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Girl Scouts – Mile Hi Council Web Site Redesign Project
The Girl Scouts – Mile Hi Council is in the process of redesigning its Web site (www.girlscoutsmilehi.org) to make it easier to update and use. The new Web site under development (dev.girlscoutsmilehi.org/index.cfm) contains updated content, graphics, design elements, navigation, features, and administrative tools. The Girl Scouts’ mission is to inspire girls with the highest ideals of character, conduct, patriotism and service so that they may become happy and resourceful citizens. The new site will help the organization to fulfill its mission.

The Web site team at the Council consists of the web content administrator, marketing manager, public relations specialist and graphic designer. The web content administrator was hired by the Girl Scouts to serve as project manager, information architect and content manager for the new site. The Web site team conducted focus groups with girls, member surveys, and meetings with staff to determine the changes needed for the new site. A proposal was drafted based upon the findings and a Web development company was hired to develop, design and host the new site. The tasks needed to complete the site redesign include: reviewing the audience and objectives for the site, proposing audience analysis techniques, reviewing the content, navigation, features and administrative tools, recommending changes to the content, navigation, features and administrative tools, evaluating the current Web site design and graphic elements (images, use of fonts, colors, and icons, among other considerations) recommending design changes, and using web tracking software and feedback studies to guide the Web site changes and evaluate their success.
Web site Objectives

The main objective for the Web site is to provide updated, comprehensive information and resources to all organization stakeholders, including staff, members, troop leaders, girls and their families. The Web site redesign goals include more girls being served, better program delivery, enhanced customer service and increased funding. Specific objectives for the site are described below:

· Members will be able to purchase Girl Scout items online using a credit card and secure server. 

· Users can find information and documents using a Search feature and site map.

· Users can take online surveys in order to provide feedback on Council programs, features, events and issues.

· Users will be able to easily contact the Council staff using a Contact Us tab that is easily found and accessible from all areas of the site.

· The site will be accessible to Spanish speaking users, users with disabilities, those with slower Internet connections and using multiple browser platforms.

· The site will be a resource for troop leaders, girls and their families by providing links to Colorado non-profit organizations offering fun, education activities.

· The site will provide resources for both older and younger girls, including news, games, advice on social issues and fun activities.

· The site navigation and content will be flexible and can change easily to respond to new programs, information and objectives as the site and the Council continues to grow to further meet girls’ needs.

The users’ objectives are assumed to match the objectives of the Council, that is, to find updated, comprehensive information and resources on the site easily and quickly, and to be able to contact the Council to get more information and offer feedback on the site’s content, resources, features, design and navigation. Users also want to be provided with a list of activities and events for girls, troop leader training schedules, and a comprehensive overview of information on all programs offered by the Council. They want to be able to make donations and shop online, to download materials for troop activities, fill out forms online, register for classes online, read the latest news, and girls want fun activities and resources targeted to them. Information on specific user objectives and goals were gathered through focus groups with girls, meetings with staff and troop leaders, user testing, online surveys, interviews and meetings. Additional information on the audience will be gathered post-launch to determine their needs and interest in the materials and features offered online.

Audience Analysis 

Audience analysis was used to determine the updates needed for the revised Web site, specifically what features and content users liked on the current site and what needed to be changed.  Audience analysis was conducted using surveys, focus groups, meetings and interviews to verify that the Web team’s intuition about audience objectives was accurate, as Shriver (1997) recommends. Competitive analysis of other Girl Scouts Council sites and local non-profit organizations serving girls were also used to determine audience preferences. Audience analysis conducted during the development of the new site included:

Requirements:

· Target audience

· Platforms

· User goals

· Business goals

· Technical requirements

· Evaluate prior work

· Programming requirements

· Features for site

Cognitive: 

· Prior knowledge and beliefs: What users know about using Web sites, about the Mile Hi Council’s site, what they want to find on the site, and their frustrations about using the current site. 

· Goals and Objectives: What features, information and resources users want to find and use on the Web site, and the tasks they want to complete during their site visit.

· Education: What information and resources on the site users find informative and what parts are not user friendly, are redundant, boring or need to be updated and kept current.

Affective:

· First impression: Does the Mile Hi Council’s intended audience for the Web site like the design and find it easy to use?

· Likes and dislikes: What they like and dislike about the current site?

· Impression of the Mile Hi Council: Do stakeholders believe that the Girl Scouts -Mile Hi Council is an advocate for girls and provides accurate, up-to-date information that girls, members, staff, troop leaders, and families can use? Also, is the Council sensitive to online issues related to girls, such as protecting girls’ identities and providing information appropriate for younger and older girls on the site?

Interviews, surveys, focus groups and meetings were conducted for the audience analysis before beginning the redesign. Focus groups with older girls were conducted during monthly “Speak Out” sessions to find out what girls like on Web sites and the reasons they use the Internet. Girls 7 through 14 participated in focus groups on the current Mile Hi Council’s “Just For Girls” section and the  “Just for Girls” section on the Girl Scouts USA site. Girls discussed their cognitive and affective impressions. Most girls wanted less to read and more fun online activities.

Surveys were sent to troop leaders and members asking what they liked on the current site, suggested improvements, and desired features. Meetings with staff were conducted to determine ways to improve the current site. The Web site team met with each department to discuss their section on the current site.  Staff used intuition and feedback from members to suggest changes to the site and discussed possible improvements and additional features. Department meetings were followed by individual staff interviews to determine requirements for the new site, including features, content, and administrative tool functionality. 

Based upon the requirements analysis, the Girl Scouts – Mile Hi Council decided to create a multipurpose design consisting of a single design with different sections for each target group, including the media, members, girls, Spanish-speaking audience members, donors, trainers, troop leaders, and families. The site is ADA compliant, using alt tags to enable those who are vision impaired to use the site. Also, there the site has cross-browser compatibility, so that users with AOL, Netscape, IE and other browsers will be able to access and view the site.  The new site will not use pop-up windows because it was determined that users with pop-up blockers on their systems were unable to access the Just for Girls, Events Calendar and Shop on the current site. The liquid design with a fixed text area enables the design to expand for users with larger, higher resolution monitors and to be scaled down for users with smaller monitors and lower resolution screens.

As a result of the requirements analysis, new administrative tools were developed, using ActivEdit as the Content Management System to enable staff not familiar with HTML to update content, add text links, and upload images and documents to the site.  Database driven sections, including Jobs, Volunteers, Find a Troop, News, FAQs, Events, and Training were customized to suit the needs of individual staff members. Contextual inquiry task analysis was essential in designing the administrative tool functionality. Meeting attendees included the project manager and staff members responsible for each section of the site. The project manager asked for feedback on the current site to find out if the information was current and how information was updated. The staff members described what users wanted to find, described the steps they took when updating information on the site and suggested ways to improve the process. The project manager took notes, discussed suggestions with other Web team members, and then worked with the development team to implement the changes. 

Content Analysis

The content on the redesigned site consists of text and images, including photographs of current Girl Scouts and video clips showcasing Girl Scouts camps.  The content is targeted for each user group, including the media, members, girls, donors, trainers, troop leaders, and families. The content is divided into nine sections in this order: About Us, News, Join Us, Just for Girls, Member Resources, Training, Programs, Donors & Partners and Events & Activities. See Appendix A for a site map showing the content under each section.

 The Home page contains an En Espanol section targeted specifically to Spanish-spreaking members not familiar with the Girl Scouts – Mile Hi Council and Girl Scouting in general. The Home page contains links that go directly to current activities and programs, such as the cookie sale, the 5K run and Girl Scout camp. The horizontal navigation bar in the header has links to the Home page, the site search, a donation page, the online shop, a jobs section, a site survey that will change on a weekly basis, a site map and a contact page containing staff e-mails and phone numbers. The section titles were selected by the Web site team and Council staff to match the content contained therein.  User testing and feedback will be used to determine if the section titles and content are easy to use and logically organized. 

The Web site content has been tailored to specific users. Icons are used in the Just for Girls section after learning that “Girls don’t read” from a troop leader’s daughter. The content in the En Espanol section provides a general overview of Girl Scouting to families not familiar with the organization and the programs offered by the Council. The site content provides valuable information on Girl Scouts – Mile Hi Council programs, events and resources, provides legitimacy and currency, and includes navigation, page titles, body text, photographs, the footer, the privacy policy, corporate logo, links to other sites, keywords, guidelines for using features, and alt tags for images. 

Design Factors

Several design elements used in the current Web site were evaluated and redesigned based upon feedback from users. These include the use of Flash on the site, gray for the link colors and top navigation bar, the use of Times New Roman for an onscreen font, using images in the header of the site that cannot easily be updated, using a navigation system that doesn’t clearly indicate the user’s location on the site, and using color in the menu bar and within the text that distracts the user from the content. 

The main goals in redesigning the text elements, design, navigation, forms, dynamic content, and the administrative tools were to make these elements more accessible and easier to use for all Council stakeholders. Further, the Web site was made more accessible by removing the Flash elements and pop-up windows for the Just for Girls, Shop and Events calendar sections, and by redesigning the navigation in order to make information easier to find. 

Site Architecture and Navigation

The navigation uses a combined horizontal and vertical hierarchical layout with colored tabs that correspond to section headings and navigation areas. The sub-navigation design uses expanding links and section-oriented navigation. The Gestalt principle of grouping similar elements (Shriver, 1997) is used for the top horizontal menu bar. The header images, logo and navigational elements appear on every page, providing consistency throughout the site. The site is relatively broad and shallow, no deeper than three levels, with 17 options in the horizontal navigation. The navigation indicates the user’s location by using matching colors for the header, left navigation and footer. Navigation links are provided at the top and bottom of the pages and the user can quickly review all the options without scrolling or rolling over the options. The Search engine is still under development and will incorporate the items listed in the Architecture Review Checklist (Brink, 2002).

The section titles were determined using both a bottom-up and top-down design process. Section titles were adapted from the current site and enhanced using feedback from staff surveys and meetings. Content was created and added during the development process, making it necessary to create new section titles. Fortunately, the new content management tool makes it easy to add and delete pages and section titles. Only the main section titles listed horizontally cannot be changed easily. This is crucial so that users become familiar with the site layout and can easily find the information they seek. Page titles correspond to the vertical navigation titles. The link to the home page is explicitly indicated. External links were chosen to provide additional resources and information for users, and to encourage other local non-profit organizations to provide reciprocal links to the Council’s Web site. The search engine and site map further enable uses to find the information they seek.

The site information architecture was initially represented with a Visio “sexy diagram” with shaded boxes used to represent the main section titles and links to boxes for the sub-navigation pages. This diagram was used to get feedback on the new navigation design from staff and stakeholders. The Visio diagram was abandoned in favor of an outline (see Appendix A) in Word format so that the site architecture could be viewed easily by all staff, most of whom did not have Visio installed on their computers. Also, using an outline format provided flexibility when making changes to the site architecture and for communicating content requirements to the developers, the staff, the quality assurance team, the designers, and Web team members. 

Page layout and prototypes 

The new site is currently under development. The site uses Gestalt principles to make the navigation and content easy to use and understand. The pages allow users to identify the site by placing the logo on the top left. The consistent layout enables users to know where to find the top navigation elements, the left navigation elements, images, text, the page title and the footer anywhere on the site. The overall simplicity of the page, and the use of consistent elements, establishes a focus that allows users to easily understand the page’s content. Color is used to indicate the section of the site that the user is on, reinforcing the section title and page title that appear above the content and vertical navigation on every page.

The display is fluid, with a fixed length used for the page content, so that the page size will expand and contract to fit the user’s screen size and resolution, without losing the integrity of the textural elements and design. The rounded corners for the tabs, the vertical navigation and the title bar use grouping and continuation to reinforce that rounded elements are navigation aids. The site uses simplicity, regularity and an asymmetrically balanced design to create a stable layout. The logo on the top left balances the photograph on the top right, which in turn balances the vertical navigation. Photographs in the right margin are used to create a symmetrically balanced composition (About Us page), while enhancing the page content. Rhetorical clusters are used to group the text together in the navigation, especially for longer, expandable vertical navigation (Programs>Camp>Day Camp) areas. In the Day Camp section, bold text indicates the first level navigation in the section, plain indented text indicates the second level, and indented text with hyphens indicates the third level navigation. Finally, the arrow is used to indicate the user’s location within the site. The navigation design for the new site was particularly important since surveys and focus groups conducted by the Council indicated many users find the current site difficult to navigate and use.

Prototypes for the new site were created using Adobe Photoshop. The development company and the Council agreed that two design mock-ups would be created for three types of pages within the site: the Home page, the Just for Girls page, and another content page, since all contained different design elements. The development company provided a questionnaire asking for examples of other sites that Web team members liked, adjectives they would use to describe the new site, and whether or not any design standards needed to be met.  During the second design meeting, the Council’s web team selected one of the designs and provided feedback for further modifications. The Council’s graphic designer provided images and feedback in order to ensure that the site’s branding was consistent with other marketing materials. Communication between the Council and the development company’s designer would have been improved by having a third face-to-face meeting. Instead, subtle design changes were communicated via e-mail and over the phone, which slowed down the process. Ongoing page layout refinements have been made as the design and site have developed, including increasing the gutter size between the page content, vertical navigation, and the images on the right. A printer-friendly option will be provided for every page when the layout is complete. 

Writing for the Web

Another important consideration for the redesigned site is tailoring page content for online users. The current site’s content is copied from print publications with little revision for Web site users. Also, many pages on the current site require the user to scroll through large blocks of text without using headings or bullets to enable users to skim and find relevant information. In-page jumps are used excessively, which can confuse users since they do not understand where they are on the page, or how to get back to the top (http://www.girlscoutsmilehi.org/content/aboutus_council.cfm#whatis). 

The first step in editing site content was dividing it into several pages, enabling users to find relevant content without scrolling. For example, on the new site, the About Us page is broken up into three pages (About Us>About Girl Scouts): About Girl Scouts, Promise and Law and Mile Hi Council. A fourth page, Council Map, was added at the suggestion of Council staff. Minimal scrolling is needed on each page, and the text is easily skimmable using headings, sub-headings, and links to additional resources. Again, the site is currently under development, so page content is still being edited.  A Web site Style Guide is being developed and added to the Council’s Style Sheet  (see Appendix B) to ensure that all staff use good Web writing techniques, and that a consistent style is used to create and edit content throughout the site. The Style Guide is based upon the following best practices when creating online content (Brink, 2002): be succinct, write for scannability with headings and bulleted lists, use hypertext to split long information into multiple pages, use easy to understand language and terms, write in an inverted pyramid style placing the most important and current information at the top of the page, use one idea per paragraph, use concise and informative page titles, and use informative text for links. For example: “Go to our Member Resources Arts links page for a list of organizations offering programs and activities for girls.” Text links are standard blue underlined text. 

Text and Design Elements

The main text elements in the new site are the body text, logo text, the horizontal navigation, vertical navigation, section titles, page titles, image captions, link text, headers, sub-headers and footers. The body text is single spaced, one column, with a line length that varies depending upon the user’s screen size and resolution. The typeface is sans serif, Arial, (font size=2) with 2 points of leading. The x-height of the typeface is large, making the text appear larger and thus easy to read. The san-serif font is easy to skim and well suited for online content (Shriver, 1997). Bold text is used for top navigation levels, headings and sub-headings. Text is left aligned on the page. The section title and page titles are 12pt font size, reversed white on color for the section titles, and black on a colored background for all other navigational elements. The navigation text size is controlled with a CSS. The body text is variable and can be controlled by the user. Italic text and underlines are not used on the site. The navigation link names can easily be changed using the administrative feature, PDF documents and are searchable, and page titles correspond to the content.

The main graphical elements are the logo, icons, photographs, video clips and navigation tabs. The words inside the navigation tabs will be changed to text. The rounded corners in the navigation are graphical elements. Web safe colors were used to ensure that graphical and HTML color elements would match. The design is meant to be fun, professional and clean. The colors, selected by the Council’s graphic designer, are intended to be subtle, pleasing and feminine. The darker version of each color is used in the header, behind the section title in the vertical navigation and in the footer. The lighter color is used in the main vertical navigation area, behind the section/page title and to separate the footer from the main text area. 

Photographs of girls were rated favorably in the current site and so an effort was made to both retain and enhance these in the new site. Photographs are used as a stage setting design element in the header and to compliment the body text. The Council Map (About Us>About Girl Scouts>Council Map) is used to supplement (Shriver, 1997) the textual information. Shading on the images creates a 3-D effect (Shriver, 1997). Icons are used as redundant elements (Shriver, 1997) on the Just for Girls section because focus groups found that girls don’t like to read and respond better to graphical elements. The News and Camps sections have an image gallery with thumbnails that will link to larger images. The Camp section contains a page with video clips 1 – 2 minutes in length, in both Windows and Quicktime formats, for low and high bandwidth users (Programs>Camp>Camp Videos).  Images are used to enhance the text, however, when images are large they can also distract from the body text (see Programs, Camp pages). These evaluations will be verified using audience feedback analysis.

Pre- and Post-Launch Activities  

Usability, quality assurance and regression testing are being used extensively during the redesign process. The usability evaluation techniques being used include interviews, surveys, heuristic evaluation, group walkthroughs and user testing. The Web site team has conducted usability inspections throughout the past four months. A checklist of issues and fixes, along with weekly meetings between the Council’s project manager and the development team, have enabled the project to progress smoothly. The site map has been used to guide the project throughout the design, content development, site architecture, site review, and testing phases. There have been several revisions to the original proposal, including ongoing changes to the design and administrative tools, as a result of staff feedback. The Web and heuristic evaluation guidelines are guiding principles for the redesign (Brink, 2002). 

Pre-launch activities include moving the DNS, IP address and e-mail address to the new hosting company, quality assurance testing, coordinating the launch with marketing, promoting the site post-launch, monitoring Web site traffic using WebTrends, continuously making enhancements based upon user feedback, responding to user feedback from surveys, e-mails, and focus groups, and continually testing the site and updating content.

Feedback analysis will take place both pre- and post-launch with the developers, Web site team, staff, members, volunteers, troop leaders, girls and families.  Users will be provided with a series of steps to accomplish goals, such as finding a specific volunteer position, looking for a fun, art-related event to do with a troop, and finding a local troop for a girl to join. Forms used for signing up for training classes and the Find a Troop feature will be tested to make sure all user procedures are analyzed. Hierarchical task analysis will be used to determine if the navigation enables users to find specific information, such as the Girl Scout Pledge and the session times for the Flying G resident camp. The analysis will ensure that there are multiple ways to get information, such as using the main links, the site map, site search, contact a staff member or look at the FAQs page. 

Pre-launch testing will start four weeks before the launch. During the first week the developers will test the functionality, features, links, and forms. Then the Web team will do a usability inspection of the site using the checklist from Brink, p. 412 (Brink, 2002). Scandinavian Design (Brink, 2002) group walkthroughs will be conducted with staff during the third week to ensure that the original requirements for each section have been met. User task-based testing with five staff members unfamiliar with the new Web site will also take place the third week. The PR specialist and project manager will facilitate the user testing. Tasks will include “Find the Sewing Program Kit” and “Register for a training class.” The checklists in Chapter 12 (Brink, 2002) will be used as guidelines. The forth week will include group user testing with tasks sent via e-mail to members, troops leaders, girls and their families. Feedback, errors reports and enhancement requests will be documented and prioritized according to severity, cost, and number of requests. 

Post-launch the marketing and public relations team will print postcards announcing the new site and distribute them to troop leaders, members and staff. Announcements will be made in all the printed publications and a press release will be sent to media. Meetings, including a brown bag lunch, will be held with staff, board members and troops to introduce the site and get feedback. Staff will be trained to use the content management tool to update the site content. Web Trends will be used to monitor hits and traffic on the site.  A feedback survey, based on the Brink checklist, p. 76 (Brink, 2002) will be used on to get immediate feedback from users after the site is live. 

Site testing by the development company is included in the cost of the Web site, which is currently $18,000. Work is billed at $125 an hour. The Shop and the Cookies Now!! Cookie Sale site brings the total for all Web site enhancements to approximately $40,000. Additional costs for testing the site using Council staff, members and troop leaders will be minimal; paid staff will conduct the testing and monitor the results. No additional monetary compensation will be given to participants. Rather, staff members who find the most errors during testing will be given candy as a reward. 
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