Producing Online Heritage Projects

© 2002 Canadian Heritage Information Network

I* Canadian  Palrimaoine
Henlags  canadean



Contents

List of Figures
Foreword
Acknowledgements

Introduction
Role of the Project Manager
About this Handbook

1 Project Planning
1.1 Defining the Project
1.2 Crafting the Concept
1.3 Determining the Budget
1.4 Establishing a Schedule
1.5 Project Plan and Requirements
1.6 Building the Team

2 Project Development
2.1 Production Process
2.2 Story Line and Materials
2.3 Multimedia Content Treatment
2.4 Technical Possibilities
2.5 Evaluating Your Product in Development

3 Getting Ready to Launch
3.1 Promotion
3.2 Search Engine Registration
4 Product Maintenance
4.1 Resources
4.2 Maintenance Guidelines
4.3 Other Applications for Digitized Material
4 4 Statistics Analysis
4.5 Conclusion
Appendix—Project Manager’s Tools and Templates
Glossary
Bibliography
Additional Resources

Endnotes

28

56

64

70
81
87
90

94



List of Figures

Producing Online Heritage Projects
Project Planning

Sample Budget for an International Virtual Exhibition
Sample Budget for an Interactive Game
Sample Project Schedule

Project Development

Sample Navigational Plan

Butterflies North and South

Panoramas

10 Hockey: A Nation’s Passion

11 Top Level Domains

12 Bandwidth

13 Meta Tags

14 Getting Ready to Launch

15 Product Maintenance

16 Statistics Definitions for Online Products

OCoONOOOThAhWN -

14
14
16
29
31
32
33
34
37
43
51
57
65
68



Foreword

The publication of Producing Online Heritage Projects is a fitting way to celebrate the 30" anniversary of
the Canadian Heritage Information Network (CHIN) because this handbook is an important milestone for
CHIN and its more than 700 member museums, galleries and heritage institutions. It is our way of sharing
with heritage professionals the valuable experience we have acquired over the past seven years in
producing online heritage products and virtual exhibits with our numerous museum partners.

It all began with Christmas Traditions in France and in Canada (1995). This popular virtual exhibit,
developed with museums in Canada and France in partnership with CHIN as executive producer,
continues to attract large numbers of visitors every holiday season. In the Countries of the Francophonie
(1997) was another Web production to which many partners from the international heritage community
contributed. It was followed by the award-winning Haida Spirits of the Sea, which was launched
simultaneously on the Web and at the Canada Pavilion at Expo 98 in Lisbon.

These early achievements lead to dozens of virtual exhibits produced collaboratively with Canadian and
international heritage institutions. Accessible through the Virtual Museum of Canada (VMC) gateway at
www.virtualmuseum.ca, the extraordinary multimedia content produced by Canadian museums attracts
new online audiences from around the world. With more than 3 million visits from 140 countries in its first
year of existence, the VMC is now established as one of the world’s premier heritage gateways and is
helping to enhance the profile of Canadian museums and their collections.

The VMC Investment Program was established in 2001 to help heritage institutions across Canada
produce content for the Web. As new productions are featured and information added to sections such as
VMC Exhibits, Fun and Games, Find a Museum and Teachers' Centre, the VMC’s worldwide public
audience is increasing steadily.

We hope that this handbook will prove useful to the many heritage professionals across the country who
are busy developing exciting online content, and help them reap the enormous benefits available from
Web-based education and promotion.

CHIN's new focus on skills development for the creation, management and presentation of digital content
is targeted at building the heritage community’s capacity. CHIN also remains active in getting smaller
museums directly involved in the production process and encouraging all heritage institutions to work
together while staying abreast of the latest technology developments and their implications for heritage
and the Web.

It is our belief that Producing Online Heritage Projects will encourage heritage institutions to seize another major
opportunity to advance the vision first articulated 30 years ago. If you are just beginning to think about using the
online medium, this handbook is sure to provide you with useful guidance and helpful information. Even if you are
a veteran of Internet production, specific sections of the handbook will surprise you with new approaches and
useful bits of advice from knowledgeable colleagues. And please tell us about your own experiences as you work
with the handbook. Your input and feedback will help us add new material in future editions, for the benefit of all
heritage professionals.

As we continue our journey together, CHIN would like to pay tribute to its members, and to the spectacular results
of their work, which we will continue to promote through initiatives such as the Virtual Museum of Canada.

Danielle Boily, Manager

Public Programs

Canadian Heritage Information Network (CHIN)
Virtual Museum of Canada (VMC)
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Figure 1: Producing Online Heritage Projects

As shown in this diagram, Producing Online Heritage Projects provides an overview of how to plan, develop, launch and maintain
online content.



Introduction

Role of the Project Manager

Project management is as important to the successful development and maintenance of an online
heritage product as it is to the many other projects and activities undertaken by museums and galleries.

Your role in managing all aspects of a project, be it a virtual exhibition or the restoration of an historic
structure, is critical to its success. You need to strike a balance among several project activities and
components, including:
o defining the project
determining a budget and organizing other resources that will be required
establishing a schedule of measurable tasks and milestones
building a team
leading the team through every phase of the project’s development to the successful launch
keeping the project on budget and on schedule
testing at reasonable intervals for quality and performance
planning the product’s launch and maintenance

These activities require communication, problem solving and people skills, as well as foresight to
anticipate difficulties and changes. They are basic or general tasks that you, the project manager, can
repeat many times throughout the project as it evolves and as new issues and situations arise. You do
not simply complete each task and then move on to the next, but rather continually revisit decisions and
plans and fine-tune them throughout the course of the project.

This handbook is intended to assist you as you perform the critical management function, and guide you
through the phases of producing your online heritage project.

About this Handbook

Producing Online Heritage Projects provides you with an overview of how to plan, develop, launch and
maintain online content. Written by a team of heritage professionals, the handbook is the result of
collective expertise, merging various voices from the Canadian heritage and museum community.
Whether you want to promote your Web product online, provide educational and fun programs for your
stakeholders, sell museum shop items, or display a dynamic virtual exhibition based on your collections,
this handbook can provide you with a strong foundation for your venture.

Many of the activities involved in producing online heritage content do not unfold in a linear or
chronological fashion. Tasks instead, often overlap, and are worked on simultaneously and with a
different level of emphasis, throughout the phases of the project’s development. The handbook is,
however, organized into the following sections and topics for ease of reading and understanding:

Section 1—Project Planning

This section guides you, the project manager, as you think through, define and plan each component of
the project that lies ahead. From crafting the concept and establishing a schedule and budget, to building
a team, this handbook can help you crystallize issues, and marshal the resources and strategies to
address them.

Section 2—Project Development

This section of the handbook covers the actual production phase. So roll up your sleeves! By now, you
and your team will be deeply involved in creating story lines, and selecting and assembling materials.
Meeting the project goals and your audience’s needs also requires not only that you recognize the
opportunities and limitations of online communication and understand multimedia, but also the technical



possibilities—the technology options and choices available to enhance your online product. Finally, you
need to know how to gather information and evaluate your project throughout the development process.

Section 3—Ready to Launch
Here you will find useful ideas and further information to help you ensure that your online heritage
resource receives all the audience attention it deserves.

Section 4—Product Maintenance
Congratulations! Your online heritage product is live on the Internet! The handbook concludes with an
overview of tasks and issues to consider when updating and caring for your online product.

Appendix—Project Manager’s Tools and Templates
Checklists, questionnaires and a template to help you plan and manage.

Glossary
Definitions of technical terms used in the handbook.

Additional Resources
If you want to pursue a handbook topic in greater depth, this list will get you started as you search for
more information.

This manual is also available as an Internet publication at www.chin.gc.ca.
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Figure 2: Project Planning
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1. Project Planning

1.1

Defining the Project

There are many issues to consider before beginning a project to develop online heritage content. Taking
the time needed to establish and follow a plan, and then evaluating and modifying it as required

throughout the development process, is definitely worth the trouble. The more focused your online
product is in meeting the needs of your target audience(s), the more attractive it becomes to visitors and
surfers. Consider your museum’s mandate and set standards to guide the development of your online

project. Think about the time and resources required to successfully launch and maintain the product, and

where it fits within your institution’s mandate.

A business plan approach is essential to assess issues such as:

budget requirements

target audience(s) and market(s)

benefits and drawbacks

scope

timeline

shelf-life: how long your online content will be current and useable
maintenance requirements

functions: education, e-commerce, promotion

Questions to Ask Before Starting

Before you start, you should ask yourself these questions:

Why do you want to create online content?

What results do you hope to achieve?

How will you measure success?

Do you want to educate, inform or call to action?

Do you want to sell products online?

Is an online product the best option for your project?
Do you understand the capabilities of new technology?

Needs

Your museum’s requirements and objectives should be spelled out at the start of the project to help
shape the project goals and identify the target audience(s). Consider the needs you are attempting to
meet and the goals you hope to achieve. Will the online content you create help the museum fulfil its
mandate? Will the project help it meet the needs of its audience(s)? Will the project serve the various
communities of interest and deepen public understanding of a specific topic?

Consult your colleagues and prepare a list of needs the online project can meet. Alert your museum
board to the project and ask board members for input. If your institution is affiliated with the municipal,
provincial or federal government, ascertain their needs and how your online project can address them.

Project Goals

The goals you set for your project will need to be kept in mind throughout the development process. They

will shape many of your decisions and affect the overall direction of the project.



Example of a main project goal:
e The goal is to enhance the visibility of our institution and increase public understanding of our
heritage by informing the community about the importance of the preservation and stewardship of
our pioneer past.

Examples of measurable project goals:
e Have 20% of the town’s grade five teachers use the virtual exhibition as a resource tool in the first
year.
e Provide guidelines for community users to identify “found” artefacts.
e Inform the community and attract 5% more visitors to our facility's annual Heritage Days event.
e Train staff to enable them to develop online content within 6 months.

The Audience

To plan online cultural content that meets audience needs effectively, you must first identify and
understand the target audience you plan to serve. Is your audience defined by:
e region?
age?
community of interest?
language?
education?
learning styles?

Your target audience may have a combination of characteristics. It is important to remember that
choosing one audience does not imply excluding another. For example, a product developed for children
may also appeal to their parents. Once you have identified your target audience(s), it is time to learn more
about them.

Because there is so much information, it is best to have an idea of what in particular you are looking for,
such as the number of people between the ages of 13 and 17 living in Saskatchewan. You can visit a
number of commercial and public sector research sites to access information about your target
audience(s). Many sites sell comprehensive research reports, but these are expensive; however, they
may also make some executive summaries and other information available free of charge. For example,
Statistics Canada's Web site' has lots of information about Canadians, and much of it is free.

Questions to ask when researching a target audience:
e How does your audience use the Internet?
e Does your audience access the Internet at home, at work, at school, at an Internet café?
e How large is the group?
¢ Is the audience local, national or international in nature?

The profile of your target audience(s) will have an impact on many of your decisions about design, writing
style and content.

What is Already Available?

Properly targeting your audience(s) entails researching what is already available to them online and via
other means and venues. Using online search engines, check key words and phrases that match the
ideas and concepts you have developed for your project. Allow enough time for these searches. Don’t
stop at the first or second page of the search results. You don’t have to look at every site that is listed, but
you should read their descriptions and visit them if they appear to be similar to the one you are planning.
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This will not only give you information about what resources are already available, but also allow you to
see for yourself what works well online.

Familiarizing yourself with what is already online is a valuable exercise that helps you determine what
best suits your project requirements. You may be able to learn about a particular design layout or a new
technology. You may even find an especially relevant site or two that would be suitable as a prototype to
use in developing your own project.

Your colleagues at other heritage institutions are another valuable source of information. The more
opportunities you have to consult them and to learn from their experience, the better.

Content

The holdings of our heritage institutions include vast and invaluable primary and secondary sources of
information. As you work through your project, refer to these sources of information, both for content and
for interpretation of your online project’s concept and theme. You can then choose which of the primary
and secondary materials you are going to let visitors access online.

Many of your content decisions are based on the needs of your audience in light of your project goals. For
example, if your audience is heritage professionals at other institutions and your goal is to share
information, your online content may consist of raw data, such as catalogue data. An example of this
approach is the Artefacts Canada® section of the Canadian Heritage Information Network (CHIN) Web
site. But if your goal is to interest broader audiences in your collections, your content specialists should
choose more secondary information to interpret the content being shown, and illustrate the story being
told on the Web. The Virtual Museum of Canada (VMC) Web site provides several examples of
interpreted material in virtual exhibitions.

Even at this early stage in the planning process, as the project manager, you should have a general
sense of the number and types of objects intended to be shown on the Web, and how this content will be
selected and interpreted.

1.2 Crafting the Concept

The first, and certainly most significant, step in planning online content creation is to envision the concept.
Concept creation takes place in two distinct phases. First comes the idea for a thematic concept, meaning
the overall approach you plan to take with your material.

Hold a brainstorming session with staff members and present your preliminary idea to the museum board.
These people understand your museum’s needs and will give you honest advice and feedback. Talk to
other heritage professionals about your idea and be sure to consider possible partnerships. Give
everyone a chance to voice concerns you may not be aware of, especially any that may be directly
related to the production process.

A thematic concept is a coherent storyboard or conceptual framework fashioned from several smaller
ideas. Its purpose is to interpret your content in a way that is as compelling as possible to your target
audience(s), and to help meet your project goals by making the most of the online medium and available
budgets. With this thematic concept in mind, you and colleagues involved at the concept development
stage can start working through themes and sub-themes, and begin planning the development process.
Having done your initial research, you may also want to consult other colleagues, stakeholders and
members of your audience target groups as you continue to refine your concept.

The concept and the online content development needed to bring it to life will have a significant impact on
the selection of team members, the research and the budget. Once you establish a project team, its
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members will continue to work on crystallizing the concept and developing sub-themes based on further
research and content selection.

Once you have a fully articulated thematic concept, it is time for the second phase of concept
development. The Web designer translates your storyboard into the online medium, and gives it full visual
(and perhaps auditory) expression in the form of a Web concept design. The best virtual exhibition
concepts feature powerful designs that are rooted in strong thematic conception.

For example, when CHIN develops a virtual exhibition, it has an audience in mind, an identified need and
an outline of the preliminary goals. CHIN begins by creating the concept and envisioning its expression in
a virtual exhibition. Museum partners are asked to contribute to the development process, and to get
involved in further work on the overall thematic concept, sub-themes and content, as well as concept
design.

Visit the VMC Web site® to review the array of concepts that have been developed into virtual exhibitions.
Other Web portals or searches may also give you additional ideas for developing content that is
effectively presented to take advantage of the digital medium.

Be sure to coordinate your concept with your institution’s mandate, with the goals you have articulated,
and the needs of the target audience you have identified and researched. This will strengthen the concept
and sub-themes, and enhance the end result.

EXPERT ADVICE
Don’t be shy when brainstorming your concept. Sometimes an idea that seems too
costly or even a little crazy helps shape the final approach!

Questions to ask when crafting a thematic concept:

e Does the concept work within the museum’s mandate?
Does it fill an identified niche or address a need?
Is it achievable with available budgets and resources?
Can you secure copyright clearance for the content?
Can its success be measured?

Questions to ask when evaluating a concept design:
e Does the concept design fully express the intent of the thematic concept?
Is it consistent with the aesthetic sensibilities of your target audience(s)?
Does it meet audience needs?
Does it optimize the possibilities of the online medium?
Does the target audience have the latest technology to access the product?
Will it result in a product that your museum can launch and maintain online with the available
resources?

During conceptual planning, you can identify issues such as funds required or the skill set needed in-
house to complete your project. This in turn allows you to fill any gaps in your project plan such as
applying for additional funding, sending staff on a Web development course, or seeking assistance to
secure copyright clearance for certain materials.

Will Your Concept and Content Appeal to Your Audience?

You now have a fully articulated thematic concept, expressed in a concept design. But before you spend
a lot of time and money developing your project, it is recommended that you test your concept on your
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target audience. There are a number of low-cost ways to do this that do not require a lot of time. Early
testing can pay big dividends by allowing you to gather valuable information so that you can make well-
informed project decisions and a more successful product.

Testing your concept does not mean you have to slow down or stop the rest of your plans. While testing
your concept, you can continue going over the instructions in this handbook.

Holding an informal evaluation session with a few museum volunteers and members can provide useful
feedback. If your museum runs educational tours and activities for school groups and your target
audience includes such groups, consider approaching the school board to ask whether some time could
be spent with some of these groups following their museum visits to explore the museum's plans for a
new virtual exhibition or interactive game.

Give them a clear idea of your project and ask specific questions to guide responses. Answer all the
participants’ questions. If your project is aimed at a new audience or is about a new issue or theme for
your current audience, you may want to consider using innovative methods to evaluate the concept.

If you create a storyboard or interactive plan, a navigational plan and a project description, you can gather
information from people online and in person. When gathering responses, you may find that very few
people are interested in an interactive feature that would have taken a lot of work to produce; or that the
questions they ask about content lead you to use a different approach in the writing, the navigation
structure or the selection of materials.

Section 2.2, Story Line and Materials, provides more information on creating a storyboard or interactive
plan. See section 2.5, Evaluating Your Product in Development, for more details on focus group testing
and surveys.

See Appendix A for a sample questionnaire, titted Sample Planning Research Focus Group Evaluation
Questionnaire, and Appendix B, which contains the document, Sample Planning Research Focus Group
Evaluation Recorded Responses, recording the results a project manager obtained by meeting a group of
elementary school children. These research results were part of the planning process, and were used to
note the children’s interest in this topic and other sites available on the Internet.

1.3 Determining the Budget

Sharpen your pencil. You are going to estimate how much your project will cost. Before you begin this
process, you should contact colleagues in the field for advice on estimating a budget. You can also
contact multimedia companies to obtain estimates of current Web development costs.

Appendix D contains a Project Budget Template listing most of the budget categories you might want to
consider. You can use it to itemize daily or weekly costs, or simply to include a total in each category. Any
items on the template that are not relevant to your project can be left blank. The template is meant to be a
guide only, to keep you from being unpleasantly surprised in mid-project. Figures 3 and 4 show the
relative costs of the components of two online projects undertaken with CHIN as executive producer.

13



Figure 3: Sample Budget for an International Virtual Exhibition

Associated Costs Description of Expenditures *Percentage
of costs

Copyright Fees Costs for image, sound and video rights 3%
Museum No. 1 Content development and curatorial fees 12.6 %
Executive Producer &
Head of Content
Development
Museum No. 2 Content development and curatorial fees 12.6 %
Partner
Museum No. 3 Content development and curatorial fees 12.6 %
Partner
Project Manager Salary 20 %
Multimedia Consulting & | Costs for multimedia and graphic development of 20 %
Work the main site
Educational Activity Costs for multimedia development of 9 10 %
Development educational activities
Marketing Consultant, traditional promotion and media event 5%
Translation Based on hourly or per-word costs 42 %

Sample Budget for an International Virtual Exhibition, developed in 2001, with CHIN as executive producer. The project took eight

months and involved the part-time efforts of all parties. The exhibition includes approximately 150 images, 30,000 words of English
and French text, and 9 educational activities. *The percentage of costs also includes the values for some items contributed on an in-

kind basis.

Figure 4: Sample Budget for an Interactive Game

Interactive Game

Description of Expenditures

*Percentage of

Involving 3 Partners: costs

Associated Costs

Heritage Site No. 1 Content development and curatorial fees 10 %

Executive Producer

Heritage Site No. 2 Content development and curatorial fees 10 %

Partner

Heritage Site No. 3 Content development and curatorial fees 10 %

Partner

Project Management & | Salary 20 %

Content Development

Coordination

Graphic Designer Photography, illustrations and animation 6 %

Multimedia Company Costs for development and programming 30 %

Work

Marketing Promotion and search engine registration 2%

Equipment Web site management software 1%

Translation Based on hourly or per-word costs 8 %

Launch Event Costs of media release and event 3%

This Sample Budget for an Interactive Game was developed in 2001 for a six-month project, involving the part-time efforts of all
parties. The size of this game includes approximately 120 pages, 60 images, and 34,000 words of English and French text. *The

percentage of costs also includes the values for some items contributed on an in-kind basis.
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Obtaining Support for Online Heritage Projects

For information on possible sources of funding for online heritage projects, please visit the funding section
of the CHIN Web site. The resource document Funding Sources for Digitization describes a number of
funding opportunities available specifically for digitization projects. Some of these resources also provide
funding for staff, copyright management in the digital environment for Canadian copyright holders, and
equipment and training for digitization projects.4

If you are considering applying to the VMC Investment Program, consult the VMC Program Guidelines®

for information about the Program objectives, operating principles and content policy, along with a list of
criteria for investment and eligible and non-eligible costs. Once you have completed crafting the concept
and determining the budget, your next step should be your application to the Investment Program.

Cost-Saving Opportunities

Don’t be discouraged if the budget you have to work with is small. One of the advantages of Web-based
content is that it can evolve and be added to over time. You can divide your project into phases and begin
by getting some online visibility for your product, and then add to it as money becomes available. This
takes careful planning so that each production phase looks complete and builds on the greater whole.

Another option is to consider the possibility of corporate sponsorship, through which private companies
and businesses in your area are given exposure on your Web site in return for their financial support. You
can negotiate the level of promotion, which can be based on the amount they would like to contribute.

If students or volunteers wish to be involved with your project, you may be able to factor in their time with
little budget impact. Remember that if you include volunteers or students on the team, it is up to you to
provide them with direction and support to ensure that the project objectives are met. It is also important
for you to let them know how important their contribution is to the overall success of the project.

Many provinces and territories have co-op work programs as part of high school, college and university
programs. Co-op students who are interested in becoming part of an organization for a specified period of
time during their studies can contribute enthusiasm and a wide range of skills.

If after all of your work on the budget, you add up the numbers and find that the total exceeds what is
available, you still have some options.

Cost-cutting questions:
e Can you make some cuts, perhaps by removing a feature or scaling back in some area?
e Can you source more funds?
¢ |s there an opportunity to barter and trade? Can you secure a service in exchange for a one-year
admittance pass? Get a discount in exchange for a link and logo featured within your product?
e Can you break your project into phases, over two fiscal years?

1.4 Establishing a Schedule

You may want to celebrate an event or anniversary with the launch of your online heritage product, or set
a deadline based on your current long-term schedule. Either way, once you establish a launch date, you
can work backward from the date and identify everything that needs to be done to meet the product
launch date. If your launch doesn’t have to be tied to a specific event, then you can, of course, work
forward through the various production steps to set a launch date.
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Develop a detailed list of activities, with the time required for each. Once this has been done, priorities
can be set for the activities, which can often be conducted concurrently rather than sequentially. Establish
milestones to mark the completion of all tasks and activities related to specific phases of the project, or
types of work required. Include project resources as a critical part of this list.

It is crucial that you establish a detailed project schedule listing every step, activity and milestone, and
their deadlines. Schedule contingency time, or a “buffer zone” to allow for contingencies or for tasks
taking longer than anticipated. Unforeseen circumstances arise during the course of even the best-
planned and managed projects. Also consider the learning curve. Is your team experienced in this kind of
work? Or will an initial task take longer as some team members hone their skills?

Identify key points throughout the development process for contacting project stakeholders, such as
partners and sponsors, to request feedback and approval. These can be identified as milestones in your
project schedule.

It is important for you and your team to obtain the approval of stakeholders from the very beginning, to
ensure that your approach, content and technology choices meet project objectives. Use this initial
planning period to identify any significant changes made to the original project plan and inform everyone
about these. During later development phases, request detailed feedback on elements of design, usability
and content. Responding appropriately to the feedback you receive will be much easier if you allocate
generous time periods for stakeholder reviews, for making the resulting modifications or changes, and for
receiving approvals.

Allow time for testing throughout the project, not just at the end. It is better to decide early that something
is not working, so that you can make other arrangements to accommodate or change it, if necessary.

Figure 5: Sample Project Schedule

Aug |Sep |Oct |[Nov [Dec |Jan |Feb |Mar
Activities and Milestones 2001 (2001 | 2001 | 2001 (2001 {2002 |2002 |2002

Aug-Mar
Weekly to biweekly conference calls

Aug 2
Introductory call among project partners and
preliminary brainstorming

Aug 16

Brainstorming session to determine content and broad
themes

Conduct audience testing

Aug 30
Call to finalize themes & determine work path
Multimedia company selection

Sep-Nov
Research and preparation of content

Sep-Nov
Development of template & storyboard by producer
Conduct audience testing

Sep 20
Submission of sample text from each partner

Oct 25
Submission of all images, audio, and video clips

Nov 8
Submission of image text to producer

Nov 15
Submission of introductions to producer

16



Nov 29 Submission of text for Credits section and
Resources section

Dec 20
English Beta version of product due
Conduct audience testing

Jan 10
Feedback on English Beta version due

Jan 10-Jan 15
Corrections to English Beta version

Jan 24

Final approval of English Beta version due
Jan 31

French Beta version due

Feb 14

Feedback on French Beta version due
Feb 14-28

Corrections to French Beta version

Mar 7

Final version of French product

Mar 7-14

Final review and testing of entire online product
Mar 21

Conference call
Final approval of online product

Mar 27
Virtual exhibition ready for launch

Project Milestones—Are We on Target?

Throughout the project schedule, you need to identify milestones that can be measured. Identify specific
tasks to be completed, reviewed, and reported on by target dates. Depending on the size of the project
and the length of the schedule, there should be several measurable milestones.

Keep track of who is responsible for each step or milestone. It is important to keep your project on track
and on time. Figure 5 shows a Sample Project Schedule. Appendix E, Sample Project Plan Checklist, is a
tool to help you develop your own project schedule.

Testing and Focus Groups

It is important to test and evaluate your product after every milestone, whether by getting feedback from
stakeholders, testing product functionality or consulting a focus group. Catching errors as each stage of
work is completed is far more efficient than reviewing and testing all elements together as they near
completion. Testing and focus group evaluation should be planned ahead and incorporated into your
schedule.

Focus groups

A group of potential users that is identified to review, test and discuss your developing Web product is
referred to as a focus group. These users should represent your product’s target audience. Where do you
find people willing to become part of a focus group? That depends on who the target audience is.

Suggestions of places to reach your target audience:
¢ |ocal schools, colleges, universities, night schools, art schools
e local library
e gallery or museum Web site or member newsletter
e community events/volunteers section of the local newspaper or Web site
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e professional association or society
e churches, synagogues, temples and mosques

If the product is targeted at a young audience, try:
e organizations and institutions that have youth groups
e children of friends, colleagues and museum or gallery members or volunteers
e scouts, guides and other youth groups

The number of participants can vary depending on the size of the facility for the focus group meeting.
Groups should not be too large. If you have more then ten people, dividing the group into separate
sessions, will keep discussion useful and focused.

Unless your group is very small (two or three people), you will need an overhead projector connected to a
computer that has the prototype running on it. The prototype can be copied to a CD, or to the hard drive
of the computer. If possible, tape record the session. This can be useful in capturing all of the comments
for reference afterwards. Ask the focus group subjects for permission before recording the session. If you
wish to use their comments as testimonials for the product launch, inform the group of your intentions and
ask their permission for this as well.

Prepare a list of specific questions for the focus group participants. Some of the questions can gather
information about your target market and others can be specific to the product. Questionnaires with
multiple-choice answers and comments are easy to use. Compiling results is easier using weighted
choices, and comments can support and illustrate the analysis following compilation.

EXPERT ADVICE
Collecting comments from users when testing gives you testimonials, which can be
used in marketing your product when it is ready to launch.

Important steps for successful focus groups:

e Explain what you are doing and why you are developing the Web presentation.

¢ Remain objective. Leave your own preconceived notions and biases at the door. Consider having
someone else lead the discussion.

o Keep to your list of questions, or to the discussion guide that has been prepared, but be flexible.

e Let the participants do most of the talking. Encourage them to express their feelings and
thoughts.

e Give everyone an opportunity for input.

o Record the session and/or ask the participants to write down their comments on the provided
answer sheet.

e Have relevant observers present but not actively participating.

e If possible, do not involve team members with the focus group, as members may be too close to
the project. Instead try to hire an independent person for the project who will work with the focus
group and report to you.

Most people who agree to become part of a focus group understand they are volunteering their time. An
incentive, however, is an effective way of ensuring you do not end up with no-shows. If a small
honorarium payment is not possible, perhaps a poster, a book or free admittance pass would be suitable.
Another reason for a gift is to show participants that you value their time and input.

Following your testing, review all of the comments made. Play back the session recording, and add to the
notes taken during the session. Consider all suggestions for changes and improvements. Then quantify
them. How long will that take to change? What will it cost? How much value will it add? Then proceed to
plan the modifications that make the most sense within your budget and schedule.
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Getting the Team On-Side

Ensuring that team members understand their roles and responsibilities makes it easier for you to
manage the project budget, schedule and resources.

After identifying the individual strengths, experience and preferences of team members, assign specific
activities and add them to your task list. Hold a team meeting to discuss the list and assignments, as well
as individual meetings with each team member to review responsibilities in detail and address any
questions they may have.

Once you have completed the project schedule with the input of team members, stakeholders and
possibly some expert advice, it should be shared with all team members. This is an important buy-in
phase. If the people who will be carrying out the tasks do not feel that the schedule is realistic and
achievable, then you’d better go back to the drawing board.

Individual team members must recognize that if they miss a deadline in their work it could affect the work
of another team member. Make sure the team understands these kinds of limitations (of time, budget or a
specified deadline), and that they are prepared to follow the schedule.

As the project manager, confer with each team member on a regular basis to be sure that his or her
assignment is on track. Hold regular group meetings to inform everyone about progress and to resolve
issues, in accordance with the team operating rules that have been established.

1.5 Project Plan and Requirements

Your Project Plan or Proposal Document

Writing up your project plan will likely prove to be a beneficial exercise that helps you chart all activities
required to successfully complete your online heritage project.

What to specify in a project planning document:

concept

objectives/goals

language(s)

audience(s)

computer system technical requirements (platform, memory, hardware/software)
technical components of the Web product

functions and features (e.g., animation)

content organization

branding (logo) and marketing aspects

milestones or deliverables

any other special circumstances, unique features or considerations affecting your project

As the basis for a proposal, your Project Plan document can be included in a funding application, as part
of the early planning process. Later, as you and your team progress through the design, development
and launch of the Web product, your plan can serve as a useful checklist, guiding you each step along
the way. It can be updated as necessary, and in the future will provide a record of the procedures and
methods you employed—a template for future projects.
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Project Requirements Document

Along with the development of the concept, budget and project plan, an important step is to create a
document defining the project requirements to ensure that the team’s expectations are met throughout
the development phase. Decisions you reach at this stage eventually determine how you will convey the
concept to your audience(s) and whether all your project goals will be met. The project requirements
document defines the production process. It should include everything you expect to find in your final
product from navigation to databases to interactive elements. Important development steps to consider
while developing requirements can be found in section 2.1, Production Process.

1.6 Building the Team

Think about forming a team of specialists who can expertly choose content, write interpretive text, and
design, develop, program and launch the resulting online heritage product.

Roles and Responsibilities

The virtual environment is constantly evolving, as should your approach to building a project team. If
people with expertise in communications and marketing can be included in the early stages, they will help
you fine-tune your approach to the content, the composition of the core content and the makeup of the
technical team.

Your communications and marketing advisers should stay involved throughout the project, to help ensure
that the developing concept is communicated as effectively as possible to your audience(s). Your team
would also benefit from the input of an experienced educator, who could add a critical perspective to the
interpretation of online content. Finally, an editor who is experienced in Web communications, but is not
part of the core development team, would be another source of valuable feedback. Involving an out-
sourced editor from the earliest stages in the project helps to maintain consistency as content is written.

To help fill these roles, personnel from your institution or freelancers should come on board from the
beginning of the project, and stay involved throughout development. As your online heritage project
evolves and requires the expertise of additional people, your team needs to be flexible to allow their
participation.

Your core team needs to fill three main roles: project management, content development and Web
development. In a small museum, one or two people could assume all three roles. However, for major
projects involving large heritage organizations and multiple partners, individual departments or a
contracted firm are likely to be more appropriate. After the team is established, consider who will act as
producer for the project. Often, the heritage professional acts as the producer and the museum as the
lead agency. The heritage professional can handle all of the project management; or a multimedia team
manager, freelancer or student can be hired to assist the producer as the project manager. This
relationship between the producer and project manager will differ, depending on the situation. An out-
sourced multimedia company can also co-produce.

Project management

Your role as project manager is critical, since you lead the team, liaise with other levels within your
museum (board, staff and volunteers) as well as other levels of government (funding and consultation),
keep track of tasks, budget, schedule and promotion efforts, and supervise outside contractors. The
project’s success depends on your understanding of Web development processes and computers, your
organizational and people skills, as well as your ability to visualize the Web product, build team spirit,
organize activities and solve problems.
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Content development

Your content specialists strive to select specific content that catches people’s attention, communicates
the concept to your audience(s) and meets the goals articulated for your online product. You need to
identify content specialists who know the collections and programs and are experts in the particular field
of research.

The content specialists may also have interpretive writing skills. Even so, you may find it beneficial for the
content specialists to work with writers who are well-versed in the needs of your target audience(s).
Specialized interpretive writers can bring the artefacts and information to life in a way that is not only
understandable, but also compelling to your audience(s) in particular.

In some museums, the curator could act as the project manager as well as the content specialist and the
interpretive writer. In others, different professionals might fill each role, or public relations and collections
staff could work together. Where different people perform the various functions, they need to work closely
together to fine-tune the concept, select images, prepare text and reach consensus on key content
decisions. Later in the development process, the content specialists review the design, storyboard and
architecture to ensure that these elements support and enhance the content and deliver the audience
messages as intended.

Your online product must be designed and developed so that it runs smoothly on the Internet and is
appealing to people who visit for information and entertainment. The Web developer, or Web
development team, must have a solid grasp of design principles and how to apply them in the Web
environment, as well as strong programming skills. Web development can be accomplished by two or
more people, including one who designs the Web pages and layout, and another who develops or
programs the product for the online environment. The Web development team can also help you register
with search engines and acquire a domain name for your product.

You may decide that in-house personnel can fill the Web development role, or to contract an outside
multimedia firm to design and develop your Web product. If you contract someone outside your museum,
they become part of the team, attend meetings and can be involved in some decisions. We recommend
that a legal agreement be developed to stipulate the roles and responsibilities of the parties. The
document, Protecting Your Interests: A Legal Guide to Negotiating Web Site Development and Virtual
Exhibition Agreements,6 available from CHIN, will assist you in preparing a contract for a multimedia
company.

Basic Web Development Skills

Although various specialized skills are needed for online heritage project development, the project
manager does not need to possess all these skills because a team of people who do can be assembled.
Professionals with the requisite skills may be found in-house, through project partners, or by hiring
outside expertise.

Interpretive writing skills

Good communication, interpretive and writing skills are essential. Writing for the Web is not the same as
writing a novel or an article. On the Web, writing should be clear, concise and positive. It should use an
active voice and simple sentence structures. Navigation and instructions should be written in the present
tense and imperative mood. If jargon, specialized terms or acronyms are necessary, check that they are
accurate and define them where confusion might otherwise arise. Make every word meaningful and every
sentence intriguing. The language used should be appropriate for your target audience.

Graphic design skills

An understanding of design concepts and principles as well as the ability to apply them are important
when bringing the project to life through graphics and page layout. Your product needs to be aesthetically
appealing, as well as informative. In addition to design principles and layout requirements for the Web,
the graphic designer must be experienced in the use of graphic tools and applications, such as /llustrator
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and Photoshop. Although there is a learning curve associated with these software packages, they are
powerful and can enable a good designer to create amazing graphics and illustrations.

Programming skills

A basic knowledge of Hypertext Markup Language (HTML) is the minimum requirement for developing an
online heritage product. Although several applications/software packages are available that facilitate the
creation of Web products, a basic understanding of HTML ensures that the product is being programmed
correctly. If you wish to further your programming skills, consider learning other markup languages such
as DHTML, XML and programming languages such as Java and JavaScript. Familiarity with object-
oriented languages such as ActionScript (to create Flash applications) and Lingo (Director language to
create ShockWave applications) can be a great asset when creating interactive multimedia content. The
same programming skills used for initial development will also be needed to update information and
content (images and texts) after your heritage product is launched on the Internet.

Computer skills

It is essential that the Web development team possess basic computer skills. Minimum requirements
include a basic understanding of computer technology and platforms/operating systems (IBM-compatible
and Macintosh personal computers), bandwidth, servers and Internet Protocol, as these affect the design,
development, and maintenance of an online product. It is important to understand different kinds of drives
(hard drive, disk drive, network drive), how to store information (files and folders), naming conventions for
files (image and text files), file management (where the content is), and how to move between software
products. The team should be aware of basic troubleshooting, including how to recover a lost or deleted
file, what each basic error message means, and the contact number for technical help.

Organizational skills

Successful project management hinges upon good organizational skills. These are applied throughout the
production process as you design, develop, promote and launch your online product. Organizational skills
also include foresight—the ability to anticipate issues and possible solutions. For example, it is important
to produce your heritage project with maintenance issues in mind; content should be organized to allow
for regular changes that are readily accessible to the programmer for updates.

Other members of your team should also have strong organizational skills that can be applied in areas
such as mapping content (images, texts and directional buttons) in a way that enhances the ability of
users to navigate and find what they are looking for quickly and easily.

People skills

Because you and the team are working together on an intense innovative project over a limited period of
time, people skills are crucial. Skilfully balancing opinions, viewpoints and issues is an art. Such skills
become doubly important if your team includes partners from other museums or galleries, or contract
graphic artists, technical writers and a multimedia company. Part of the art of managing people and
guiding them to the successful completion of an online heritage project is balancing leadership, mentoring
and communication. Positive feedback, proactive decision-making and problem solving are crucial
aspects of your ability to manage teams. A strong ability to communicate goals and the rationale for doing
things, along with team spirit, are the keys to managing people. Finally, it is important to keep up with new
technology, developments and standards. As with all areas of your professional career, learning new
computer and Web development skills is an on-going endeavour.

Refer to Appendix C, Skill Set Checklist, for a breakdown of the skills you and your team will require.

Multi-Partner Projects: Should You Work With Partners?

Multi-partner heritage projects can provide many benefits. Partners can add depth and breadth in terms of
experience, finance, research, content, marketing, promotion and audiences. As the project manager, you
need to explore partnership opportunities and, where appropriate, arrange for the inclusion of new
partners on your project team.
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Potential partners to consider:
e another museum, gallery or heritage institution
a museum association
the city or township where your museum is located
a municipal, provincial or federal government department
a provincial tourism agency
a school, college or university
a community special interest group
a member of the community with local or specialized knowledge
a technology company (software or hardware)
a corporation with collections or one that supports arts and heritage
a multimedia company
a corporate sponsor
a private company

If you are seeking investment from the Virtual Museum of Canada (VMC) you should note that the VMC
encourages collaboration between museums and other heritage and community organizations. The VMC
operating principles7 also stress a commitment to diversity. Partners can add diversity to online heritage
in such areas as collections, regional diversity and perspectives. For your project and your collection, try
to identify appropriate partners who would enhance the product you are planning.

Questions to ask when determining a good fit:
e Do potential partners share or complement your mandate, and the project goals and aspirations?
Do your goals and objectives mesh? They may be different, but is there positive overlap?
What is the short- and long-term vision of the project and the relationship?
What role do the partners see themselves playing on the project?
Who controls the decision-making, and in what areas?
Does the partner bring experience or resources that benefit the project?
Does the timeline work for all partners?

While there are many benefits to working with partners that are a good fit, you should also examine
limitations.

Possible benefits of partnership:
e the creative energy and ideas of two or more teams
more resources—content, funding, promotion, people
more diversity—regional, linguistic, content, culture
the ability to assemble collections virtually that would likely never be brought together physically
greater audience reach
enhanced learning opportunities
more capacity for ongoing maintenance, updates and changes to the completed Web product

Possible limitations of partnership:

e shared ownership of the Web product, and all it implies, needs to be clearly defined
compromises may be necessary to reach agreement in many areas
a larger team requires innovative management strategies on the part of the project manager
conflict resolution guidelines need to be defined
there may be a need to balance private and public interests, or non-profit and commercial
interests

Contractual agreements
When two or more partners come together, there are issues associated with the ownership of the
intellectual property being created. Discuss ownership before embarking on the work, and detail
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agreements in a contract between the partners. Seek legal advice from a licensed legal professional who
has experience with online products or Internet issues and regulations. A binding agreement between the
partners should identify ownership of the product and its underlying components. This sort of contract is
essential to ensure that the parties agree and understand what is involved before embarking on the online
heritage project.

Intellectual property rights are complex, and as technologies and the Internet evolve, contractual needs
change. A legal professional should be up to date with these changes and be able to provide you with an
appropriate partnership agreement.

Items to consider in a partnership agreement:

roles and responsibilities

statement of work

term of agreement

rights of partners

commitments of partners (resources, schedule, etc.)

termination provision

obtaining copyright on material owned by others (e.g., images, text, audio clips)
intellectual property ownership

third party liabilities

In-kind contributions

Partnership in an online heritage project affords the opportunity to share the work of developing and
delivering the Web product. Another benefit is that each partner contributes skills and resources that have
measurable value. As partners, you need to agree on the value of the skills and resources that each
partner contributes to the project and on a system for measuring value. Calculating values may assist you
in determining how the partners are to be compensated for their contributions. Placing a value on the
skills and resources provided may also facilitate the cost-benefit analysis of doing the project.

Ownership of the Web product

Your project partners, including private companies or corporate sponsors, might consider the key value of
the partnership to be their brand’s association with the Web product, or its promotion of one of their
products (software or hardware for example). If this is the case, ownership of the Web product can rest
with your institution. The time to define ownership clearly, and get it into a contractual agreement, is now,
before the partners begin their work.

The division of labour

Sometimes, the division of labour may seem apparent simply by the nature of the partnership. For
instance, if a museum, a major software supplier and a tourism partner are working together, it would
seem obvious that the software supplier would provide the multimedia software for use in production, and
that the tourism partner would provide content about sites of interest in and around the museum’s
location. However, it is still an excellent idea to discuss each other’s roles and areas of responsibility in
detail. An agreement clarifies expectations and facilitates the completion of tasks and eventual
implementation of the online heritage product.

If all the partners are museums, the roles and responsibilities of each should be discussed, agreed upon,
and included in the partnership agreement. Be sure to discuss and agree on the role and responsibilities

of the project manager and determine which museum will act as the executive producer. This is an
important role, and it should be clear from the beginning who fills it.

In-House Skills, Outside Expertise

You can choose whether to manage the online heritage project in-house using existing staff, hire a
multimedia company, or bring in specialized help as required by the project.
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If you decide to develop your Web product in-house, you want to ensure that you have at least one
person within your institution who possesses basic Web development skills. Even if you decide to
contract your online project to a multimedia company, you will nonetheless need an understanding of
these skills so that you can write the proposal and specifications, guide and supervise the contractor’s
work, and maintain the finished Web product.

Developing Online Content In-House

Potential benefits:
e probably less expensive
full control over every decision
an opportunity to use some existing skills and learn new ones
an opportunity to employ a co-op student
an opportunity to hire a new staff member or employee
ability to maintain and update your product as required in-house

Potential drawbacks:
e aheavy workload, over and above normal responsibilities
possible longer development timeline
limited expertise available in-house
locating a suitable co-op student, volunteer or staff with relevant skills and experience
the need for in-house expertise to handle on-going maintenance of the completed product

Hiring a Multimedia Company

Potential benefits:

e breadth of experience and expertise

o ability to use a wider range of technologies (Flash, 3D, QTVR etc.) without costly in-house
upgrades

o professionals analyse the project and make recommendations (for example: database driven, or
HTML)

e alarger team permits faster project completion

e warranty on the work

o fixed price budget if project specifications are outlined and do not change

Potential drawbacks:
e possibly more costly than doing it in-house
e entire project team is not under one roof
e additional effort involved in maintaining consistent communication, ensuring there is a clear
understanding of the project from all ends
e possible loss of continuity when it is time for updates or future revisions
e extra cost for additional modifications or changes

If you decide to hire a multimedia company, here are some steps to consider:
o Ask colleagues and friends in the heritage field if they know of a multimedia company, an
individual, a group of students or freelancers they can recommend.
e Contact your local chamber of commerce and ask for recommendations of companies.
e Use online directories like Multimediator,® which lists Canadian companies.

Points to consider when choosing a multimedia company:
o Ask for references and check them! Would the client hire them again?
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¢ Review the company portfolio. If it is not part of their Web site, can they provide at least five
online examples for you to review?

e Ask to see their contract terms. Do they provide a warranty on their work?

e After the product is launched, for how long is the warranty offered, and what does it include?

o What kinds of sites have they developed? Have they worked with the heritage or cultural sector
before?

o How long have they been in business?

e If your museum employs staff with a background in information technology, ask them to review
the quote or contract the multimedia group has prepared.

o Fellow staff members can review the project proposal and budget. Are timelines and line item
amounts accurate?

e How big is the company, and how many employees do they have?

e Can the company draw on the expertise of outside contractors?

e If your product is bilingual or multilingual, can the company demonstrate its ability to handle
documents in two or more languages? Ask the company to provide samples of previous bilingual
work. Does the company have bilingual staff that will be assigned to the project?

o Check the company’s skill set, using the same methods you apply for assessing in-house
personnel. Do they have demonstrated capabilities in interpreting, writing, graphic design,
programming, computer, organizational and people skills?

You can either approach and assess companies individually or simply invite several companies to submit
proposals on a competitive basis. As part of their tenders, bidders can be asked to include a design or
mock-up of the home page and the navigation architecture, based on your thematic concept and project
objectives. Most companies will agree to do this, provided a small fee is paid for their work. Even if none
of the designs is subsequently adopted, the exercise can provide a good indication of the creativity,
efficiency, seriousness and depth of the bidders' teams. If you think that you might want to use elements
of a bidder's mock-up to develop the product with another designer, then be sure to obtain the rights to do
so in your request for proposals.

Negotiating a Contract with a Multimedia Company

If you decide to hire a multimedia company, you may well end up with a high quality Web product that
meets your goals and objectives. To accurately price the work, however, the multimedia company must
know as much as possible about what is to be created. Develop project specifications so that the parties
understand the work to be performed. The company should provide you with a contact person to deal with
throughout the project. You should meet this contact person at several intervals while the project is
underway, possibly somewhere other than your office to keep distractions to a minimum.

Project specifications should be appended to the contract and should include:

e the volume of content, for example 400 images with accompanying text in two languages

e the amount of video, audio and multimedia material

¢ the functionality that is required of the product, for example the search capabilities, and the ability

to enlarge images

e any requirements for animation and movement (e.g., use of Flash)

e arequirement that a non-technical staff person be able to update page contents (meaning that
you will need a password-protected application, or “back-office,” programmed specifically for your
needs, that lets you upload certain information without having to know HTML)

a schedule for the project

the hosting server’s technical specifications

your expectations regarding equitable accessibility

a requirement that the final product be viewable and fully functional in the current versions of both
major browsers (Netscape and Internet Explorer)

e arequirement that the product operate with both IBM-compatible and Macintosh platforms
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You should also list any other specific requirements arising from the nature of your content, the needs of
your audience(s), partners or other specific circumstances of your project. Communicate these, as well as
your expectations and limitations (budget, schedule) to the multimedia company. They will take all this
into consideration when they prepare a quote for the work.

Once you agree on the work and the price, it is time to draw up a contract. Ask the multimedia company if
they have a standard service contract. If so, ask for a copy to review their standard clauses. In addition,
review your organization's standard service contract and if your institution is affiliated with another
organization or level of government, review its standard service contract.

Where each party has its own standard service contract, it is recommended that your institution use its
own agreement, which can be altered for the work with the multimedia company. If no such agreement
exists, you might avail yourself of the opportunity to draft an agreement, in consultation with legal
counsel, for future use. An institution should only use a standard service contract suggested by a
multimedia company if it has no relevant agreement of its own.

A contract should:
e clarify roles and responsibilities
contain a clear and thorough statement of work
acknowledge and clarify the status of intellectual property considerations
specify who will retain rights to the source codes
contain quality commitments, and warranty provisions on work
identify the terms and duration of warranty
contain dates and content of deliverables
contain payment terms, including a statement if payments are to be made in stages
contain termination provisions
include product specifications

A legal agreement should be developed to define the roles and responsibilities of the parties. The
document, Protecting Your Interests: A Legal Guide to Negotiating Web Site Development and Virtual
Exhibition Agreements, available from CHIN, will assist you in contracting with third parties for Web
development.
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Figure 6 - Project Development
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2. Project Development

2.1 Production Process

Architecture

Virtual content needs a plan that identifies the “virtual spaces” created to tell the story. The logic should
allow users to follow specified paths, but also take into consideration that they often stray from paths to
explore. When that happens, navigation signposts are needed so users do not run into dead ends or
become hopelessly lost.

Plotting these paths and defining what users will find as they pass through the different spaces provides
the content or content fields, as well as the layout for the Web product’s architecture. Putting all of this on
paper, a whiteboard or a computer screen allows you to visualize the product, and the path between its
sections. Refer to Figure 7, Sample Navigational Plan, for an example of these paths.
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Figure 7: Sample Navigational Plan
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This Sample Navigational Plan provides the structural framework for a Web product.

If you are developing a multilingual Web product, you will need to start with a Splash page. This is the
page on which the language selection is made. A Splash page can also be used to enhance entry to the
product with aesthetic effects, introduce a special feature or promotion, or offer alternative entryways to
different sections.
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Figure 8: Butterflies North and South
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This screen capture of the VMC exhibition, Butterflies North and South,® shows the use of a Splash page.

The Home page is where you introduce the product and provide users with options for exploring. A
“‘Home” button link is an important consideration for the navigation, so that users can return “home”
directly from any page within your online product.

Navigation—Chart Your Course

Creating the Web architecture and navigational plan allows you to see how the story unfolds, and to
detect any inconsistencies or poor logic in your design. The best time to identify issues is during the
planning, when it is easy to incorporate any necessary changes. Once you have started development,
changes can be time consuming and costly.

EXPERT ADVICE
Include standard navigational aids: Search, Home, Contact, within the navigation so
that these can be found on every page of your Web product.

Remember that you have a story to tell, so get all of the elements of that story into your plan, and try to
think like a user visiting your online product for the first time.

Questions first-time users of your online product are likely to ask:
e Where can | go?

e  What will | find?

e Dol wantto stay?
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EXPERT ADVICE

Sub-headings within sections and at the top of Web pages are effective online
navigational aids. They let users quickly see what is found in a large section, or long
page, and allow them to link directly to specific content.

Provide clear options that allow users to interact with the content, choose a path of their own to follow, or
choose the path you have created as a guide for their exploration. Refer again to Figure 7, Sample
Navigational Plan, to see an example of a flow chart.

Figure 9: Panoramas
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This screen capture of the VMC exhibition, Panoramas'® shows the use of sub-headings at the top of a Web page.

EXPERT ADVICE

Keep storyboards, architecture layouts, navigation plans and programming notes for
future reference (maintenance needs and to serve as templates for other online
development projects).

Functionality and Interactivity—Getting the User Involved

The nature of the Web is to have users “participate” by making choices about where they go and what
they experience through those choices. Your story will not always start at the beginning and follow a
natural or linear progression. Because of the nature of the Web, people enter your Web product from a
number of different directions or portals, not just the Home page. Interactivity can be basic or intricate and
involve a user in a variety of ways. For more about various types of interactivity, refer to Interactivity: A
Forgotten Art?"

The addition of interactive features can further engage the user with the Web product and create a more
personal experience. Some interactive features allow users to manipulate the content, while others
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enable them to develop a relationship with the product. The Virtual Museum of Canada (VMC), for
instance, invites users to become Friends of the VMC. There are many effective ways to add interactivity
to your Web product, some of which are listed below.

The level of interactivity affects the project budget and other resources, during both the development and
the maintenance phases. Your objective is to plan effective ways of adding forms of interactivity that meet
the product’s goals and can be achieved within the production budget and schedule.

When planning functionalities to achieve the level of interactivity that is right for your product, there are
many options to consider. These options, listed below, introduce a few different types of interactivity you
could include in an online heritage product. You can read more about these options later in this
handbook.

Some functionality options to add interactivity to your product:
e images that can be enlarged or changed

audio and video

e-mail feedback form

discussion forums

a quiz

searching

games

creating a message or postcard to send to a friend

music or sound effects that can be turned on and off

button to allow users to “Send this page” to a friend

e-commerce, making a purchase or a donation

polling or voting on a question

Figure 10: Hockey: A Nation’s Passion
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This screen capture of the VMC Exhibition, Hockey: A Nation’s Passion," shows the use of an image that can be enlarged.
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Multimedia

Graphics, images, audio, video, animation and text can add interactivity and interest to your online
content. At this stage, your planning involves identifying what materials are at hand, what will need to be
created, and what will effectively enhance your story within the production timeframe and budget.

Also see section 2.3, Multimedia Content Treatment, where multimedia is examined in greater detail.

Images

Photography and image digitization will affect your budget. You should also consider the cost of copyright
clearances and associated expenses. CHIN has an excellent online course called Capture Your
Collections™ that provides comprehensive information on the subjects of digital images, photography,
costs, rights, etc. This helpful resource is well worth reviewing during the planning phase of your online
heritage project.

Audio and video

Audio and video elements add interactivity and, when well integrated, have a way of bringing a story to
life. Consider your sources for audio a