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Budget and Timeframe

Budget and Timeframe

Overall budget $6,897.75

Number of (HR, Learning, 1 Instructional Design Sr. Manager

Talent) employees involved 3 Instructional Design Manager

. . N _ _
with the implementation? 3 Instructional Designers

Number of Operations or None — The initiative was led by the instructional
Subject Matter Expert design team of Sutherland.
employees involved with the

implementation?

Timeframe to implement 4—-6 weeks

Start date of the program May 2021

Business Conditions and Business Needs

Sutherland’s Digital Learning Group (DLG) started getting more projects due to the influx
of training transformation requests towards the end of 2020. This required an urgent
need to fill instructional designer positions to complete the projects effectively. As a
response, DLG opened its doors to Sutherland’s training delivery team, most of whom are
adept in facilitation but needed guidance and support in instructional design and
development. As projects were implemented, opportunities in efficiency and overall
quality of output produced by the newly onboarded resources were observed. This had
an impact on the turnaround times of the deliverables and decreased cost savings for the
organization. Though there are existing risk management and mitigation practices to
address potential project issues related to quality and on-time delivery, Sutherland
needed a sustainable and steady-state solution.

To address the performance gaps, the Instructional Design (ID) Learning Series skills
development program was conceptualized and released in the second quarter of 2021.
This helped reinforce the newly onboarded resources’ instructional design knowledge
and skills and align them with Sutherland DLG’s current workflow to ensure speed-to-
proficiency.
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Overview

The ID Learning Series is a transformation of the current onboarding program into a one-
size-fits-all solution that addresses different new hire profiles with speed-to-proficiency
as the primary motivator. While there are readily available training programs on
instructional design, Sutherland DLG evaluated and selected topics most relevant to the
team’s design and development processes.

The ID Learning Series is comprised of eight modules that leverage different instructional
design concepts (see Figure 1).

M6 o
Instructional Design Learning Series Offline task ® M6 Coaching

Learner’s Journey

(w7 M8: Evaluation

M1: Instructional Design

M2: Instructional Design || M3: Analysis
Mod

- Facilitating Train-the- |+ Kirkpatrick's Four
Trainer (TTT) Sessions | Levels of Evaluation

+ Cognitive Theory of Implementation, and
Multimedia Learning Evaluation (ADDIE)

+ Intrinsically Motivating |+ Successive
Instruction Approximation Model

Figure 1 — Instructional Design Learning Series — Learner’s Journey

The curriculum includes self-paced reading materials to introduce the instructional design
concepts, virtual instructor-led training sessions and immersive workshop activities with
coaching sessions to simulate real-world work applications and help learners relate the
concepts to actual tasks or workflows in the DLG design and development process.
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Design of the Program

During the conceptualization of this program, DLG came up with a list of three design
considerations:
e The arrangement of the topics should mirror the DLG processes.
e There should be a variety of engaging and learner-centered activities that help
simulate the actual workflow.

e The training schedule should be flexible enough to allow both learners and
facilitators to still complete their day-to-day tasks with ongoing DLG projects.

Operational Framework

To address the first consideration, the ID Learning Series used the actual DLG design and
development workflow to map out the sequence of the learning modules. This helps
ensure that the learning experience is consistent with how the design and development
process is implemented (see Figure 2).

ID Learning Series

Integration of Instructional Design Concepts and DLG Processes

Y A'd N\
01 Initiation and 02 Iterative 03 Iterative Development 04 Implement and Evaluate
Collaboration Design
of C Rotating steps of smaller units from of p g
information and design approach approved designs to Alpha, Beta, and check and delivery of training content.
training needs. through rotating moving to Gold stage. Post training evaluation is conducted
Stakeholders steps of Continuous evaluation at any point using the four levels of evaluation.
Sutherland DLG Process and project team des‘n’gmng. allows for quick iterations.
collaborate to prototyping, and
design a product reviews.
focusing on
performance,
product, and
content. > g_ > b S
N\ 7\ Z\ /
— Ve N/ A" ' N
M1 M2: i M3: ly M4: Design M5: D Mé6: D M7: Ms:
Design 101 Design Models (ILT) (E-learning)
* Overview of ID + ADDIE * Identifying the + Course Outline + Gagne’s Nine . . F T . ’s Four
[»] Learning * Experiential + SAM Training Need o Bloom's Events + Storyboarding Sessions Levels of
Series Leamning Taxonomy * Merrill's Principles Evaluation
+ Cognitive Theory o Leaming of Instructions.
TOP‘CS of Multimedia Objectives * Writing Tips
Learning o Organizing o Activity
* Intrinsically Topics Instructions
Motivating o o
Instruction X Jt Questions Jt k
J

Figure 2 — ID Learning Series Operational Framework

Learning Experience: Goal-based Scenario Framework

The second design consideration is inspired and based on a constructivist model called
the Goal-Based Scenario Frameworkl. The framework provides that a sound instructional
design has a defined list of covered topics, goals that the learners should pursue, concrete
tasks to perform, and available resources to support learners’ onboarding — all within an
environment conducive for learning.

© 2022 Brandon Hall Group. Not Licensed for Distribution. Page 4



Brandon Hall Group

EXCELLENCE
AWARDS 2022

HCM SPRING PROGRAM

R

{ FEEDBACK

ID Learning Series

Goal-Based Scenario Design Framework
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SCENARIO OPERATIONS

A story that describes and explains Activities that the learners will perfom\§ Just-in-time mentoring and
i the need to complete the mission  : to fulfill the mission i support that learners will

i receive

Target skills that the learners must
i achieve by the end of the training.

o o o o

MISSION

6]
EE]

RESOURCES

ROLE
Accessible information that the

learners can access to help them
achieve target skills

Realistic, achievable, and
motivational objectives that the
learners must pursue

A character with target skills that
the learner will need to play while
in training

Figure 3 — Goal-based Scenario Framework

As an overarching theme of the curriculum, each element of the Goal-Based Scenario
Framework was applied to the overall design.

e Learning Goals: By the end of the training, the learners are expected to design a
training curriculum based on uncovered needs and create training materials based
on ID concepts.

e Mission: The learners must complete an instructional design project from end to
end, following DLG’s established processes.

e Cover Story: The learner is assigned their very own instructional design project
and the client needs their help to build a new hire curriculum (see Figure 4).

Homestay Online Retail Banking Streaming

Website

* We need to train agents
on how to book, cancel a
booking, change their
reservation, and other
inquiries like accepted
payment methods.

* This is a five-day new hire
training curriculum for a
homestay website
program (travel vertical).

Platform

+ We need to train agents
on how to place orders
through the online retail
website, provide status
updates to customers,
process returns or refunds,
and answer general
inquiries.

* This is a five-day new hire
training curriculum for an
online retail platform
program (retail vertical).

Institution

* We need to train agents to

answer questions on the
different savings accounts,
assisting customers with
balance inquiries,
transferring money, paying
bills, and other inquiries.

« This is a five-day new hire

training curriculum for a
banking institution
program (financial vertical).

Figure 4 — Cover Story Map
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e Role: The learnerisaninstructional designer who must conduct discovery sessions
to uncover training needs, create a training outline based on their findings, and
develop training materials.

e Scenario Operations: The learners will participate in immersive activities such as
simulated discovery sessions, mock design presentations, and output-based
activities for scripting and storyboarding.

e Resources: The learners will have access to quick reference guides on ID concepts,
activity sheets, and instructions for offline activities hosted in the LMS and
organized in the training roadmap.

e Feedback: The learners will receive regular coaching sessions that provide a venue
for feedback and clarifications based on output evaluation.

Training Approach

With the third consideration in mind, the modules within the ID Learning Series
incorporates the task-based approach illustrated below (as applicable for the covered
topics). In this training approach (see Figure 5), the learners spend 75% of the time on
offline output-based activities that allow immediate application of learning to real-world
tasks.

ID Learning Series
Task-Based Training Approach

2. VALIDATE AND ENGAGE
(Virtual Instructor-Led Training
Sessions - 20%)

1.PREPARE @ £».......... .
(Self-paced activities — 2%) :

Learners go through self-paced

reading materials that build upon

their existing knowledge of key ID

concepts and methodologies.

Facilitators evaluate the learners’

mastery by reviewing thei

Boc)

r

o

submission and provide targeted
feedback through a one-on-one

session.

Figure 5 — Task-based Training Approach

Learners participate in a virtual
workshop where the facilitator
validates their learnings and
conducts immersive activities that
reinforce their knowledge from the
preparation stage.

. EXPLORE

(Offline Activities — 75%)

Learners participate in an output-
based offline activity where they
are given the opportunity to
integrate what they have learned
through a practical application.

This approach promotes a safe environment for the learner to make mistakes, receive
feedback, and make corrections until they have completely mastered the required skills.
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Learners are unable to progress to the next module until they are mentored and given
support.

e Preparation: Learners will access and download interactive quick reference guides
that contain information about the topics covered in the succeeding workshop.
This allows learners to absorb information at their own pace in terms of their
learning and availability.

e Validate and Engage: A session of structured activities facilitated remotely through
Cisco WebEx. Below are some activities facilitated in the online sessions:

o Review activities to check their current knowledge
o Discussions to foster peer-to-peer learning

o Presentation activities to practice client and stakeholder interactions in
DLG’s real-life projects (i.e., mock discovery sessions, mock learning
engagement sessions where their peers and “clients” provide feedback
and suggestions on their curriculum outline)

o Debrief sessions that allow all learners to ask questions, clarify unclear
concepts, and for the facilitator to ensure that every learner is on the same

page

e Explore: This is where the learner’s synthesis takes place. They will apply what
they have learned in their self-paced and online sessions through an offline activity
that they can complete at their own pace within a set period. Their outputs are
materials specific to their assigned program (i.e., course outline, facilitator guide
and presentation deck, storyboard, an e-learning course prototype, and an
assessment or certification program).

e Assess: The facilitator will evaluate the output upon submission and schedule a
one-on-one coaching session with the participant to provide feedback. The learner
will then apply the feedback and make revisions, as necessary.
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Below is the curriculum breakdown of the ID Learning Series.

ID Learning Series

Curriculum Breakdown

R
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LEGEND

® Prepare (Self-paced)

® Validate and Engage (VILT)

® Explore (Offline Activity)
Assess

Module 1 Module 2 Module 3 Module 4
Instructional Design 101 Instructional Methods Analysis Design

@ Experiential Learning (Kolb) @ The ADDIE Model @® Training Needs Analysis

@® Cognitive Theory of Multimedia @®© ADDIE as a Workflow
Learning (Mayer)
@ The Successive Approximation
@ Intrinsically Motivating Instruction Model (SAM)
(Malone)
@® SAM and the DLG Process
@ Overview of Instructional Design
@© What is Instructional
Design?
@ Role of an Instructional
Designer
@ Experiential Learning
Principles
@® Cogpnitive Theory of
Multimedia Learning
@ Intrinsically Motivating
Instruction

Figure 6 — Curriculum Breakdown 1

@ Identifying the Training Need

@ Blooms Taxonomy
® Course and Curriculum Design
@® Organizing Topics
@ Designing and Writing
Learning Objectives
@ Course Outline Creation

1:1 Feedback Session

@® The Value of Gamification in
Learning

@® Sutherland’s Gamification System
@© Gamification System Creation

1:1 Feedback Session
@® Process: Learning Engagement

Simulation: Learning Engagement
Session

Module 5 Module 6 Module 7 Module 8
Development (Instructor-led) Development (E-learning and Video) Implementation Evaluation

@ Gagne's Nine Events of Instruction = @ Prototyping @© The Training-the-Trainer
Model
@ Merrill's Principles of Instruction @ Ul and UX Elements
@ Facilitating a Train-the-
Trainer Session
@® Process
@© Preparation

@® Best Practices

@ From Theory to Practice
@® The Learning Sciences
and Instructional Design
@ Gagne vs. Merrill
@® The Designer as a Writer
@®© Writing Tips

@ Prototyping @ Sutherland
@ Prototype Creation in Canva

1:1 Feedback Session
Simulation: Facilitate a Train-
@ Storyboarding the-Trainer Session
@ Write a Facilitator Guide
@ The Sutherland Storyboard
Template
@ Visual Hierarchy
@® E-learning Interactions
@® Writing Developer

1:1 Feedback Session

@ Storyboard Creation

1:1 Feedback Session

Figure 6.1 — Curriculum Breakdown 2

@ Kirk Patrick’s Four Levels of
Evaluation

@® Training Evaluation Plan
@® Designing Post-Training
Survey Questions

@®© Post-Training Survey Questions
Creation

1:1 Feedback Session

Each module follows the Prepare > Validate and Engage > Explore > Assess approach,
except for the foundational modules (Module 1 and 2). Learners are required to complete
all self-paced quick reference guides before they attend the VILT session.

The offline activities are organized to flow from one to another mimicking DLG’s actual
instructional design process that the learners will undergo once they are involved with an
instructional design project. To further explain:
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e Module 3’s Mock Discovery Session: Learners prepare a list of discovery questions
that they would ask their “clients” (a role played by design managers within DLG)
to uncover the training needs of their assigned “program.” They schedule a
meeting with their “clients” to ask these questions and gather as much
information as they can.

e Module 4.1’s Course Outline Creation: Learners design a training curriculum based
on their uncovered needs—complete with topics and/or subtopics, learning
objectives, learning deliveries, and training duration.

e Module 4.2’s Gamification System Creation: After completing their initial outline,
learners add a gamification system into their curriculum.

e Module 4.3’s Mock Learning Engagement Session: Once their gamified curriculum
is “approved” by their “clients,” the learners prepare for a learning engagement
session where they will present their curriculum to their peers for feedback.

e Module 5’s Write a Facilitator Guide: The learners select an instructor-led module
from the curriculum they created and build the module’s facilitator guide.

e Module 6.1's Prototype Creation in Canva: The learners select an e-learning
module from the curriculum they created and build an e-learning prototype using
Canva. The e-learning prototype is checked for appropriate Ul elements, branding,
and useability.

e Module 6.2’s Storyboard Creation: The learners use their output from Module 6.1
and then create an actual storyboard for their chosen e-learning module,
complete with content and instructions for the developer on navigation, element
animation, and voiceover syncing.

e Module 7’s Mock Train-the-Trainer Sessions: After completing the training
materials, learners prepare for and conduct a mock train-the-trainer sessions with
their peers as the audience.

e Module 8's Post-Training Survey Questions: The learners create survey questions
that they need to ask the training “audience” to evaluate the effectiveness of their
learning.

Each offline activity is followed by either a group feedback session (for Modules 3, 4.3, 7,
and 8) or an individual coaching session (for Modules 4.1, 4.2, 5, 6.1, and 6.2). The learner
still has the flexibility to make revisions based on their received feedback and have their
output reviewed again until they gain mastery of the skill.

© 2022 Brandon Hall Group. Not Licensed for Distribution. Page 9
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Learning Delivery

Below is an example of Module 5 (see Figure 7): Development (ILT) and how the Prepare
> Validate and Engage > Explore > Assess training approach was applied to each module.

Sample: Module 5 Development (ILT)

Module Framework, Learning Delivery, Target Skills, and Learner Experience

VALIDATE 5 Ct
PREPARE e EXPLORE &% ASSESS

Introduce learners to the
Gagne’s Nine Events of
Instructions and Merrill's
Principles of Instruction as
guidelines in creating their
facilitator guides.

Interactive quick reference
guides enable learners to click
on sections of the document
to view the information.

g?;n Knowledgeability

Figure 7 — Screenshots of Sample Module
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The self-paced reading activities in the form of quick reference guides (QRGs) are
uploaded in the Sutherland Academy of Excellence (AOE), the company’s learning
management system (LMS). The learner is free to read the materials at their own time
provided that they complete it before the scheduled VILT session.

While these are reading materials, the QRGs are built to be interactive where learners
have sections that they can click to access information. Zooming in to the image above
will show that there are instructions for sections that the learners can click to keep the
delivery of information interactive.

Sample: Module 5 Development (ILT)

Module Framework, Learning Delivery, Target Skills, and Learner Experience

VALIDATE % Ct
(@) PREPARE G i EXPLORE 53 Assess

Engage learners in

virtual, facilitator-led activities
to review and discuss
concepts learned. The goal is Activity: Wriing Your Content
for learners to gain confidence e T G

in applying Gagne and Merrill's h
instructional strategies.

Activity: Merrill vs. Gagne
N

Activity: Write Your Own Quiz
= ey

Facilitators and peers provide
support through feedback and
debrief session.

921 Comprehension and
Recall

%} Critical Thinking

Figure 7.1 — Screenshot of Sample Module

VILT sessions start with a review activity that covers the learners’ self-paced reading
materials to check their comprehension and understanding of the topics. Output-based
activities are facilitated after each topic to keep the training engaging and ensure high
learning retention (see Figure 7.1).

Cisco WebEx's breakout rooms are leveraged to divide the learners into groups or on their
own during activities. The facilitator goes around each breakout room during the activity
to provide guidance as needed and give learners the chance to ask their questions, if any,
in confidence.

Debrief sessions are conducted at the end of each activity to process the learning and
ensure everyone is on the same page and for the facilitator to capture any last-minute
clarifications and answer any parking lot questions.
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Sample: Module 5 Development (ILT)

Module Framework, Learning Delivery, Target Skills, and Learner Experience

VALIDATE — Ct
PREPARE B EXPLORE 53 Assess

Create own instructional
material in the form of a

facilitator guide with structured DIGITAL LEARNING GROUP
activities to ensure learner
retention. Module 5
Offline Activity
g\}] Writing Overview:

In this activiy. you wil creene & sampie Faciltator Quide for your chosen topic fom
1he Yirka Your O Oz actviy.
() i " Materinls Neaced
2l
% Instructional Design FG Tomplsls Auto

Instructions:

erpiate from AOE

ggﬂ Creativity

One ae G, wiite & 20-25 ilem mullple choce quiz for
the Yaling curkuLm you desiy

0.

4. You nave 4 days 1o compizie the FG. Once donz, zubmi: your ousput via email
o your tacinstor,

5. A1:1 feeckack sxesion vill ba scheculed 16 provide you leedback on your
o

Figure 7.2 — Screenshots of Sample Module

Learners are instructed to download a document (see Figure 7.2) with the instructions for
their offline activity at the end of every VILT session. The instructions include:

e Atime period on when they should complete the activity

e Alocation where to download the resources that will help them complete the task
(i.e., templates, sample materials, additional information)

e What they need to do once they have finished the task

e What to expect after their submission
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Sample: Module 5 Development (ILT)

Module Framework, Learning Delivery, Target Skills, and Learner Experience

PREPARE biminshy EXPLORE 53 Assess
AND ENGAGE =
Coaghing.and feedback ) N SUTHERLAND
sessions intended to provide A
support to the learners on Evaluation Sheet
their progress.

The feedback cycle repeats
until the learner has achieved
mastery of the target skills.

;—?ﬁ Writing

%’A Instructional Design

g?/ﬂ Creativity

Figure 7.3 — Screenshots of Sample Module

Once the output is reviewed, the facilitator will schedule a coaching session with the
learner to provide their feedback (see Figure 7.3). To keep the session structured, the
facilitator uses an evaluation sheet with parameters that are specific to the output they
reviewed and rates each parameter. These parameters are aligned to DLG’s quality form
to closely mirror what happens in the real world.

To keep the training environment at an optimum level for learning, DLG leveraged the use
of the LMS by creating a participant roadmap (see Figure 8). Modules and its
corresponding materials are uploaded and organized in the order that the learners will
use them.
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x Module 5 - Development (ILT) - Participant.
N\ SUTHERLAND ) P! « p:

ID Learning Series - Participant

Curriculum

Completed
/8 Courses

Course Content

P e B 100%

You must complete 8 of the following course(s).

Leaderboard Points

@ ™ privacypoicy f]

Figure 8 — ID Learning Series Participant Roadmap

The reporting side of the LMS allows the facilitator to check if the learners have completed
their required pre-read materials before the VILT session. The example below (see Figure
9) displays the list of participants, their completion date, their course status, and
percentage of progress. Facilitators can check the learner’s progress and remind them if
they are lagging.
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Information

Sutherland Academy of Excellence

Curricula Activity

v
G (& m 0 item(s) selected
1-11of 11items " 4« 1 » ]
is Last Name & Y FirstName » Y Department » Y DateCompleted » Y Attained Certificate » Y CertificateDate» Y Status» Y Progress(%) > Y
Redacted Employee Information 97305 No In Progress 14.29
Redacted Employee Information 97305 No Not Started 0.00
Redacted Employee Information 97322 2021-10-07 06:05 PM No Complete 100.00
Redacted Employee Information 97305 2022-03-02 07:37 PM No Complete 100.00
97305 No In Progress 1429
Redacted Employee Information 97305 2021-06-11 11:18 PM No Complete 100.00
97300 2021-10-07 06:27 PM No Complete 100.00
acted Employee Information 97305 No Not Started 0.00
Redacted Employee Information 10712 2021-06-10 05:32 PM No Complete 100.00
97305 No In Progress 2857
Redacted Employee Information 97322 2021-09-23 07:07 PM No Complete 100.00
¥) | (20 | ltemsPerPage M « 1 M

Figure 9 — LMS Reporting — ID Learning Series

© 2022 Brandon Hall Group. Not Licensed for Distribution. Page 15



HCM SPRING PROGRAM >’ EXCELLENCE
/AN AWARDS 2022

Change Management Efforts

Sutherland DLG applied the Prosci ADKAR® Model? of change management during the
conceptualization, implementation, and follow-through phases of the ID Learning Series

project.
b s bR
A K A R

AWARENESS KNOWLEDGE ABILITY REINFORCEMENT :

Figure 10 — Prosci ADKAR Change Management Model

Awareness of the Need to Change

The goal is to establish why DLG needed change through a series of multi-level discussions
and presenting concrete evidence of the fact.

To establish awareness of the needed change, the team:

e Conducted sessions with reporting managers to gather target participants’
observable behaviors

e Gathered and analyzed relevant performance data to support observed behaviors
and the impact of the performance gap on the department SLAs and KPls

e Started socializing the concept of building a skills development program to the
reporting managers, target audience, their tenured peers, and upper
management

Desire to Participate and Support the Change

The goal is to get the buy-in and participation of team members from all levels to support
the change, from the front-line employees (target audience) to department leaders.

To encourage participation and support from the members, the team:

e Got approval and support from the director to invest time and effort to build and
train a skills development curriculum

e Established “what’s in it for me?” with the target audience. Focus group
discussions were conducted to gather information on what hinders performance,
what information or skills they would like to acquire or improve, and what type of
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support they need. The course design included the participants’ inputs,
guantitative data, and feedback from reporting managers.

e Proposed the curriculum design to the leadership team (reporting managers and
director), engaged the leaders to provide their feedback and suggestions to the
training curriculum, and encouraged them to participate in the workshops
themselves by playing the role of a client

Knowledge on How to Change

There are two goals for this phase. The first is to provide the reporting managers with
knowledge on transitioning to a new process that incorporates the ID Learning Series as
a future-state onboarding step. The second is to equip the target audience with the
knowledge of the skills and competencies they would need to have to perform effectively.

To initiate and build knowledge on how to change, the team:

e C(Created and implemented a new and structured onboarding governance
document for reporting managers to guide them on the additional steps that they
must take when a new hire starts employment with Sutherland DLG. The
document includes everyone’s roles and responsibilities and a list of resources
that they will need to onboard effectively.

e Facilitated the ID Learning Series to the target audience over 5.5 weeks

Ability to Implement Desired Skills and Behaviors

This phase aims to support the participants in building their abilities during and after the
training. During the implementation, the team:

e Designed the training to incorporate hands-on activities with an immediate
feedback system

e Assigned tenured designers as coaches or mentors to the new hires to provide
further support when they apply their knowledge to their actual projects

Reinforcement to Sustain the Change

This phase aims to put in a concerted effort and the necessary mechanisms in sustaining
the change. To reinforce and sustain the change, the team:

e Created an audit mechanism for reporting managers to ensure consistency in
following the new process

e Reevaluated the current rewards and recognition structure and ensured that its
incentives directly supported the change

e Created an automated performance dashboard that provides real-time data for
employee kudos or corrective action
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e Implemented the DLG Discussion Log to keep track of manager-employee
discussions and action items to sustain or improve performance (see Figure 11)

1. Establish details of discussion

Employee: (Insert name here; H H
M:nayger: I(nserl name here ) DLG DlSCUSSlon Log
Date of Discussion: 07/13/2021, Tue
Productivity: 22 hours Sustain (+) Improve (A)
Efficiency: 5%
CSAT: 100%
Quality: 98%

Effectiveness: 92% to goal
Innovation: 100%

5. Discuss other matters

iRoz dispute

Figure 11 — DLG Discussion Log

Implementation Challenge and Resolution

The participants were working on time-bound deliverables being involved with their own
instructional design projects. The challenge is to still implement the training effectively as
designed without compromising the required project output from the participants. The
training schedule had to be flexible enough to work on both their existing tasks and
training outputs with minimal impact on their projects at the time.

As a solution, DLG created the training calendar below (see Figure 12) to set expectations
with the participants and their project leads. Close communication between the training
facilitator and project leads was key to coordinating and balancing the participants’
workload.

DAY
12 13 14 15 16 17

18 19 20 21 22 23 24 25 26 27

MI: D 101 .
M2: ID Models

M3: Training Analysis

. |
|
o

M7: Implementation

M8: Evaluation _

Figure 12 — Training Calendar
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While the number of days per task is specified, the schedule allowed the learners to
complete the offline work since it includes a buffer. For example, if it takes a tenured
designer 6.5 effort hours to complete a one-hour ILT facilitator guide, the learner is given
three days to complete the one-hour facilitator guide. The learner can spread out the 6.5
effort hours within that three day-period any way they choose to still allow them to work
on their actual tasks for their assigned projects.

Measurable Benefits

DLG has completed 19 projects within six months following the deployment of the ID
Learning Series. The team gathered project data relevant to the overall objectives of the
ID Learning Series program within these six months. The team planned to look at the
following core areas of project performance:

1. Increased speed of development (efficiency concerning product design and
development)

2. Maintain quality of work

3. Maintain customer and learner satisfaction

Increased Speed of Development (Efficiency)

As a department specializing in instructional design and project management, DLG places
a heavy emphasis on completing deliverables on or before the due date. DLG’s statement
of work, or client contracts, would sometimes include training launch dates as part of the
contract clauses, and not meeting the specified timelines can incur the department a
hefty fine or penalty.

There are two critical variables in how DLG measures efficiency:

e Planned Effort Hours — the number of budgeted effort hours planned for training
development tasks as scoped by the project manager

e Actual Effort Hours — the number of actual effort hours spent by a designer in
developing training materials
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DLG did a comparative study on the participants’ before and after training performances
concerning their efficiency (see Figure 13). Six months before the training, the
participants’ efficiency score was constantly at a negative percentage (average of -
10.29%), indicating that the actual effort hours they spent on tasks were more than what
was budgeted.

1800.00 0.00%
1600.00 \ CATR -2.00%
1400.00 \\
-4.00%
1200.00 \
1000.00 -6.00%
800.00 . -8.00%
600.00 =
\ . -10.00%
400.00 \
\ g A%
- -12.00%
200.00 \ — 2o
%
0.00 -14.00%
Jan ‘21 Feb'21 Mar'21 Apr 21 May 21
mmmm Planned Effort Hours ~ msmm Actual Effort Hours  ——Efficiency

Figure 13 — Pre-ID Learning Series Planned Effort Hours vs Actual Effort Hours

After having gone through the ID Learning Series Training, project performance data
indicated that the participants improved their speed in developing training materials, with
the trend showing that they are spending less than the planned effort hours (average of
14.01%) within six months after completing the ID Learning Series (see Figure 14).

18.00%
I 45.00%
- 14.00%
12.00%
g HL‘\

10.00%

8.00%

6.00%

4.00%

2.00%

0.00%

0-30 days 31-60 days 61-90 days 91-120 days 121-150 days 151-180 days
= Planned Effort Hours s Actiual Effort Hours Efficiency

Figure 14 — Post-ID Learning Series Planned Effort Hours vs Actual Effort Hours
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The increased efficiency also resulted in increased productivity. Before undergoing the ID
Learning Series, the designers spent an average of 30.96 effort hours to produce an hour’s
worth of training material. Within six months after the training, they could create an
hour’s worth of training material by spending an average of 16.94 effort hours — a
reduction of 54.71% in terms of input vs. output (see Figure 15).

Training Hours Actual Effort Effort per

Produced Hours Hour of

(Output) (Input) Training
6 Months Before ID Learning Series 217.36 6730.51 30.96
6 Months After ID Learning Series 433.92 7350.51 16.94

Figure 15 — Production Output

With the time savings observed and increased productivity, each new hire designer will
be able to produce approximately 92.10 hours of training materials within a year after
being onboarded through the ID Learning Series. A total of 40+ hours more than the
baseline data of a new hire designer producing 50.37 hours of training materials in a year.

Quality of Work

Despite the speed in development turn-around times, the participants maintained their
guality scores above the passing rate of 90%.

100.00%

98.00%
96.00%
94 Yo
92.00%
R R e e e N e
88.00%
86.00%
84.00%
82.00%
80.00%

31-60 days 6 91-120 days 121-150 days  151-180 days

Figure 16 — Team Quality Scores
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Customer Satisfaction

During six months, the projects that the participants worked on received top box ratings
on customer satisfaction upon completion.

100%
98%
96%
94%
929
90%
B88%
86
U I B BEEEN BN B .
B82%
B80%

0-30 days 31-60 days 61-90 days 91-120 days 121-150 days  151-180 days

G‘

Figure 17 — Team Customer Satisfaction Scores

Learner Satisfaction

DLG also ran a session of the ID Learning Series to a test audience of training delivery and
organizational development professionals in preparation for the next phase. Below is
their rating and some verbatims captured from the survey form.

Survey Question Survey Responses

Did the workshop meet your expectations?

Was the ID Learning Series curriculum relevant to your
current and future projects?

Was the mix of presentations and activities suitable?

Do you feel competent and confident at the end of the
series?

What did you like the most about ID Learning Series? “The balance between theory, discussions and practice.”

“l liked the fact that it clarified the models/concepts of ID and then
turned my theoretical knowledge into practice. | appreciated the
fact that the SME of each phase in the ID process was invited to
share their know-how and best practices. The learning was well-
structured, and a lot of feedback was received. Thank you.”

How do you plan to use what you have learned in your “Apply towards design and redesign of capability development
organization? programs.”

“l am part of CLS so | would say that almost everything | do in
terms of L&D in different programs requires a level of expertise in
ID- once again, thank you!"

Figure 18 — Learner Satisfaction Survey
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Overall

Key Findings

The initial rollout of the ID Learning Series was proven successful, as shown in the team’s
performance data, achieving the goals and targets set from the beginning. More than the
numbers, and apart from the evidently organized deployment and solutioning, what also
helped this program’s effectiveness was the underlying culture of teamwork,
accountability, and having the mentality that "no one gets left behind." The team
demonstrated these behaviors throughout the entire change process through:

e The senior leadership's support and encouragement to develop its people

e The reporting manager's willingness to devote their time to participate in the
workshop as clients, unlearn processes they were accustomed to, and be diligent
in following through with their direct report's performance after the training

e The participants who took on the challenge to work on their areas of opportunity
and improve themselves

e Thetenured designers who were willing to spend time mentoring their colleagues

The entire process of the ID Learning Series—from its birth to its implementation—is a
reinforcement of the importance of investing in people. And now that DLG has solidified
its people development processes, DLG will now be expanding the program to other L&D
teams within Sutherland to enable them to create their content grounded on ID concepts
and principles.

Enablement as the Future of the ID Learning Series

The plan is to leverage DLG’s expertise and the ID Learning Series program in enabling
other learning groups in Sutherland, composed of over 500 training delivery and
organizational development professionals, to create their own learning programs. DLG
will continue to use the task-based approach with optimizations focusing on the efficiency
and effectiveness of the delivery for participants with limited to no instructional design
background.
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Development
(ILT)

+ The Learning
Sciences and
Instructional Design

« Gagne vs. Merrill

* The Designer as a
Writer

* Writing Tips

* Writing a Facilitator
Guide and
Presentation Deck

Development

‘ (eLearning) '

* Prototyping

* Uland UX Elements

* Storyboard
Template

* Creating a
Storyboarding

Implementation
& Evaluation

Stage
06

* Facilitating Train-the-

Trainer Sessions

* LMS Setup
« Kirkpatrick’s Four

Levels of Evaluation

« Training Evaluation

Plan

* Writing Post-Training

Survey Questions

Engagement
Sessions

Figure 19 — ID Learning Series Updated Curriculum

The six-stage learning curriculum follows a straightforward approach, emphasizing
workflows that can be applied to different programs in Sutherland and enabling learning
professionals to create content that is on par with industry standards. Each stage will be
modular to allow organization leaders to select and customize the program based on their
needs.

Task-based Approach Optimizations

With the task-based approach proven engaging and compelling, DLG will continue to use
the framework with some delivery enhancements. Each participant will also be paired
with mentors to provide support, maintain consistency, and ensure continuity.

1. Prepare

Content delivery will be through a blend of self-paced interactive videos and e-learning
courses to keep learning engagement and retention to a broader audience at a maximum.
The Sutherland LMS will house the lessons, and participants must complete them before
they can schedule and attend a live session.

2. Validate and Engage

Due to the large-scale deployment of ID Learning Series Phase 2, participants can select
and attend pre-identified sessions and schedule individual consultation sessions with
their mentors. Sutherland DLG mentors will facilitate these sessions.
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3. Explore

Fixed deadlines are set for the participants to submit their output to their mentors
for review. Participants will schedule mock sessions with DLG mentors, or they can
record their mock session and submit them for review.

03 04 05 06
Stage Design Development Development Implementation
ILT elLearning & Evaluation
« List of discovery « Course outline + Facilitator guide * Prototype * Mock TTT session
Output questions to identify + Mock leaming * Presentation deck « Storyboard * Post-training survey
the training need engagement session questions
* Mock discovery
session
Figure 20 — Training Stages vs Trainee Output
4. Assess

DLG will implement the mentorship program to maintain consistency and
continuity in participants' feedback. Mentors will schedule one-on-one feedback
sessions after the output review, and their approval for each material is required
before the participants can advance to the next stage.
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About Brandon Hall Group

With more than 10,000 clients globally and 28 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.

Professional Certifications
Self-paced certification
programs. Virtual group
sessions for companies.
In-person conferences

and summits. i

Membership
Individual and Enterprise
Membership Options: Includes
research assets, advisory support,
a client success plan and more.

| SOME WAYS

: WE CAN HELP

Excellence Awards
Two annual programs
recognize the best
organizations that have
successfully deployed programs
to achieve measurable results.

R

ORGANIZATIONAL EXCELLENCE
CERTIFICATION PROGRAM
recognizes world-class HCM programs that
transform their organization and achieve
breakthrough results. This designation is the
next step beyond the HCM Excellence Awards,
which focus on a single program, and looks at
the department as a whole.

Advisory Offerings
Custom Research
Projects, including
surveys, focus group
interviews and Organization
Needs Assessment for
Transformation, Technology
Selection and Strategy.

R

SMARTCHOICE® PREFERRED
PROVIDER PROGRAM

uniquely places HCM service and technology
companies at the top of organizations’
consideration list of vendors. It adds an
unmatched level of credibility based on

BHG’s twenty-eight-plus years of experience

in evaluating and selecting the best solution

providers for leading organizations around
the world.
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