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Executive Summary

In 1998, the Australian National Training Authority (ANTA) initiated the development of the first series of multimedia Toolboxes for use in vocational education and training.  The 1998 to 1999 Toolbox initiative (now known as Toolbox Series 1) was a pilot program funded by ANTA to assist Registered Training Organisations (RTOs) increase their capacity to design and develop training programs which could be delivered electronically. 

The National Toolbox Series 2 (1999 to 2000) program built on and extended the work commenced in Series 1 (1998 to 1999).  Series 1 invested $3.8 million in the development of Flexible Delivery ‘Toolboxes’ aligned to specific industry Training Packages and aimed at producing ‘a smorgasbord of multimedia resources from which providers can pick and choose in designing online training programs’ (Eccles 1998).  Series 2 extends development through an investment of $4.3 million in the development of resources and teaching and learning strategies for online learning.  As in Series 1, Series 2 products aim to assist Registered Training Providers (RTOs) to:

meet the learning needs of their specific client groups and/or enterprises

facilitate the implementation of more flexible and adaptable learning methods and approaches

· support the adoption of new learning technologies (especially online learning). 

In total, thirteen full Toolbox projects were funded initially, with three more projects funded to extended prototype stage. Two of the extended prototypes later became full Toolbox developments under Series 3. Organisations developing Toolboxes in Series 2 are listed below:

List of Full Toolbox Projects

	Toolbox Developer
	State
	Training Package

	Box Hill Institute of TAFE
	Vic
	Chemical and Oil Refining

	Canberra Institute of Technology
	ACT
	IT – Systems Analysis and Design 

	Catalyst Interactive Pty Ltd
	ACT / Vic
	Frontline Management Initiative  

	Chisholm Institute of TAFE
	Vic
	Business (Legal Administration) 

	Chisholm Institute of TAFE
	Vic
	Warehousing 

	Holmesglen Institute of TAFE 
	Vic
	Alcohol and Other Drugs

	Kangan Batman Institute of TAFE 
	Vic
	Horticulture

	Open Learning Institute of TAFE
	Qld
	Accounting 

	RMIT
	Vic
	Aged Care Work

	South West Institute of TAFE 
	Vic
	Business – Diploma in Administration

	Southbank Institute of TAFE
	Qld
	Hospitality

	Swinburne University of Technology
	Vic
	Computer Programming

	West Coast College of TAFE
	WA
	Retail



Toolbox Extended Prototype Projects

	New England Institute of TAFE
	NSW
	Retail

	Canberra Institute of Technology
	ACT
	Business Simulation  (Business and IT)

	Institute for Design, Entertainment and the Arts 
	Vic
	Multimedia Design


The evaluation approach for Series 2 also builds on and extends the evaluation outcomes of Series 1 which were published in Toolboxes for Online Learning: Evaluation Report of the ANTA Toolbox Initiative 1998 to 1999.  In this context the Evaluation Project was designed to achieve two purposes.  Firstly, it has been developed to be consistent with the intent of the evaluation guidelines for the Series 1 pilot initiative which was to ‘provide an effective evaluation of the processes and products of the ANTA Toolbox Development Program’. Secondly, it complies with and incorporates the recommendations offered in the Evaluation Report of the pilot program (Series 1).

The main activity of the Series 2 Evaluation Project was to examine factors associated with Toolbox management and development processes including:

· Efficiency and effectiveness of the Toolbox processes and approaches (such as project management, tendering, communication, product destination and support processes and approaches)

· Efficiency and effectiveness of the development processes within and across Toolbox development teams.

The evaluation project also included a significant component of formative evaluation in the form of mentoring.  Each project team was assigned a mentor, who sought to provide strategic and timely assistance to Toolbox Development Teams at all stages of development.  Mentoring was primarily focused on teaching-learning aspects and associated key activities such as prototype development.
1. Project Development and Initiation Processes

For Series 2, a Toolbox was defined as ‘a collection of resources, suggested learning strategies and supporting material to support online delivery of vocational education and training’.  The guidelines also advised prospective applicants of the following minimum conditions of eligibility to apply:

· The applicant was to be a Registered Training Organisation (RTO) or a consortium led by an RTO

· The lead RTO’s Scope of Registration should include the subject area in which it intended to develop the Toolbox

· The applicant should propose to develop substantive content relevant to a particular national Training Package or to generic competencies used in a number of Training Packages.

In addition to these broad parameters, the guidelines re-emphasised and strengthened key features of Toolboxes and stressed to applicants that these features would need to be addressed in Series 2 applications.  The overview of the Toolbox format stressed that:

· The main component of a Series 2 Toolbox is a library of discrete learning materials designed for web-based delivery. 

· Toolboxes provide a flexible resource base for programs based on accredited industry Training Packages.

· Series 2 Toolboxes will be designed to enable teachers working in training organisations to:

· Select learning segments appropriate for the needs and interests of their student population

· Deliver them to students using their organisation’s preferred online delivery platform

· Add their own form of student guidance and additional learning activities.

In addition to re-emphasising and strengthening key features of Toolboxes, Series 2 documentation drew on key findings of the Series 1 evaluation to highlight certain desirable characteristics with respect to teaching and learning approaches. 

 It was stressed that Series 2 resources should be based on learning models that recognise and encourage an active, constructive role for learners. That is, Toolbox resources should be designed to encourage effective learning by supporting an appropriate mix of:

· learning activities 
· learning supports
· content.  
These three elements were based directly on findings reported in Toolboxes for Online Learning: evaluation report of the ANTA Toolbox Initiative 1998 – 1999.

Planning for the Series 2 Toolbox Project coincided with national planning for the first year of operation of the Framework for National Collaboration in Vocational Education and Training 2000 – 2004.  The Framework is a 5-year strategic plan to enhance the VET sector's role in the development of an Australian knowledge economy through the accelerated uptake of flexible learning modes.  The Toolbox Series 2 initiative was conducted within the context provided by the Collaborative Framework and planning has involved the collaborative effort of all States and Territories supported by ANTA and the EdNA VET Advisory Group (EVAG). 

Series 2 has been project managed by the Victorian Office of Post Compulsory Education, Training and Employment (PETE).  Initial planning by PETE built on the foundations provided by Series 1 to ensure the following outcomes:

· A strong, national commitment to the Toolbox Project

· A national, collaborative approach to planning and implementation of the Toolbox Project

· An appreciation of the aims of Series 2 by all key stakeholders.

National cooperative planning for Series 2 has consolidated the strong, national commitment for the Toolbox Initiative developed during Series 1.  There continues to be a strong appreciation and understanding, at the national level, of key issues impacting on the development and implementation of current and future Toolbox programs. 

In Series 2, the project briefs for both the Expressions of Interest as well as the submission guidelines for the full tender were prepared by a consortium of nominated personnel from the EVAG Working Group, two members of the Evaluation Team associated with Series 1 Toolbox and the National Project Managers. There were similarities between the tendering processes for Series 1 and Series 2.  These included the following:

· Both processes involved a two-stage selection process involving firstly, a call for Expressions of Interest, and secondly, some organisations being invited to submit a full tender.

· The initial tender brief invited Expressions of Interest from organisations with the capabilities to develop Toolboxes for use within the VET sector.  In both cases the ‘Expressions of Interest’ generated significant interest from both the public and private sector.  Series 1 generated 102 Expressions of Interest while Series 2 generated 107 Expressions on Interest. 

· The selection procedures used led to 29 organisations being invited to submit full proposals in Series 1, of which 28 organisations accepted the invitation and submitted full proposals.  In Series 2, 39 organisations were invited to submit full proposals, of which 38 organisations accepted the invitation and submitted full proposals. 

The differences between Series 1 and Series 2 processes focused on the following:

· Increased depth and substance in tendering documentation in Series 2

· The addition of ‘teaching and learning outcome-related selection criteria’ 

· The addition of a measure of “economy” in the selection criteria that specifically examined the overall ability of the proposer to deliver a quality outcome.  Such a measure aims to achieve an appropriate balance between efficiency and effectiveness criteria 

· The increased role of ITABs in the tendering evaluation process.
2. Toolbox Development Team Project Management Processes and Procedures

Toolbox Project Teams were lead by a Project Manager who worked with team members with specific skills and qualifications.  Project team members usually included instructional designers, content experts, graphic designers, programmers and web developers.  Project Managers were also team leaders responsible for providing focus and direction, and for developing and sharing vision.

Project Managers saw their role as primarily managing and supporting the development of ‘good Toolboxes’.  Features which contribute to the development of Toolboxes were listed by Project Managers and included: 

· The critical importance of developing appropriate pedagogy for online learning

· Development of a common vision and a shared understanding of project outcomes and products

· The importance of clear and open communication with all members of the Project Team.

Project Managers were responsible for: 

1) developing project strategies

2) organising and managing internal components (such as staffing, personnel management system, communication and controlling performance)

3) managing external constituencies (such as dealing with other organisations, government departments and agencies, press etc).
Toolbox development processes are not a linear sequential chain of events, nor do all Toolboxes pass through the exact same stages.  Defining the dynamic nature of processes is therefore difficult because there is no real consensus as to what should be included in each stage.  Developing a Toolbox involves managing and effectively coordinating specialists to undertake a complex array of processes associated with planning, designing, developing and testing the instructional design and content to be used within the Toolbox. 

Toolbox managers submitted a proposed timeline and budget in their tender document and details were subsequently adjusted on advice from the National Project Managers (PETE) to meet official implementation timelines.  The evidence collected from Project Managers suggests that, for a number of reasons, Project Teams did not adhere to their original project schedule. 

These reasons included:

1) Difficulties associated with obtaining approval both at the start and at the prototype stage

2) Difficulties associated with managing and coordinating professional specialists. 

The examination of project management processes suggests that the development of quality Toolboxes requires the effective management of both internal and external tasks. 

Skills required by project managers were both specific to multimedia as well as general in nature. Greater examination of the skills and experience of project managers within the tender documents may be necessary in future projects.

Furthermore, the organisational context in which project teams operate is probably more important than has been acknowledged to date.  Clearly, no project team operates in an organisational vacuum, although the impact on development approaches and communication issues is unknown.

The mentoring process was designed to provide support and assistance to Toolbox Development Teams in order that they could deliver the required outcomes.  Each Toolbox Development Team was allocated a mentor who provided forms of support that encouraged and induced Toolbox Development Teams to consider actions that could aid their development and progress.  The role of mentors appears well received by Project Managers, however greater clarification of their specific and limited role is probably needed.  

3. Toolbox Learning Approaches

The evaluation report from the Series 1 Toolbox initiative recommended approaches to the design of learning materials and strategies, which were strongly emphasised in the guidelines for Series 2.  The call for tenders drew the attention of the developers to the recommendations from Series 1 and teams creating proposals for Series 2 were urged to review the recommendations from the evaluation of Series 1 and to heed the feedback in their design considerations.  

There was a marked difference in the nature of the proposals that were received for Series 2 developments with teams proposing more innovative and interactive designs for their products.  The Series 2 Toolboxes tended to have strong learning orientations in their design approaches.

As the project progressed, many of the designs used in the Series 2 Toolboxes incorporated innovative approaches to learning activities, learning resources and learning supports.  They also incorporated the design and development of engaging and creative learning settings.  The approaches demonstrated that Series 2 developers were considering learning outcomes as key driving forces of the learning materials instead of teaching content, which characterises many of the Series 1 products.

4. Toolbox Product Utility

Series 2 Toolboxes were designed and developed to have the capacity to be customised for use by RTOs, be portable across systems and platforms to ensure broad use, and be flexible so that resources can be accessed for use in other learning contexts and settings. 

Customisation  In the Series 2 projects, a number of deliberate attempts were made to create customisable elements that extended beyond simply changing content.  The guidelines for Series 2 required all developers to deliberately plan and create Web sites that were complete training settings in their own right as examples for others who may wish to use the materials in their developed form.

Questions still remain as to the capacity and inclination for customisation among those for the Toolboxes have been designed.  It will be important for this aspect to be explored in evaluations of the uptake of the various Toolboxes so that actual tendencies and preferences can be used to inform and guide future decisions taken in this regard.

Flexibility  In the Series 2 Toolboxes, the alternative instructional designs provided many more examples of flexibility in the products that were delivered and these flexible elements appear to have the capacity to increase the use and application of these materials.

Portability  In Series 2, Toolbox  developers were required to create learning environments that could be delivered through any of the standard delivery platforms and the resulting organisation and design appears to have provided the forms of portability that need to underpin such resources.

Technical Standards.  For Series 2, standards for hardware and software functionality were provided to the developers, based on the Preferred Standards to Support National Cooperation in applying Technology to VET.  These standards provided firm guidelines for all aspects of the materials development and appear to have removed the many problems identified in Series 1 as a consequence of interpretations and judgements taken. 
5. Conclusions

Toolboxes  Based on the evaluation of Series 1, new guidelines were prepared by the National Steering Committee and the National Project Managers for Series 2.  The new guidelines encouraged more creative and innovative approaches to instructional design. The new guidelines encouraged Series 2 Toolbox designers and developers to purposefully consider learning activities, learning resources and learning supports and to create learning settings that would take advantage of the opportunities provided by the technologies.

Series 2 Toolboxes have provided some very good examples of effective web-based learning materials.  Series 2 Toolboxes are a response to guidelines that placed a primary emphasis on learning and the development of effective learning materials.  While other Toolbox characteristics, such as customisation, portability and useability, remained important, the principal aim in Series 2 was on the design of innovative learning strategies and effective learning materials.

Evaluation  The developmental emphasis and the overall approach to collaborative learning and growth has been a key feature of the Toolbox evaluation.  That is, the evaluation of Series 2 Toolbox projects has been characterised by:

· a process that allowed participants and stakeholders to learn and make judgements as the projects progressed

· an evaluation approach that was ongoing and iterative with progressive refinement of success criteria and outcome measures.

All project participants and stakeholders have learnt much in relation to project development and initiation processes; national project management processes; Toolbox development processes; teaching and learning approaches and product utility.  As a consequence of the evaluation program, these processes and procedures have been modified and refined by the National Steering Committee and the National Project Managers.  This report concludes that little more can be achieved by conducting further evaluation activities focused on these processes. 

Mentoring  The evaluation framework adopted for Series 2 was based on the premise that mentoring was an integral component that contributed to the desired project outcomes.  All major stakeholders and project participants have indicated high levels of satisfaction with the mentoring program conducted in Series 2 and strong support for the continuing provision of active mentoring in future Toolbox programs.
List of Recommendations

Project Development and Initiation Processes

Evolution of the Toolbox Concept (Series 1 to Series 2)

A strong commitment to innovation and continuous improvement should continue to guide the evolution of the Toolbox concept in future iterations of the program.

National Policy (especially Flexible Learning for the Information Economy: A Framework for National Collaboration in Vocational Education and Training 2000 – 2004) should continue to direct the definition and development of future Toolboxes.

Planning the Toolbox Initiative

National planning processes adopted by the Australian National Training Authority (ANTA), the EdNA VET Advisory Group (EVAG), the National Toolbox Steering Committee and the Office of Post Compulsory Education, Training and Employment (PETE) during Series 2 Toolbox provide a ‘good practice’ planning model.  The model and associated planning approaches should be adopted for subsequent iterations of the Toolbox program thus ensuring the initiative continues to benefit from cooperative effort by States and Territories and achieve high levels of national commitment and support.

Refinement of national planning processes should continue to be based on the goals and strategies articulated in Flexible Learning for the Information Economy: A Framework for National Collaboration in Vocational Education and Training 2000 – 2004 (especially Outcome 3 – World-class online content development, applications and services). 

Initiating the Toolbox Project

The two-step selection process used for both Series 1 and Series 2 Toolbox program should continue to be used as the broad model for future Toolbox selection.

Criteria used to select successful Series 2 Toolbox projects were comprehensive; reflected the diversity of approaches available to Toolbox developers; and, recognised and catered for Toolbox flexibility and innovation.  Series 2 criteria should continue to provide a broad framework for Toolbox Selection in future iterations of the program.

The provision of timely and meaningful feedback to both successful and unsuccessful organisations submitting Toolbox proposals should be a hallmark of future Toolbox iterations.

Managing the Toolbox Project

Future induction workshops should build on successful approaches to communicate project management and administrative information including roles and responsibilities of key stakeholders, prototype definitions, time lines, invoicing and payment processes, reporting processes and other project management processes and procedures.

Future induction workshops should ensure greater opportunities for (i) information exchange between stakeholders, and (ii) debate and discussion of issues impacting on Toolbox development. 

The development of Toolbox prototype is a key project milestone and should be a feature of future iterations on the Toolbox Programs.

Roles and responsibilities of each player involved in the prototype review and assessment process should be fully documented.  Documentation on roles and responsibilities should be disseminated to all stakeholders. 

Toolbox Development Team Project Management Processes and Procedures 

Leadership and Project Management

The role of Toolbox Project Managers should continue to emphasise leadership as well as management skills.

Strong, effective communication and liaison between the National Project managers and the Toolbox Development teams should continue to be a hallmark of future Toolbox Management approaches. 

Toolbox Development Processes

Future Toolbox programs should continue to recognise the dynamic nature of management and development processes and acknowledge the importance of flexibility and responsiveness in project management approaches including timetabling, budgeting and reporting.

Relationship with ITABs

That ITAB Board members as well as ITAB staff receive a formal briefing on the Toolbox initiative.  That invitations to participate in future Toolbox development specifically ask for the involvement by ITAB members. That a Toolbox marketing kit be prepared for ITABs and RTOs.

Toolbox Design and Development

Learning Designs

As developers move to create more innovative designs for their Toolbox learning settings, it is important to ensure that RTOs and industry are comfortable with the alternative delivery forms. The following recommendation is made in order to ensure the best use is made of Toolboxes based on less conventional design principles.

It is recommended that the uptake and implementation of the Series 2 Toolboxes with a view to explicitly determining stakeholder response to, and outcomes from, the alternative learning designs and learning approaches be explored.   

Customisation

In terms of determining the customisation requirements for future Toolboxes, the following recommendation could be considered:

The requirements for Toolbox customisation through a determination of the capacity and inclination of RTOs and trainers to change existing materials and a review of the extent to which existing Toolbox users have customised the resources be explored.

Flexibility

In terms of ensuring that options for flexible use of the Toolbox products are explored with appropriate decisions taken, the following recommendations could be considered:

The means by which the disaggregated files can be stored to provide the best opportunities for reuse should be explored.

The means by which such aggregated files as virtual Intranets and virtual settings might be stored to enable their reuse should be explored. 

Portability

In terms of ensuring that options for portability of the Toolbox products are explored with appropriate decisions taken, the following recommendations could be considered:

A review should be conducted to determine the ease with which Series 2 Toolboxes can be integrated across the range of delivery programs in use by RTOs with the view to ensuring that the important aspects of portability are known and implemented in subsequent Toolbox rounds.

The issues associated with the use of databases in the design of learning environments and to establish whether this design architecture should be supported in future Toolbox projects should be explored.

Future Directions

Evolution of Toolboxes

The VET sector should be informed of the key differences between Series 1 and Series 2 Toolbox Products to avoid market confusion.

An open, evolutionary approach to conceptualising the structure and form of future Toolbox products should continue to be adopted by all stakeholders.

Future Toolbox programs should be informed by the acceptance and use of Series 1 and Series 2 products by Registered Training Organisations (RTOs) (especially the outcomes of a separate evaluation of the adoption and use of Series 1 Toolboxes).

A further product evaluation should be commissioned to monitor and report on the acceptance and use of Series 2 Toolboxes by Registered Training Organisations (RTOs).

Future Toolbox programs should continue to encourage creativity and innovation in learning and support developers to create learning settings that take advantage of the opportunities provided by technologies.

Future Directions in Evaluation

Evaluation of future Toolbox Programs should focus on the performance of products in the VET marketplace.  Emphasis on future evaluations should be on the acceptance and use of Toolbox products by Registered Training Organisations (RTOs).

Mentoring

A mentoring program should continue to support future Toolbox developers.  The mentoring program should have the following key characteristics:

The role of the mentor must be clear and unambiguously documented so that all stakeholders understand the role and purpose of the mentoring program

Mentoring should not be too closely identified with Toolbox management and /or decision-making bodies.
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