Conceptualize your Tutorial Design Project


One of the tutorial designer’s biggest headaches is redesigning the tutorial because the learners don’t like the tutorial, or worse, because they are confused by the information or format.

Planning helps in the conceptualizing, testing, improving and fine-tuning of the tutorial before it is published.

Here are effective planning strategies that you can adopt for most types of tutorial projects.

To illustrate the concept, we will examine a tutorial project, Yearly Thematic Units Planning. We will establish a clear mission, determine the target audience, devise learner profiles, and create design goals. We will also identify publication/ distribution methods and clarify budgets and timelines.

Mission
· Brainstorm a mission statement

· Create a clear focus

· Write and share the mission statement

· Obtain high-level buy-in for the project from all stakeholders
 

Identify the Learner
· Determine your target learner audience

· Identify learner needs

· Use profiles to identify learner needs

Identify Publication Methods (Probably a combination of methods)
· Print Media

· Video/ Video on Demand

· CD/ DVD

· Intranet

· Website

· E-mail and AutoResponders

· RSS (Ticklers and Reminders)


Identify Budgets and Timelines
· Costs

· People Resources

· Quality/ Features/ Benefits

· Timelines

Identify Milestones and Deliverables (Measuring progress is the intent here)
· Milestones are target steps along the way 

· Deliverables are completed components or targeted steps

Create Pilots
· Bring ideas together in a hierarchy

· Develop layouts

· Build a mock-up tutorial


Test and Respond to Feedback
· Pilot the tutorial with volunteer learners

· Make adjustments based upon volunteer reactions

· Convene focus groups and test again

· Respond to focus group feedback and revise the mock-ups

Publish the Tutorial
· Use a variety of distribution channels to publish the tutorial
· Print Media

· Video/ Video on Demand

· CD/ DVD

· Intranet

· Website

· E-mail and AutoResponders

· RSS (Ticklers and Reminders)
Monitor Learner Progress
· Decide how to tell if your tutorial project has been successful
· Create indicators that are measurable

· Focus upon student outcomes and learner improvement measures

· Use hard-to-measure results

· Use indicators of actual benefits to students

· Use signs of habit or skill change in learners

· Look for evidence that learners actually applied and practiced the skills
· Don’t use enrollment data, courses completed, user satisfaction surveys as sole indicators of project success

· Seek learner feedback, and collect and publish the information as “Lessons Learned” and “Best Practices”

Brainstorm a Mission


Every tutorial project needs a basic purpose…a mission… that will drive your efforts, focus your ideas, and hold the attention of your audience. Articulating your training mission is challenge. A brainstorming session can launch this project if you focus upon answering a few questions.

Here is how the mission statement for Yearly Thematic Units Planning is developed. We begin with a few questions: 
Why are we here?


To create a world-class tutorial

What do we want to accomplish with this tutorial?


To be the go-to resource teachers who want to streamline the instructional management and delivery process so that they decrease stress and get their lives back

To package the tutorial with actual teacher-reusable modules and instructional activities so that the time those teachers invest in this tutorial pays them back many times over in useable materials

To build student-outcomes centered attitudes, knowledge and skills in teachers as they develop positive habits of improved and innovative instruction

What do you want your learners to accomplish with this tutorial?


We want teachers and administrators to learn how planning for the year using Thematic Units creates a strategic and streamlined process that leverages teacher time and maximizes positive student learning outcomes.

We want teachers to share their products and ideas with other teachers and we want to develop a database of best practice, tested lesson plans and correlated materials.

The results of the tutorial are priorities for the organization, and fundamental to core practices that will be measured to ensure that students continue to benefit from improved instruction.

What will keep a learner focused on this tutorial?


Teacher-centered, tell-it-like-it-is modules will pay the learning teacher back by providing more time because the teacher will be working smarter and more efficiently by applying these tutorials.

The focus of the tutorial will be on the teacher building components for modules that will be shared among all members of our learning community.

This will be accomplished by providing engaging and in-depth content, seed modules, tips and strategies. The lessons will be distributed in a just-in-time format with each lesson component ranging from five minutes to a maximum of the minutes in length. Active message boards and a searchable database with learner contributions will also 

What will encourage a learner to continue studying and applying?


Regularly updated content with use-it-now tips, active message boards, interviews and case studies, flow charts, graphs and designer graphics will enhance our tutorial.

E-mail and RSS feeds will create reminders and motivation to continue with the tutorial.

Forums and an active community message board will create a sense of involvement and a source of personal help.

But, the learners will continue with our program because they see benefits and because they believe that their needs are being met.

Steps:
1. Write all of the questions and answers on a white board in your workspace

2. Connect ideas ("foster a productive learning community") with specific actions ("create a community message board")

3. When answers involve designing another module, working with a new technology, or adding any content to the tutorial; place that action into one of three categories:

· Must have

· Would like

· Can sacrifice

4. Later, use these priorities to compromise as limited resources and time constraints force compromises

Mission Statement:

Yearly Thematic Units Planning will be the go-to tutorial resource for teachers who want to streamline the instructional management and delivery process so that they decrease stress and get their lives back.
Yearly Thematic Units Planning will offer a tutorial package bundled with actual teacher-reusable modules and activities so that the time those teachers invest in this tutorial pays them back many times over in useable materials. Yearly Thematic Units Planning promotes student-outcomes, student-centered attitudes, and promotes knowledge and skills in teachers as they develop positive habits of improved and innovative instruction.

This mission statement provides focus and a list of priorities that can be designed and tested as the tutorial is developed.

Identify the Learner

You want an exciting tutorial script that will attract a broad audience, right? Not necessarily. A too-general focus can alienate rather than attract learners. Narrowing your target audience creates a sense of confidence and trust with your audience, improving their overall experience.

Practice what you Preach

If you are going to advocate student-centered, project-based, hands-on learning, be sure that the tutorial is based upon the same principles. If higher-order thinking and training to the strengths of multiple-creative intelligences are a focus, be sure that these components form the underpinnings that you build your tutorial upon. 
Survey Your Audience

You could assume that all teachers want to use technology because it is so important in the future lives of their students. However, you may find that many teachers feel stressed, overworked, and under supported. Many teachers do not have time to devote to nice-to-know learning when they have to live through their day-to-day challenges.

You decide that these stressed and overworked teachers are your core audience, and that a tutorial focusing on eager to adopt technology pioneers will miss the mark. Therefore, you structure your tutorial to meet the needs of your core audience. This choice affects the overall content of the tutorial, and colors the look and feel of the tutorial’s lessons. 

After brainstorming, you decide to concentrate on overstressed teachers with limited technology skills, but to include teachers with proficient skills to act as resources (online coaches, forum moderators) for the “newbies.”

Visiting several teachers of each category gives a feel for the audience, their range of interests, skills, and motivations. With this information in hand, we are ready to invent learner profiles.
Create Profiles

Profiles are composites of the potential learners that might comprise your target audience.

One approach is to create three profiles that span the ages, skill, and interests of your target audience. Give each profile a personal name, a picture and a place on the design board. Under each picture, jot down a brief biography, including his or her primary interests in the tutorial, and his or her number one complaint about educational planning.

 Add details to the profiles tailor the profile to the tutorial’s focus. Then, filter the tutorial design through the profile of these learners for a realistic approach to prioritized content and useful information. This process is similar to how an author creates characters for a novel or short story. Using this method helps keep the lessons learner-centered and personal.

Identify Publication Methods

Many tutorial projects are driven by the technology, but this project is driven by teacher needs. Many tutorial projects lead with technology, but this project leads with strategy and creative thinking. Choosing the most flexible, adaptable and convenient methods for helping teachers drive the choice of publication methods; not by choosing the slickest technology and flashiest production techniques.

· Print Media

· Useful for static and reference information

· Consider using XML content markup and style sheets so that materials do not have to be reformatted when presented for print, Web page, or other media

· Consider strategic printing, where learner decides only what to print, and prints the materials themselves

· Video

· Useful for conveying complex interaction

· Bandwidth issues require CD, DVD or a high-speed Intranet

· Streaming video requires specialized storage and distribution servers

· Electronic distribution rights for already owned content cannot be assumed, (i.e., just because you own the video tape, don’t assume that you can legally convert and stream the content)

· For computer training, consider using desktop capture such as Camtasia Studio™

· O

· CD/ DVD

· Distribution, burning, printing present cost and logistic issues

· Duplication on demand strategies

· Useful when there is a large amount of information and learners have low bandwidth (dial-up) connections to the tutorial

· Presents the capacity to deliver print, audio and video in the package

· Creating separate formats for multiple distribution methods is better when automated with a product such as Macromedia™ Director

· Intranet

· The ideal, flexible system offering sufficient bandwidth for all distribution methods

· The cost of servers, network switches, routers, wiring and maintenance are expensive

· The cost for a development environment (servers and test systems) and a production environment (equipment that is delivering actual content) creates double equipment cost and double labor

· Web site

· The ideal, flexible system offering distribution for optimized content

· Pictures are reduced in file size

· Animation such as Macromedia™ Flash/ Shockwave replaces some video

· Video is converted to streaming content

· Audio can be converted to formats used by Real™ Audio, Windows Media Player™

· The cost of servers can be replaced by hosting fees (content is placed on someone else’s server)

· The cost for a development environment (test systems, conversion facilities) still exists

· Users must have associated plugins installed on their systems if specialized content is converted to proprietary formats

· Design must account for a variety (brands and versions) of  Web Browsers

· E-mail and AutoResponders

· Courses can be delivered in successive increments as E-mail attachments

· AutoResponders allow learners to enroll and receive materials without manual intervention
· If learners are not your employees or staff, be sure to use a “Double Opt In” enrollment to avoid being mistaken for “Spam”

· RSS

· Basically delivering news feeds

· Can be used to deliver reminders, updated directions

· Learners must have the RSS Reader installed on their system

Identify Budgets and Timelines

· Quality/ Features/ Benefits

· Stakeholders always want the most features and benefits at the highest quality

· Timelines

· Stakeholders want the tutorial completed as soon as possible

· Tutorial programs that are to have a significant impact on improving instruction will take time before benefits are realized

· Costs

· Stakeholders almost never want to pay for what it will take to complete the project with the level of quality, features, benefits that will be delivered as quickly as they want

· Resources

· People

· Talented and dedicated staff are in limited supply and are seldom adequately compensated for their efforts

· Talented staff will have their most creative ideas overruled by stakeholders who are more concerned about budget, timelines, or politics

Identify Milestones and Deliverables

· The relationship between milestones and deliverables is:

· Milestones relate to project status

· Deliverables are component products (products, completed components, endpoint for a specific phase, etc.) Delivering a component of the tutorial can be a milestone
Identify Risks

Every complicated project, every solution to complex needs and requirements, every labor intensive enterprise, every costly endeavor; embodies risk.

Know what the risks for your project are and write them down. Also, write what you will do as to watch for each risk factor, and write what you will do if you notice that the possible negative situation is barreling down toward you.

Use the following model:

Keeping Tutorial Projects on Track

	Control Element
	What is likely to go wrong?
	How will I know if things are going wrong?
	What will I do to correct the “things-going-wrong” pattern before this gets out of hand?

	Benefits/ Features
	
	
	

	Quality
	
	
	

	Cost
	
	
	

	Timeliness
	
	
	


Create Pilots

Pilots begin as the goals and objectives that were developed for the Mission Statement are turned into concrete action plans.

The tutorial is planned with a storyboard, which scripts a logical order for all parts of the tutorial.

The tutorial grows from the mission statement. Must-have sections are identified. A logical pattern that transitions from section to section becomes the storyboard.

Once a plan is worked out, begin sketching visual mock-ups. From the sketches, you can build a basic prototype of your tutorial with space holders for content, navigation, and graphics. Keep these basic questions in mind as you organize your hierarchy and design your storyboards:  (Some folks call storyboards by the name of “Wireframe.”)

· How do I communicate each idea? 

· How do I know what to present next?

· How do I know when I have presented enough (or too much)?

· How do I assess learner progress? 

Sample graphics and content can be plugged into storyboard as the tutorial is planned. Make printouts of every version so that you can compare side-by-side and consider mixing and matching frames.

Refer to the learner profiles throughout the storyboard phase.

	Storyboard

	


Frame 1
	


Frame 2

	


Frame 3
	


Frame 4


Focus Group Interviews
Gather a focus group, and show them the tutorial prototypes. Conduct interviews, and ask questions covering everything from your prospective color scheme to navigation and content focus. Provide sample content and ask for reactions to the tone, content, and length. Create tasks for the focus group to complete that mirror real-world behavior of real learners.
Pay close attention to repeated complaints and questions.
Note where, when, and how often you hear comments such as "Why did you present the information this way?"
Ask your focus group members to suggest possible solutions. Gather all of this information, and then return to your prototypes and designs.
It's now time to revise.
Test and Respond to Feedback

If time permits, perform another evaluation of the design and prototype before building the final tutorial.
	 Development Flowchart

	


Revised Hierarchy
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Revised Storyboard


Specifications


Most tutorial projects create a specification document that details, in writing, how the tutorial will function, often down to the very last click. A specification is a comprehensive description of the tutorial. This document usually requires the input (and sign-off) from leaders and decision makers before it is implemented.
Everyone can benefit from writing a specification, especially if an outside vendor will build part or the entire tutorial. The specification is the way to insure that everyone is on the same page, and that the tutorial will function as planned.

A specification should include the organization of the tutorial’s content, and it should describe all of the technology used. It is a detailed blueprint, and anyone who reads it should have a perfect understanding of the planned tutorial project.
You can view a sample of the first page of a tutorial specification here.
Tutorial Specification

 Table of Contents
· Executive Summary

· Overview

· Identified needs

· Expected learner improvement

· Map of tutorial approach

· Specific performance objectives in measurable terms

· Description of audience

· Important considerations

· Tutorial approaches

· Models

· Design considerations

· Content Outline

· Learning Tools

· Description of Deliverables

· Trainer’s Guide

· Train-the-Trainer Materials

· Delivery infrastructure upgrades

· Resources required to complete the project and associated costs
· Staff

· Vendors

· Software

· Servers and Hardware

· Tools

· Focus Groups

· Meeting / Conference Rooms

· Development Schedule

· Delivery

· Evaluation
Publish the Tutorial

· Use a variety of media and methods to publish the tutorial
· Intranet

· Internet

· CD/ DVD
· AutoResponders

· E-mail

Monitor Learner Progress

The logistics of monitoring learner progress becomes impossible as the number of learners increases.

A system of learner self-assessment and learner self-report are the only feasible options unless a Web-enabled database is developed to collect this information.

Reward the Learner

Be sure to provide as many rewards and compensations to successful learners as possible. At a minimum, a link to an online certificate that the learner can print for themselves is required.

Glossary of Terms:

Buy-in


Approval and support from stakeholders and administrators at the highest level of authority, but also from managers and participants

Double Opt-In

Double Opt-in is a method of confirming (twice) that a learner really wants to receive an E-mail course. First, the learner enrolls on a Internet site by filling out a form. Second, an E-mail message is sent to the learner. This E-mail contains a link that requires that the learner confirm that they (do, still) want to receive the E-mail course

Focus Groups


People (that volunteer or are paid) to test the tutorial lessons and discuss their reactions with the developers

Newbies


Beginners

Reproducible Modules


Reproducible Modules are strategically designed components that assist in streamlining of planning and learning. These modules can be used over and over, with each use requiring a more challenging set of skills from students
Spam
Spam is unsolicited, unwanted, unordered E-mail. Spam is the electronic equivalent of junk mail.

Stakeholders


A stakeholder is everyone that has a “stake” in the success of the project. Everyone who stands to benefit from the project
Storyboard


The descriptions and summaries of tutorial content flow and design. These are basically guides and targets for the development of scripts, content and graphics of the tutorial
Wireframe (or Storyboard)


Wireframes or storyboards are the diagrams that describe tutorial content flow (a prototype or a mock-up). These are basically space holders for content and graphics
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