and observe all legal and ethical obligations while in the EVER
	External
	Measured by NPS accident records including SAIR and VFR data; as well as safety citations issued


	Multiple audiences, including Spanish-speaking boaters, recreational boaters, commercial operators, and others will take and pass the EVER online boater education program
	Yes
	Measured by course use statistics and demographics





Process Evaluation
The following annual reflections were taken from project reports developed throughout the six-year timeline.
Project Annual Progress
Year 1: 10/31/2015
In January a stakeholder meeting was held in Homestead, Florida. More than 20 stakeholders and subject matter experts addressed core content and learning objectives. A second trip to the park took place in April to familiarize Eppley with the mangroves of the Ten Thousand Islands part of the Park. During those months the learning needs analysis and instructional design plan were developed, and by June there was a finalized instructional design plan document as well as a course outline. Eppley drafted the course document and revised based on comments. NPS requested an extended review timeframe, including having a webinar with all the stakeholders to review the course document. This webinar took place in September and was followed by a period of time during which the stakeholders could access and comment via Google docs. Typically, stakeholder review would take the form of participation in the beta testing of online content; however, EVER was concerned that their stakeholders would have comments necessitating revision beyond what is typical for beta testing. Therefore, the decision was made to allow this external review of the more easily editable course document. 
Additional revisions to the course doc continue. Several existing videos are being included in the course, and additional video content is being filmed by the park for use in the course. Also, NPS is interested in holding certain content development until decisions are made about GMP-specified zones/regulations.
Year 2: 10/31/2016
Web development for the course was extended to allow for additional video content to be added in addition to delays caused by uncertainty as to the fee payment process. As the online course was finalized in April, an external company was contracted to do the Spanish translation of the course. The EVER team felt it was important to include captioning and audio description in both the English and Spanish versions of the course, and that was coordinated by Eppley for the seven videos. Web development was finalized in June for both courses, and they have been added to the Learning Management System.

Meanwhile, the implementation of a permit/fee processing system continues as the team navigates the pay.gov requirements. The Eppley team has developed at app coordinate with pay.gov’s payment system, but questions remain as to the DOI’s ability to work with outside parties. In addition, Eppley IT is working with NPS on providing information necessary for authority to operate. This is complicated by significant concerns on the part of the DOI with respect to PII (personally identifying information).

Year 3: 10/24/2017
The permitting system, including the development of an app and a searchable database of permitees, was completed; however, the system has not been tested or launched due to administrative delays concerning security approval and coinciding Park projects related to permitting and course content. An agreement was developed to reimburse Indiana University for development and maintenance of the permitting system. This will need to be modified as the DOI security concerns have dictated a change in the permit and fee collection process. Currently we are still awaiting permission to move forward.
The original modification was meant to cover hosting and maintenance of the course through the end of the project period. Those funds were utilized for permit app development and ongoing security documentation that exceeded the original project scope. An additional agreement to reimburse the costs associated with the expanded scope was dependent on Indiana University’s collection of permit fees. The security concerns – external to EVER and IU – have prevented that approach, and the current plan is to utilize pay.gov for fee collection. As a result, we have no funding for course hosting and maintenance for the remainder of the agreement term. EVER is actively pursuing a funding solution for the project.
Year 4: 10/25/2018
The twelve-month period since the last report has required a change in the details of project delivery. Requirements for security application as well as a change in the logistics for boater permitting initiated by the National Park have resulted in a much simpler approach to the education-permit interface. Most of the last year has seen project management and maintenance and hosting work as the primary activities. The Eppley Institute's IT department has developed and submitted documentation as requested for the PII documentation. The project was maintained while new funding from the Park was secured. Once funding was made available in August 2018, Eppley resumed project work on permit design and development. We are now proceeding with the database development and minor course edits to reflect the changes to the permitting process (i.e. removing the fees and annual renewal associated with the permit).
Year 5: 8/30/2019
The past year included several unexpected demands including the re-editing of the Spanish version of the course and re-recording two Spanish audio tracks to address wording concerns of the NPS partner. In addition, the courses were redesigned in a new online platform to better reflect the changes in Eppley design standards since the original course development. Initiation of the Boater Education Program by the park experienced continued delays, and as we waited for the official program launch, hosting and maintenance activities, including usage reporting, continued. In addition, in the final week before launching the program, the NPS informed the project team that the terminology had to change resulting in minor edits across the course content, learning management system, online catalog, course assessment, certificate (previously "permit"), and promotional materials. 
The Boater Education Program officially launched August 1, 2019. The original task agreement, managed through the Midwest Regional Office CESU, has expired, and the project has received a one-year no-cost extension in order to monitor course hosting and maintenance activities. Eppley was informed that they would need to find a different fund management mechanism to continue this project after the current extension. An exploration of possible options is underway.
Year 6: August 2020
The Eppley institute worked with the National Park Service staff at the South Florida CESU to obtain a master agreement that can manage NPS projects across a broader geographic area. (The NPS Midwest Regional Office had declined to participate in the master agreement option when it was made available.) A new hosting and maintenance agreement is in place to support the course and ranger check interface through August 2021. 
The NPS project lead retired last October and a new NPS partner has taken his place. The project continues to navigate the application for full authority to operate while working with a provisional authority. Meanwhile, the online courses and boating certificate are provided to the public free of charge on Eppley’s proValens Learning website. 
Project Deliverables Summary 
	Deliverable Name
	Date Delivered/Completed

	Project Plan
	November 2014

	Basecamp Site
	September 2014

	Learning Needs Analysis
	March 2015

	Instructional Design Plan
	May 2015

	Course Document
	November 2015

	Non-electronic version of the course and assessment
	January 2020

	Recommendations regarding fee program
	December 2015

	Public Awareness Strategy Recommendations
	July 2019

	Online course – alpha version
	January 2016

	Online Course – beta version
	February 2016

	Online course – final (in English and Spanish)
	June 2016

	Database of course participants and certificates
	June 2016

	Expiration Notification System 
	Alpha delivered Oct 2016; then eliminated from project in 2018

	Compliance check for information collection and data management consistent with federal/DOI requirements (e.g., PII, SORN)
	Ongoing

	Tech support
	Ongoing

	Usage reports
	Ongoing

	Closeout Report
	December 2020



Observations and Recommendations
Based on observations by the Eppley team, the following recommendations are suggested to the extent that they might inform similar projects in the future.

Recommendation 1: Documenting Project Details
This project went through multiple agreement modifications, changes in leadership, redefinition of key project deliverables, and a complete redevelopment of the final courses in a new platform prior to launching. Each of these changes impacted the decisions being made and the budget for the project, and documentation of these impacts was critical to continuing the project and partnership. Early in the project, delays began to seriously jeopardize the budget. A “project note” was created to document these delays, their origin and the budget impacts. This document also outlined terms and conditions for continued funding of project activities. The project note was created by the Eppley PM but was done so after frank consultation with the NPS partner and Eppley Executive Director. In addition, a project MOU and an operational description of IT work being done for the project each contributed to the detailed understanding of project status at different points in the project. This type of documentation as well as detailed notes nearly bi-weekly through the life of the project made forward progress clear and additional funding justifiable when needed. This underscores the importance of documentation in project management.

Recommendation 2: Right-sizing Project Teams
Engagement from partners can be challenging and is outlined specifically in the project plan before work begins. In this case, the national park team included two the park planner, the chief of interpretation and the account technical representative, each of whom maintained active participation through the course development component of the project. Upon on members’ retirement project leadership transferred smoothly and progress was not affected. The mix of expertise and multiple perspectives allowed for a rich and productive working environment without being hindered by a larger working group. When possible, partner organizations should have at least two team members capable of decision making involved and familiar with the project. 
  
Final Product 
Final products for this project include the development materials (Learning Needs Analysis, Instructional Design Report, and Course Document) as well as marketing materials developed to support the implementation of the course itself. Eppley created a one-page flyer and a PowerPoint presentation for use by the NPS in promoting the boater education course. Ultimately, the two online courses and assessments, the non-electronic courses, assessments, grading key, certificates, and off-line implementation protocol complete the public facing deliverables. Additional products include the searchable database of certificate holders and the app for verification by law enforcement rangers. 
The Everglades online boater education project has been handed off to Eppley’s revision control team for management of the yearly hosting and maintenance agreement.
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Everglades Online Boater Education Project
Project Note:	February 24, 2016
	Project Name:
	National Park Service (NPS) Everglades Online Boater Education Course

	Agreement Type/No.:
	Task Agreement #P14AC01130

	Project Goals:
	This project will develop a state-of-the-art, widely accessible, boater education program for Everglades National Park’s marine waters. Primary products include an e-course, a Spanish-language version of the e-course, and a user database that tracks course completions and coordinates with a payment system for NPS-issued boating permits.

	Project Status:
	The project has experienced some delays in the schedule, due in part to the extra review time needed to accommodate a large number of stakeholders and Subject Matter Experts. The e-course has been developed and tested; and edits to the course are being considered. The development of a completion database is delayed as the NPS works on coordinating with Pay.gov to identify system and process requirements. In addition, the launch of the course is delayed by the above review schedule, the need for extensive edits post-beta testing, and the need for a formalized Park communication strategy to be in place prior to release of the course.

	Project Issue
Reason for Note:
	The project is experiencing increasing delays. Currently there is no specific launch date for the course, and these delays are compounded as the project continues to move forward under the following circumstances:
· The project partner’s IT division requires additional time to coordinate the necessary support for managing the course database, fee processing and permit issuance system
· The project partner requires additional time to for the Park PIO office to finalize a communications plan for the course roll-out
· Several major course edits were requested based on beta tester feedback. Changes beyond the typical scope of course editing will be made to existing course graphics and videos, as well as multiple course pages.
Eppley will continue project management and web development activities as needed to address edits and the next steps in the project plan (translation of finalized course to Spanish, coordination of user database, and comment on communications plan). As the active project management continues past the planned date of deliverables, additional costs will be incurred. The resulting budget deficit will affect the contracted hosting and maintenance obligations through the end of the project agreement (August 2019).

	Project Issue
Proposed Action:
	The project team has maintained open communication on the above issues and is in agreement that additional funds will be needed to support the maintenance and hosting budget activities through 2019. Current project activities are being conducted in excess of the budget allotted for the corollary deliverables and schedule. Both the Everglades National Park and the Eppley Institute will continue to address the issues in a pro-active manner. As the project enters the hosting and maintenance phase for the e-courses and related database, both parties will assess the remaining funds available for Level 1 hosting and maintenance through the remaining agreement period.
In good faith, the following estimates are made as to the monthly budget overrun beginning March 1, 2016. Depending on the activity required of the Eppley Institute administration, project management, and project team, additional costs will accrue at an amount between $750 and $1,250 per month with an additional one-time expenditure of $2,600 for the requested edits. Monthly expenses are calculated based on the amount of activity and staff time required during that period. For instance, if the project reaches a point at which no activity is necessary beyond minimal administrative reporting, the monthly overrun would be closer to $750. In months during which course revisions and communications are required, the costs increase. These additional monthly expenses would conclude when the deliverables and project activity match the original timeline set out in the project plan. This should occur when the English and Spanish language courses are launched and the participant database is operational.
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