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Desjardins

(o1 L ENVEEIRERCEN I The Federation is the organization that supports the Desjardins
caisses (credit unions) in Québec. Its mandate is to provide the credit
unions with the services they require and to coordinate the efforts of
all other Desjardins Group components, some of which report directly
to the Federation such as Capital Desjardins and Desjardins Trust.

Best Use of Blended Learning

Desjardins is the leading financial cooperative in Canada and the
largest association of credit unions in North America with 7 million
members and clients and 45,547 employees.

Lévis, Quebec, Canada
Assets: CAD $275.1 billion; surplus earnings for 2017: $2.215 billion.

CILLEIRTEIERERLEN Heavily present in North America, operates in 50 countries.
that you operate in or
provide services to)

Customers/Output, Through its personal and business services, wealth management, life
LN (GG G0 8| and health insurance and property and casualty insurance business
L A B segments, Desjardins Group offers a full range of financial services to
members and clients designed to meet their needs.

Finance, banking, insurance (life, health and property).
Stock Symbol N/A
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Budget and Timeframe

Budget and Timeframe Five-digit budget, 17 days to prepare the program,
deployed in a cohort system starting in April 2017 and
ongoing to this day.

Overall budget 5 digits.

Number of (HR, Learning, Talent) W3
employees involved with the
implementation?

Number of Operations or Subject [
Matter Expert employees involved
with the implementation?

Number of contractors involved ¥l
with implementation

Timeframe to implement 17 days

Start date of the program April 2017

Business Conditions and Business Needs

The Institut Coopératif Desjardins caters to 10,000-plus leaders every year and had been
looking to provide a more efficient integrated and social learning experience for
employees promoted to their first management role. Leveraging the existing in-person
seminars with a digital platform made the most sense in helping drive this program as the
first of many more to come.

e Goal of the program:

o Develop the competencies in management and leadership of new
managers to help them succeed in their role while aligning to Desjardins’
values and behaviors.

e Targeted audience:

o Employees who are in their first management experience within their
professional career (three months into their management role).

e A blended learning was strategic in helping manage a standardized learning
experience for eight different cohorts of 15 to 20 managers dispersed between
Quebec and Ontario.
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e CrossKnowledge suggested testing the BlendedX for the first two cohorts and after

a promising first two months with positive reviews from the participants, the

decision was made to roll out the rest of the program throughout 2017 and early
2018.

Overview

New managers are enrolled in a new manager program focused on developing their
leadership skills. The curriculum is made of three blocks each with their own set of
activities.

The delivery methods were:

o |LT.

e elearning — curated content.

e Asynchronous learning.

e Psychometric personality assessment.
e Peer-to-peer sessions.

The established goal was to provide an engaging training experience not solely based on
classroom learning and that was achieved. Participants rated the course positively with a
focus on the power of exchanging with their peers online — as a result, the main goal was
achieved.

This curriculum was a pilot program within the institute in leveraging CrossKknowledge’s
portal for blended learning. Its success drove the Institut Coopératif Desjardins to
introduce two new programs for directors and front-line managers leveraging the same
blended learning modality. By the end of 2018, Desjardins expects an average of 500
participants to be engaged in a similar blended learning journey.

Design of the Program

The audience were employees promoted to a management for the first time in their
professional careers and who had been in the role for less than three months.
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Figure 1: New Manager Development Program

Welcome to your New Manager development program!
Subjects covered:

BLOC 1: GETTING TO KNOW YOURSELF AND THE ORGANIZATION
1. Understanding your personality
2. Becoming a manager
3. Credibility/influence and value chain
4. Managing stress and directing your energy
5. Practical exercise and pear coaching
BLOC 2: LEADING A SUCCESSFUL TEAM
1. Using engagement to promote performance
2. Enhance your team's performance
3. Building strong relationships
4. Communicating to motivate and inspire
5. In-class pear coaching
BLOC 3: MANAGING OPERATIONAL EFFICIENCY
1. Managing operational efficiency
2. Managing time and priorities
3. Holding effective meetings
4. Making decisions
5. Practical exercise

Source: Desjardins
e The design of the program was the following:
o Block 1: Changing role, getting to know the organization.
= A psychometric questionnaire to provide a personality assessment.
o Manager one-on-one (with participant’s own manager).

o Curated Crossknowledge content for impactful micro-learning resources
(faculty videocasts plus sessions plus essentials).

o Block 2 and 3: Leading a successful team and managing operational
efficiency.

o Two days of in-person classroom training for each block.

o Curated Crossknowledge content for impactful micro-learning resources
(faculty videocasts plus sessions plus essentials).

e Course concludes with peer-to-peer sessions.
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Delivery of the Program

e The blended learning program was delivered to its audience using a streamlined
interface provided by CrossKknowledge with a focus on a description of the course
and direct entry into the curriculum.

e The curriculum was designed with CrossKnowledge, more specifically with
CrossKnowledge’s BlendedX technology. It consisted of four steps, each
containing its own set of activities to guide the learners through the three-month
program.

o Three additional workspaces were provided with the course:

= People — To help the new managers discover the members of their
cohort and connect.

= Share — A workspace dedicated to discussion between cohort
members.

= Activity — Designed to help the participants track their classroom
activity, online modules and various activities.

e Crossknowledge’s My Learning app facilitated the mobile learning experience for
the participants by providing the same experience on-the-go as in the office.

Change Management Efforts

e Most of the challenges encountered focused on how to keep the participants
engaged for months at a time, not just in the very first 30 days.

e The participants from the first two cohorts demanded to have access to the
classroom content in the blended learning course.

e Communication was not frequent and needed to be improved to help drive the
participants toward connecting more in the final month of the program.

e Recommendations were made by Desjardins’ L&D team to improve the
experience and create a lasting learner engagement:

o Review the learning path to make certain online modules necessary for the
in-classroom events.

o Make the portal accessible to the facilitator to better coordinate the
learning activities with the classroom ones.
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o Make use of the push-and-pull communication features available with the

CrossKnowledge portal.

o Build a continuing learning-model for after the program that’s focused on
core competencies.

e The first thee recommendations were taken into account for the following six
cohorts while the last recommendation is under consideration for this year’s
program follow-up.

Measurable Benefits

e The ROI of the blended learning program was measured using a course survey
mandatory for the participants finishing an NPS score. The first two cohorts
(roughly 40 participants) granted the overall blended learning experience an NPS
score of 93.

e The participants’ review and results were carefully analyzed to help make the
recommendations discussed above. The impact of the course was very positive
and the participants expressed the desire to see more of this modality as part of
their development.

Overall

The main takeaway was that online learning had great potential for the Institute’s
programs and could help modernize the current learner experiences. Since this blended
learning pilot curriculum for new managers was launched, one similar blended program
was designed for directors as well as one for front-line managers.

For the upcoming cohorts in 2018, Desjardins is looking to design a continuing learning
experience with a more comprehensive portal focused on helping the participants
improve their skills on Desjardins’ core competencies after completing the curriculum.
Desjardins also is looking to further empower the coaches so that they may leverage the
portal’s new facilitator features to engage with the participants and provide a deeper tie-
in between the classroom content and the online experience.
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About Brandon Hall Group

Brandon Hall Group is an HCM research and advisory services firm that provides insights
around key performance areas, including Learning and Development, Talent
Management, Leadership Development, Talent Acquisition, and HR/Workforce
Management. With more than 10,000 clients globally and more than 25 years of
delivering world-class research and advisory services, Brandon Hall Group is focused on
developing research that drives performance in emerging and large organizations, and
provides strategic insights for executives and practitioners responsible for growth and
business results.

Inspiring a Better Workplace Experience

Our mission: Empower excellence in organizations around the world through our research
and tools every day. At the core of our offerings is a Membership Program that combines
research, benchmarking and unlimited access to data and analysts. The Membership
Program offers insights and best practices to enable executives and practitioners to make
the right decisions about people, processes, and systems, coalesced with analyst advisory
services which aim to put the research into action in a way that is practical and efficient.

Membership Offers Tailored Support

Our membership delivers much more than research. Membership provides you direct
access to our seasoned team of thought leaders dedicated to your success, backed by a
rich member community, and proactive support from our client services team.

RESEARCH ACCESS & EVENTS
¢ Reports

¢ Case Studies, Frameworks & Tools
e DataNow® & TotalTech®

* Webinars and Research Spotlights
¢ Annual HCM Conference

¢ Ask the Expert

e 1 on 1 Consultations
® Research Briefings

e Benchmarking
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CLIENT SUCCESS PLAN

* Your Priorities

e Executive Sponsor

¢ Client Associate
* Monthly Meetings

Strategic Consulting Offers Expert Solution Development

Our consulting draws on constantly updated research and hundreds of case studies from
around the globe. We provide services that simplify and target efforts to produce business
results.

BENCHMARKING

» Competitive/Comparative
e Maturity Model

e Custom Research

STRATEGY

¢ Business Case
® Planning
e Organization & Governance

TECHNOLOGY SELECTION
* Vendor Selection

e Architecture Design

e Systems Evaluation

DEVELOPMENT & INTEGRATION
¢ Program Design

e Assessment

e Survey

® Process Integration

For more information, contact us at success@brandonhall.com.
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