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Executive Summary  

 

Objectives 

The objective of this analysis is to assess the effectiveness of an online graduate certificate 

program to identify any interventions that may increase satisfaction among stakeholders, 

especially tutors, while maintaining high quality learning for students.   

 

Background  

The steering committee of the program is mandated to ensure the program and course delivery 

is optimal for stakeholders.  The steering committee, however, has been approached regarding 

a growing issue with tutor workload. The committee has requested a review of the program 

delivery to identify any potential interventions that will increase tutors’ job satisfaction, maintain 

a low demand on faculty contributors, ensure high quality learning and student retention, without 

negatively affecting the overall program budget.   

 

This initiative aligns with the mission and vision of the department by applying and promoting 

principles of interprofessional education and knowledge exchange with students who are self-

directed life-long learners.  This initiative also aligns theory, education, research, and practice 

towards creating learners who are experts in their community.   

 

Summary of Performance Improvement Analysis 

6 Boxes Current Desired Gap 

Feedback & 
Expectations 

Roles not well defined  
Feedback unstructured 

Clearly defined roles 
Formal feedback 

Role definition 
Structure feedback 

Resources Some resources for tutors  Accessible understandable 
resources 

Distance education 
resources 

Consequences & 
Incentives 

More work than allocated 
compensation 

Fair compensation for work Compensation based on 
class size 

Skills & knowledge Some expert content beyond 
scope of tutor knowledge 

Experts manage complex 
discussions 

Allocation of discussions 
appropriately 

Capacity Bilingual work is time 
consuming 

Have work translated Mechanisms for 
translation 

Motivation Tutors are highly motivated All stakeholders to be highly 
motivated 

Group cohesion 

 

  



 

4 

About the Review 

Request 

Recently one of the program tutors indicated that their workload is increasing while the financial 

compensation remains unchanged.  It is suspected that this is a common sentiment among both 

current tutors, who have a lot of experience and are integral to the success of the program.  It is 

important to address their concerns to maintain a high level of performance and job satisfaction.  

The steering committee of the online graduate certificate has requested a review of the roles 

and responsibilities of the program stakeholders as well as an analysis of the technology and 

teaching interface to identify any interventions to improve the overall functioning of the teaching 

and learning system.  

Business Need 

The steering committee of the program is mandated to ensure the course delivery is optimal for 

contributors, tutors, and learners.  However, the committee has recognized a growing issue with 

tutor workload and has requested a review of the program delivery to identify any potential 

interventions that will increase tutors’ job satisfaction, maintain a low demand on faculty 

contributors, ensure high quality learning and student retention, and have no negative impact on 

the overall program budget.   

 

It is important to ensure tutors are capitalizing on the functions and features of the learning 

management system (LMS) to minimize their workload and most efficiently use their time.  It 

may also be necessary to limit class size to be manageable for the tutors.  It is important to 

ensure the classes are well managed and to ensure overburden on tutors is not leading to 

attrition.   

Goals 

The goal is to identify ways to improve the overall functioning of the program, by: 

● Identifying the factors that influence the performance of the tutors and stakeholders. 

● Recommending performance improvement initiatives that will close the gap between 

current and desired performance. 

● Addressing the issue of tutor workload. 

● Ensuring high quality learning and student retention. 

● Maintaining a low demand on faculty contributors. 

● Having no negative impact on the overall program budget. 
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Performers 

The certificate program is relatively small. Since individuals hold multiple roles, the 

responsibilities tend to overlap. Considering this, the certificate program needs to be analyzed 

as an ecosystem.  Stakeholders are divided into four categories: directing roles, teaching roles, 

online learners, and supporting roles. The teaching and learning interface is between the 

teaching roles and the online learners. Tutors are the main stakeholder on the teaching side of 

the teaching-learning interface. Thus, the analysis of the system will focus on the tutors as the 

primary performers.   This also aligns with the original concern from a tutor about workload.  

 

The figure below depicts the roles of the stakeholders in the certificate. 
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The table below indicates the number of individuals in each role. 

Performers Number Relevance 

Online learners  10-30 / course High 

Tutors 2 Highest 

Contributors  ≅30 Low 

Supervisors  ≅10 None 

Program co-chairs 2 High 

Communications Manager 1 High 

Program Coordinator  1 High 

Student Affairs Coordinator 1 Low 

 

Performer Narrative 

Tutors 

There are two tutors in the program and both have been involved in the program since 2012.  
The tutors are passionate about their work and are highly engaged in what they do.  They have 
numerous responsibilities involved in helping learners navigate and strategize the material, 
guiding them through the various modules provided by the various contributors, answer 
questions, facilitating and initiating discussions, correcting assignments, and providing feedback 
to learners. They are the main performer in teaching the content and are pivotal in the look and 
performance of the online courses.  Their workload per course varies based on class size and 
student dynamics.  Class size can impact tutors workload by a factor of 3-5 compared to 
average, and linguistic diversity can vary workload by 20-25%.   

Online Learners 

Based on the course evaluations, the learners are satisfied with the online program and the 

flexibility it has to offer. They spend about 4-7 hours per week on the course. They appreciate 

the interdisciplinary approach and learning from the experts. They find the LMS adequate to 

use, with a particular appreciation for the discussion board, which is a very helpful feature.  

They are overall satisfied with the content of the course and are very appreciative of rapid 

answers from the tutors.  
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Communication Manager 

Based on communications, surveys and interviews with students, tutors are very helpful and 

available as needed. According to the communication manager, tutors are passionate about the 

material they teach, and they encourage their students to share their stories and experiences 

with their peers.  However, with a high number of active students, tutors can easily get 

overwhelmed, especially when it comes to encouraging students’ participation and managing 

language barriers. Actually, tutors have always been hesitant to express their concerns to the 

committee, which is a matter that needs to be addressed.  

Program Coordinator 

Enrollment has nearly doubled since the program inception in 2012 and some cohorts are larger 

than others.  There are two tutors in the program and their financial compensation is determined 

by university guidelines, which is $31 per hour. The tutors have received a fair amount of 

training on the LMS and some features are highly appreciated, such as the ability to copy 

previous year’s content when developing a new course, which saves having to reformat each 

time.  Furthermore, the discussion board provides learners with a great way to interact. 

However, there are added features that could be implemented to lessen the burden on tutors, 

such as marking rubrics as well as activities where students can autonomously co-construct 

knowledge using collaborative online learning technologies.  
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Context 

Data collection 

Informal interviews (in person and via email):  

Primary data was collected via informal interviews, in person and via email.  Using the Six-

Boxes Model, formulated questions were formulated based on each category for each 

stakeholders: Tutors, Program coordinator, and Program manager.  (see Appendix for 

questions) 

 

Internal documents 

Secondary data, such as brochures, marketing materials, course website content, were also 

reviewed and considered.  

 

Observation 

This performance needs analysis includes the unique opportunity for direct observation since 

one of the consultants has a dual role as the Program Coordinator.  For two years, he has had 

the opportunity to observe and be involved in discussions with the steering committee as well as 

other stakeholders regarding the program and performance needs.  

 

Existing course evaluation 

At the end of each course, learners are asked to fill out an evaluation form of their overall 

impressions of the course content, the methodology and the learning tools implemented. The 

results from over 15 course evaluation summaries were analyzed to determine the gap between 

the current and the desired performance.  
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Performance Improvement Model 

Six-Boxes Model 
We gathered primary data from the main stakeholders by crafting several questionnaires using 

the Binder (1998) Six-Boxes model, which offers a portrait of major factors that influence work 

performance. This model evaluates the organizational environment, which includes information, 

resources, consequences and incentives. It also evaluates the individual factors, which include 

skills and knowledge, capacity and motivation.   

 

1- Information (Feedback and expectations): 

● To Tutors: Describe your tutor tasks, your job expectations, standards and procedures? 

What’s not expected of you? 

● To Communications Manager (CM): What’s the role of the tutors and what’s expected of 

them? What’s not expected of them? 

● To Tutors: How often do you get feedback from your superiors? 

● To CM: How often is feedback given to the Tutors? 

2- Resources 

● How do your students feel about LMS?  

● How do you (as a tutor) feel about LMS?  

● How do you troubleshoot the LMS? What type of technical support do you get when you 

have technical difficulties? 

● How elaborate and useful was your LMS training? 

● How user-friendly were your manuals?  

● How are the tutors managing their workload? How do they prioritize their tasks? 

3- Consequences and incentives (Both financial and non-financial) 

● What happens if not all LMS features are used by the tutor? 

● Tutors feel they are under-compensated for the amount of work they do, how does this 

affect their job satisfaction? are they frustrated? upset? Etc… 

4- Skills and knowledge 

● What is the most challenging task? 

5- Capacity  

● How comfortable are you managing a discussion forum in both English and French? 

● Are there lifestyle circumstances affecting your performance? 

● Are there health related issues affecting your performance? 

6- Motivation 

● How motivated are the tutors in their roles? 

● How open are you to voice your concerns with upper management? 

● How open are the tutors to voice their concern to upper management?  
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Performance 

Using the questions derived from the components of the 6 boxes model, information was 

collected and triangulated to describe the current and desired performance as follows:   

Current performance 

The tutors are the main performer in the teaching-learning interface, and both of them have 
been involved in the program since its inception in 2012.   The tutors are the primary contact 
and they interact with the learners the most. Their primary goal is to guide learners through the 
various modules provided by the various contributors. They introduce the students to each new 
topic, guide and help them navigate and strategize the material and answer questions if needed. 
Tutors also initiate and facilitate discussions as well as correct assignments.  They are 
responsible for the final look and performance of the online courses.  
 
Tutors responsibilities 

1. Facilitate learning on discussion board by engaging students while managing and 
monitoring topics 

2. Create, update and correct assignments (or transferring them to the faculty correcting 
them and follow up), and post grades 

3. Communicate with learners, welcome students and facilitate introductions 
4. Answer student inquiries 
5. Manage class, facilitate course flow and activities for students, facilitate use of the LMS 

for students who need help, notify certificate coordinator of students at risk 
6. Ensure all students engage in course and keeping up to date, ensure groups are 

functioning and present for assignments 
7. Communicate with coordinator on as needed basis, notify lecturers when their lectures 

are being presented to look at discussions 
8. Course preparations (technical) 

a. assist coordinator in the uploading of new and updated content 
b. ensure all new material is available in 2 languages 
c. ensure all lecture material opens appropriately 
d. ensure assignments are translated and relevant to course material 
e. report missing content and technical/ operational issues to coordinator 

9. Course preparations (content) 
a. update course syllabus in two languages 
b. review course comments from students of previous semesters 
c. ensure the lectures material is up to date 
d. set up quizzes 
e. setup discussion board for students according to lecture material, class size, and 

language 
f. set dates on the LMS for lecture material 

  
Both tutors communicate with each other to plan and troubleshoot. They also offer 
recommendations to the steering committee for updates to their courses.  In addition, tutors also 
work closely with the program coordinator to develop and implement the courses.  They are also 
responsible for reporting the evaluation results.   
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Based on their current role and responsibilities, tutors find that managing the discussion board 
can be the most time consuming.  The time required for the discussion board varies from 
engaging a group that has less interest in learning from one another to managing the 
appropriateness of input from students on the discussion board.  Large class sizes make it 
necessary to monitor the discussion twice daily to keep up and translate.  Correcting 
assignments is also very time consuming.  However, ironically managing discussions and 
correcting assignments are the tutors favourite parts of the role.  In addition, how time 
consuming the courses are changes from semester to semester, depending on the student 
inter-dynamic, motivation, characteristics, and level of experience and education in the field.  In 
addition to the discussion board and correcting assignments, one of the tutors reported that 
reviewing comments from previous terms while preparing for the next session and troubleshoot 
with group work dynamics are also time consuming tasks. 
 
Tutors use of the learning management system 

Tutors initially received several training sessions on the LMS resulting in 18-25 hours with The 

University support services offices. Several update sessions and ad hoc consults with support 

services. They also engaged in a fair amount of self-teaching. There are mixed feelings 

regarding whether their training on the LMS was adequate.  Some issues arise with updates to 

the LMS, some issues with transferring training to practice and with managing online discussion 

boards with large groups.  There are also mixed feelings regarding whether the functions of the 

LMS are being optimized. They feel that the current LMS is better than others they have used 

(ie, better than moodle). 

 

Tutors roles and administrative issues 

The workload is linked to class size, which varies per term.  Class size can impact workload by 

a factor of 3-5 compared to average.  The diversity of classes is increasing as well, this brings 

20-25% more work with language translation and multilingual discussion monitoring and 

facilitation.   

 

Overall, tutors do not receive much formal feedback from the steering committee.  They also do 

not receive much feedback from learners since generally only 50% of students fill out 

evaluations.   

 

Tutors are open to sharing concerns with the steering committee and feel that there are some 

misconceptions related to their roles and responsibilities as well as their compensation.  
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Desired performance 

The stakeholders interviewed found it difficult to describe the desired performance for tutors.  
Based on the data collected the desired performance is described as follows: 
 
Tutors will inspire learners and motivate them to learn.  Tutors will welcome the students to 
each new topic or introducing each section, guide and help them navigate and strategize the 
material and answer questions if needed, facilitate and initiate discussions, correct of 
assignments.  Ideally, the tutors will understand the and be able to use the features of the LMS 
in order to employ any of them during the courses to most efficiently use their time and most 
effectively teach students.   
 
Tutors’ desired responsibilities 

1. Facilitate learning on discussion board by engaging students while managing and 
monitoring topics 

2. Post grades 
3. Communicate with learners, welcome students and facilitate introductions 
4. Answer student inquiries,  
5. Manage class, facilitate course flow and activities for students, facilitate use of the LMS 

for students who need help, notify certificate coordinator of students at risk 
6. Communicate with coordinator on as needed basis, notify lecturers when their lectures 

are being presented to look at discussions 
7. Course preparations (content) 

a. update course syllabus in two languages 
b. review course comments from students of previous semesters 
c. ensure the lectures material is up to date 
d. set up quizzes 
e. setup discussion board for students according to lecture material, class size, and 

language 
f. set dates on the LMS for lecture material 

 
The desired performance of tutors does not involve: 

1. Assignment creation, updates, corrections (or transferring them to the faculty correcting 

them and follow up) 

2. Ensuring all students engage in course and keeping up to date, ensure groups are 

functioning and present for assignments 

3. Technical aspects of course preparations  

a. assist coordinator in the uploading of new and updated content 

b. ensure all new material is available in two languages 

c. ensure all lecture material opens appropriately 

d. ensure assignments are translated and relevant to course material 

e. report missing content and technical/ operational issues to coordinator 

 

Tutors desired use of the learning management system 

Tutors and stakeholders have a good understanding of all features of the LMS and are able to 
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make informed decisions on which ones to use in order to best engage students without 

overwhelming students with too many different teaching methods.  Tutors will have user-friendly 

tutorials that are well indexed and searchable. 

 

Tutor roles and administrative issues 

Compensation to be better aligned with workload, somehow a combination of a baseline amount 

per term perhaps with some variation by the number of students.  

 

Faculty and expert contributors to be more invested in the success of the program and have a 

better understanding of the program in order to promote it to potential students.  
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Cause Analysis 

Considering the current and desired performance described above the components are 

refocused into the 6 boxes model. 

 

Feedback & Expectations 
 
Roles and responsibilities are 
not clearly defined and not 
well understood by other 
stakeholders. 
 
There is not enough formal 
feedback, from the students 
or among the steering 
committee. 
 
There is not formal feedback 
on the programs use of the of 
the LMS features.  
 

Resources 
 
There are few simple 
reference guides on the LMS. 
 
There is not enough support 
on the technical aspects of 
the course preparations and 
evaluations. 
 
There is not enough 
stakeholder engagement in 
the discussion boards.  
  

Consequences & Incentives 
 
The incentives are not 
directly related to working 
additional hours for large 
classes. 
 

If not all MLS featured are 

used, tutors may fall behind 

in their tasks and become 

overwhelmed with the 

workload.  

 
 
 

Skills & Knowledge 
 
Some discussion board items 
are difficult because they 
pertain only to contributions 
by subject matter experts 
who do not have an ongoing 
involvement in the program 
and teaching. 
 
Lack of skills and knowledge 
around using the LMS 
advanced features. 
 
 

Capacity 
 
There are some issues with 
efficiently carrying out tasks 
in two languages.  
 
Not all learners enter the 
program with online learning 
knowledge or experience. 
 
 

Motivation 
 
There is a range of motivation 
to engage in the program 
among tutors, contributors, 
and stakeholders.  
 
Tutors seem to be very 

passionate about the course 

they tutor. They have enough 

experience and they are well 

appreciated by the learners 

and other stakeholders. 

 

Tutors may not be motivated 

to use LMS advanced 

features. 
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Performance Improvement Opportunities 

Based on the Six-Boxes analysis, the following performance improvement opportunities are 

suggested for consideration to address the gap between current and desired performance.  

These opportunities are prioritized based on the following categories: feasible, realistic, 

culturally compatible, relevance.  Alignment Criteria (1 low and 4 is high).   

 

 Feasible 
(can it happen) 

Realistic 
(will it happen) 

Culturally 

compatible 

Pertinent 
(to performance) 

Strength 

Score 

Suggested 

Priority 

Clearly define roles and 

responsibilities of tutors and 

other stakeholders and 

communicating these among 

those involved in the 

program. (Team) 

4 4 4 4 16 1 

Source or create easy to use 

and indexed reference guides 

on the LMS. (Envt) 

4 4 4 4 16 2 

Implement formal feedback 

mechanisms for stakeholders 

using agreed upon 

expectations.  (Team) 

4 3 4 4 15 3 

Provide technical LMS  

information for new learners 

to ensure that even from the 

first session, there is a 

baseline understanding. 

(Envt) 

4 3 4 3 14 4 

Convene stakeholders on an 

annual basis to share success 

stories and increase 

engagement and motivation 

to contribute and promote 

the program. (Team) 

4 3 4 3 14 5 

Increase training on the 

features of the LMS, including 

arranging refresher courses 

or explanations of  updates 

from the University 

3 3 3 4 13 6 
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technology and support 

offices. (Team) 

Provide second language 

training or support where 

required. (Indv) 

4 3 3 2 12 7 

Reassign course preparations 

including upload new and 

updated content,  ensuring 

all lecture material opens 

appropriately and is available 

in two languages.  (Indv) 

3 3 2 4 12 8 

  

Reassign the assignment 

creation, updates, corrections 

(or transferring them to the 

faculty correcting them and 

follow up). (Indv) 

2 2 2 4 10 9 

Reassign ensuring all 

students engage in course 

and keeping up to date, 

ensure groups are 

functioning and present for 

assignments.  (Indv) 

2 2 2 4 10 10 

Limit class sizes to 

standardize workload based 

on what tutors determine as 

a manageable number (i.e. 

ratio of 1 tutor per 20 

students maximum). (Envt) 

2 2 1 4 9 11 
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Objectives and Summative Evaluation 

Depending on the performance improvement intervention(s) implemented, the following levels of 

needs, objectives and evaluations should be integrated and employed: 

Need Level Objectives Evaluation Method 

There needs to be at 
least no change to the 
annual budget, perhaps 
with a slight positive 
return on investment 
 

Level 5:  
ROI 

ROI between 0% - 15% 1- Calculate: (Revenue per student 
multiplied by Number of students per 
class) divided by (Tutor compensation 
per class x Number of tutors per 
class) 
2- Repeat the calculation for each 
class over the past two year to 
calculate average for past 2 years 
3- Proceed with the same calculation 
for Fall 2017 
4- Find any change between Fall 
2017 and past average 
5- Compare change to money spent 
on intervention 

Tutors time 
 
Fewer issues with 
workload 

Level 4: 
Impact 

Decrease tutor time-on-
task 
 
Increase tutor work 
satisfaction 

Tutors self-reports 
 
Course evaluations 
 
Number of concerns raised 

A more efficient way to 
run the weekly course 
activities. 

Level 3: 
Application 

Reduce tutors time 
required to complete tasks 

Tutors self-reported time spent and 
review online discussions 
 

An understanding of the 
initiatives and the ability 
to implement and 
support them.  

Level 2: 
Learning 

Tutors will be able to utilize 
more features of the LMS 

Review course design 

Stakeholders must 
understand the reasons 
for the interventions and 
believe in the intended 
impact.  
 
The steering committee 
must support the 
interventions.  

Level 1: 
Reaction 

Intent to implement 
changes 
 
Share a common view for 
the performance 
improvement of the system 
 
Comfort with roles and 
responsibilities 

Focus group discussion 
 

Pilot test interventions  
 
Launch interventions 
during the next 
academic cycle.   

Level 0: 
Input 

Implement pilot project in 
one course in Fall 2017 
 
Implement changes to 
POTH 664 for the Fall 
2017 term 

Review course preparations 
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Constraints 

The performance improvement intervention must be implemented within the following identified 

constraints: 

 

● Regulations and guidelines on compensation are dictated by the University 

● The University and the Department strategic plan, accreditation, and priorities may 

impact the program 

● The University has regulations on student feedback and evaluation procedures; it is 

beyond the jurisdiction of the program steering committee to make it more formal, thus 

there is minimal ability to increase response rate of student evaluations 

● The choice of LMS and its updates are determined by the University 

● The budget is determined by the department and conveyed to the program directors 

● Varying time zones and background education of students 

● Providing all materials and activities in both French and English languages is mandatory 
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