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1 Overall description
1.1 Scope

I learnt two things very quickly when this project kicked off. Firstly, where data protection issues are concerned, there’s no room for getting it wrong – BT’s brand is worth billions of pounds and far more important than the fines resulting from breaches is the reputational risk. Secondly, time really is money – every minute spent on training is a minute of lost productivity and, with an audience of around 35,000 for data protection training, it all adds up.

Before BT approached Saffron Interactive, employees took two separate one hour training courses on data protection legislation and the BT information retention policy (IRP) every two years. The primary requirement was the creation of one effective course covering both topics, lasting no more than one hour. 
It soon became clear to me that combining the existing courses (which had been running since 2006) into one, shorter, course was no easy task – if it was, BT would already have done it. It was not simply a case of merging the courses and stripping away 50 per cent of the content. The challenge was made more difficult by the need to add new material for context, a sense of the bigger picture and continuity. Effectively, the sum of the transitory parts was greater than the required whole.

1.2 Content and audience

The kick off meeting was an ideal opportunity to really probe into the successes and failures of the existing courses, and I worked with the client team to identify several other problems:
· The content required some changes to bring it in line with today’s legislation and circumstances 

· Both courses were focused on legal minutiae rather than its application to people’s everyday work

· The audience is diverse and the level of detail was not appropriate to everybody

As if reducing the content and overhauling the approach wasn’t challenging enough, BT had also introduced a new approach to its use of language – One Voice. All BT materials should be concise, conversational and written in plain English, including ‘small moments of wonder’. As no e-learning had yet been developed in this style, I was charged with producing a gold standard example to showcase it – no mean feat when the subject matter is mandatory compliance training, typically seen as dull, dry and not very user friendly. 
1.3 Metrics and objectives

BT’s objectives for the project are summarised below:

· Reduce the training time from 120 minutes over two courses to one 60 minute course

· Improve effectiveness by using an action oriented, scenario based approach

· Focus on practical application in users’ everyday work

· Enable learners to make the right choices on a day to day basis

· Update the content to reflect a more global perspective

· Create an end product that is relevant to the needs of the wide ranging audience

· Deliver a gold standard example of the use of One Voice in a training course

1.4 Timescales and infrastructure

As BT already had a data protection and information retention learning intervention, there was no drop dead date by which the new solution had to be live: the focus was on quality rather than speed. Nonetheless, I managed to move the project from kick off to go live within six months by taking an agile and flexible approach to project management without compromising risk management or quality.

1.5 Deliverables

As the project lead and instructional designer, I embraced the considerable challenge that this project represented and jumped at the opportunity to take a fresh look at compliance training. While the existing material had served BT satisfactorily up to this point, I felt sure I could deliver something more engaging for the learner (something directly relevant to their needs) and more effective for the business (content that isn’t overcomplicated nor oversimplified, equipping learners to make the right choices time after time).
Inspired by BT’s enthusiasm for One Voice, I particularly looked forward to using a tone of voice that would keep the subject matter light and relevant, challenge people’s natural preconceptions about compliance training and result in an engaging, memorable experience. And, equally if not more importantly, I wasn’t satisfied with simply ticking the box and achieving compliance – I wanted to achieve true competence.

Yes, the objective of reducing the total training time by 50 per cent was something of a constraint. But I knew that I could not only meet this goal, but also add value and surpass expectations, delivering something distinctive, innovative and truly excellent. That’s exactly what I did, delivering a course that is truly unique within BT’s mandatory training portfolio and which the client considers to be groundbreaking in more ways than one.
2 Instructional design overview
2.1 Actions, not words
I decided that the first essential step was to meet with the client team to establish whether the existing learning outcomes, shown below, still aligned with the business need and expectations.

· Have a basic understanding of what is covered by data protection and privacy legislation

· Understand its effect on BT (relating to business impact and the consequences of inappropriate choices)

· Position the need for an IRP

· Highlight the main risks of not complying with the policy

What was important to BT was that learners could act in line with the law and BT policies and that they could be sure people would put the learning into practice. I explained to BT that these outcomes lacked a focus on the desired behaviour resulting from the training and were testable only in person or by asking learners to select the correct explanation or definition from a list. This demonstrates nothing more than an ability to remember what, rather than to understand why and make the right choices. 

I therefore developed a new set of testable, behavioural learning outcomes focusing on actions not words and relating to what BT needs its people to do, not just what they need to know. They can be tested over a period of time: if these outcomes (shown below) are achieved, BT will see not only positive assessment pass rates but also long term improvements in the reporting of unlawful situations, and fewer of them.

· Handle data in such a way that neither individuals nor BT are put at risk

· Identify situations in which data protection legislation and the BT IRP are not being followed

· Take suitable action to correct such inappropriate behaviours

I carried this approach through to the course assessment, which is made up of behavioural questions putting learners in situations similar to those they encounter in their everyday work and asking them to choose their response or reaction. My experience has taught me that an assessment also requires plausible wrong answers to make the test both fair and challenging, and immediate feedback ensures they can learn from their mistakes. However, a random selection of questions from a larger pool ensures that, if they fail on their first attempt, they can’t simply memorise the answers and try again. Most importantly, BT knows that, having passed the assessment, their people can and will make the right choices.
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2.2  Streamlining and relevance
If I was to halve the operational time required to train BT people in data protection and reduce the number of mandatory courses by one, I needed to streamline the content. I identified three ways to do this:

· Weaving the IRP content alongside the data protection content, rather than covering them separately

· Using scenarios and videos to engage the learner, quickly and clearly demonstrating the relevance of the subject to their work

· Focusing on the theory in practice, not the legal and legislative minutiae, to help ensure effective, time efficient training

I also wanted to allow learners to tailor their experience to their needs, ensuring it was relevant to each individual learner while being comprehensive enough to ensure compliance. Initially BT wanted a separate version for each individual job role, but this just wasn’t feasible and I also felt it wasn’t completely necessary. Instead, I worked with BT to group ‘high risk’ job roles into three broad categories: people working with customer data, employee data and systems. ‘Low risk’ users take a core variant of six units plus assessment, covering the key information without excessive detail. Each specialist variant includes an additional unit tailored to that audience and a tailored assessment. 
Throughout, I structured the training around plausible, everyday scenarios, asking learners to make choices or decisions (that aren’t always black and white), identify issues or provide recommendations for behavioural improvement. Not only does this provide a safe environment to make mistakes, it also really demonstrates the relevance of the training. 

Allowing learners to align their training to their work and using realistic scenarios to make it as relevant as possible improves the likelihood that they will apply what they learn and that BT will see behavioural changes and improved performance.
2.3 A plain English approach
I’ve always believed that the words you use to say something are just as important as what you are saying – if not more so. BT’s One Voice approach gave me a real opportunity to put this philosophy into practice. As a result the use of language in this course is instrumental in combating the common resistance to mandatory compliance training. 
I adopted the One Voice style to communicate the messages more effectively than a very instructional tone, to support rather than undermine the overall approach, and to deliver something that actually makes a difference to the organisation. 
Some key aspects worth highlighting include:

· The use of everyday language and the avoidance of legal and management jargon except where absolutely necessary
· A conversational tone (for instance, using ‘we’ and ‘you’ keeps it friendly and informal)

· ‘Small moments of wonder’ – little unexpected phrases that might raise a smile or stick in the mind, such as ‘internet fraudsters have become our modern-day bank robbers’

· A Flesch reading ease score of 67.1 (a score between 60 and 70 is generally accepted as easily understandable by 13 to 15 year olds)

All this didn’t go unnoticed – users praised the ‘straightforward’ language and the use of ‘real life examples to illustrate, rather than technical jargon.’

2.4  Test then tell 

I wanted to deliver e-learning, not e-telling (as is so often the case with compliance training), and to encourage learners to think for themselves. So I used questions to drive the flow of the training, finding out what learners already know and building from there. 

This approach also prepares learners for real situations while offering them a safe environment to make mistakes – and isn’t learning from mistakes one of most effective forms of education?
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get them right first time!

3 Project planning and risk management
My dual role as instructional designer and project lead, my application of Saffron’s robust yet agile approach to project management and my absolute commitment to thorough quality checking all contributed enormously to planning, risk management and quality assurance.

3.1 Project planning

At the start of the project I produced a commitment calendar, working backwards from BT’s desired go live date to schedule in intermediate deliverables of both Flash releases and storyboard. The instructional design period lasted from December 2008 until mid February 2009, accounting for two and a half of the total six months.

I was aware that the client stakeholders would inevitably be fitting their work on the project in around their day jobs and so might not be able to commit to short turnaround times. However I have also learnt from experience that scheduling in very long review periods often leads to the review being forgotten and then rushed. I therefore discussed availability and agreed realistic timeframes with the stakeholders before producing the calendar. Realistic timeframes for graphic design, technical development and testing were also built in to ensure momentum whilst also allowing us to deliver an end product of the highest quality.

Having the commitment calendar in place from day one meant that all those involved on both sides were able to plan ahead and schedule in work or reviews. It was also instrumental in allowing me to respond quickly and easily to unforeseen events, reallocate resources when necessary to avoid wastage and be flexible in accommodating BT’s needs.  

3.2 Risk management

There were three key elements to my risk management strategy: intermediate deliveries, a consistent point of contact, and weekly client and internal progress meetings.
Firstly, the schedule of intermediate deliveries, whereby the client received a storyboard or Flash release every few weeks, had some important benefits. All stakeholders had visibility of progress and regular opportunities to provide feedback and request changes without causing excessive rework, delays or additional costs. We also built in a technical test at the pilot stage to check the course’s integration with the LMS. The iterative approach meant that I could be confident we were meeting requirements and reduced the risk of any large scale changes to scope, approach or content being requested towards the tail end of the project. 

Secondly I remained very close to the project and the detail of the course from start to end and was the ongoing point of day to day contact for the client. BT took a similar approach, assigning one person (Andrew Butt) as project lead to oversee the project, bringing in subject matter and technical experts as appropriate. This one to one approach meant that both Andrew and I had clear visibility of all aspects of the project at all stages – a crucial factor in anticipating and mitigating risks, including the risk of messages being lost or misunderstood. 
Finally, throughout the project I held weekly conference calls with Andrew and weekly briefings with Saffron’s resource coordinator. Although in practice I checked in with both on an almost daily basis, these scheduled meetings provided a more formal framework for looking ahead and highlighting any potential risks (including the impact of changes to the schedule) before they arose, with all actions and decisions documented in writing.

3.3 Quality assurance

Delivering a quality product meant three things to me on this project: meeting BT’s quality standards, meeting Saffron’s quality standards and meeting my own quality standards. 

As mentioned above, the iterative deliveries meant that the client team was reviewing and approving quality at regular intervals. Our lead designer was responsible for fully reviewing the course against BT’s branding guidelines and our lead developer carried out thorough technical and functionality reviews to ensure alignment with BT’s accessibility, hosting and tracking requirements. We then scheduled in thorough pilot and LMS tests to ensure the wider BT community was pleased with the quality of the course.
I made use of Saffron’s existing quality check tools to ensure that this project lived up to Saffron’s reputation of excellence. These checks included:

· Colleagues on the ID team peer reviewing storyboards against a detailed audit form

· Full reviews against Saffron’s own principles and standards for graphic design

· Regular technical tests to ensure alignment with Saffron’s development guidelines

Finally, this was a very personal project for me; I had high expectations for the course from the beginning and set myself very high standards. My central position within the team allowed me to carry these standards throughout the project and ensure that quality did not decline. For example, I remained very close to the development to guarantee that the storyboards were correctly interpreted by the developers and that any changes requested by BT later in the process were implemented in line with the rest of the course. This level of integrity and constant commitment to quality was pivotal in making the course what it is. 
4 Sponsor engagement
During our post project review with the BT team, Laura Reid (Head of Group Compliance Training, Communications and Culture) praised my ‘intelligent’ approach to project management as representing value for money and differentiation from competitors. 
A key factor in the success of this project was my relationship with Andrew and the two subject matter experts. Neither of the SMEs had been involved in developing e-learning before so I worked closely with them to make it a smooth experience. Of particular importance were two lengthy workshops that I ran, one to obtain legal sign off of the storyboards and one to finalise content following the pilot test of the Flash build. These workshops gave them the chance to ask questions, gave me the opportunity to explain why certain decisions had been made, and were crucial in terms of giving the client confidence in my abilities and building a relationship of mutual trust and respect.

The primary involvement of the BT team in the instructional design was in developing the scenarios that are the heart of the learning. We worked together to devise these, and the associated questions, with the client team ensuring that the scenarios were relevant, realistic and on-message whilst I ensured that the questions were fair, challenging and behavioural. This collaboration undoubtedly contributed to the effectiveness of the end product.

5 Learning styles
I wanted to create a course that would appeal to as many learners as possible, so I included a range of interactions and delivery methods for variety and interest. The user feedback received confirms that this goes a long way towards securing user engagement. One person commented that ‘anything that breaks up the sequence and introduces variation helps to reduce the perceived length of the course and maintain interest.’

The briefcase feature is something that BT people had not seen in e-learning before. I designed this to contain resources including printable takeaways and a selection of newspaper articles. For these, I researched data protection and information retention cases that have hit the headlines so that I could provide additional illustration about particular topics.
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In this way, I used the briefcase to offer variety, encourage the learner to investigate issues before answering a question or making a decision (without simply giving them the answer) and provide takeaway material – described by one user as ‘very useful and helpful.’
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I particularly liked the way the newspaper articles have been
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incorporated and the build up of the dos and don’ts.
All in all, I made sure that there is something for everyone in the course, with all four learning styles identified by Honey and Mumford catered for:

· Activists: With a variety of delivery methods, interactions and activities and the virtual world, I designed a safe environment to make mistakes and to learn by doing

· Pragmatists: My treatment of the material addresses real and relevant problems, focusing on application rather than theory, and includes a number of practical tips

· Theorists: I gave the course clear aims and a logical structure, asking the learner to draw on their own experience to come up with answers

· Reflectors: My design includes a variety of resources which the learner can use and reflect on, and they can work at their own pace, dipping in and out as they wish

Furthermore, features such as the variants, high and low bandwidth options, transcripts to accompany videos and optional audio mean that the course caters to a wide variety of preferences and abilities and was described by one learner as ‘more user friendly than previous courses.’
6 Media
When it came to brainstorming ideas for a course concept, I wanted something that would:

· Break the mould of compliance training

· Counter people’s preconceptions, offering something different and unexpected

· Be clearly and directly relevant to every learner

· Stick in users’ memory and be compared favourably to other courses

I wanted this course to be up there with the best. Not just the best in compliance or mandatory training, but the very best in e-learning.
In the end, I worked closely with Saffron’s design team to create a visually stunning 3D office building, complete with benches in the car park, clocks on the walls and pencils on the desks. This virtual building is the course map and the basis for the design of the entire course.
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The innovative approach to graphics and video, along with an optional audio accompaniment throughout, creates an immersive learning environment. The 3D blueprint style background is combined with high quality photographs (of Veronica, BT’s online compliance assistant) and ‘transparent’ video scenarios filmed on green screen. 


The overall effect is unexpected, visually rich, eye catching and memorable. Learners really are offered something very different from what they are used to. This is confirmed by the outstanding feedback received, describing the design and concept as ‘useful’, ‘excellent’, ‘fresh, young and modern.’
7 Constraints
At the outset of the project I identified two key technical constraints related to the inclusion of video – bandwidth and Flash capability – but I wanted to give all users as positive and memorable an experience as possible. So I worked with our developers to devise a solution that would check the user’s Flash settings and deliver content accordingly, meaning we met minimum requirements while also benefiting from new, better technology and delivering high impact video. For users with low bandwidth capacity, we offered a version of the course with no audio and with static images and transcripts rather than video screens.

BT also has strict accessibility guidelines and in this area we excelled, as highlighted by BT’s accessibility expert:


Congratulations – a 200% improvement on accessibility compared 
to the old training, especially the quiz questions!
This is particularly important in compliance courses: if a course is mandatory, it’s crucial that everyone can access and complete it. Several users who had previously highlighted accessibility issues elsewhere gave positive feedback in this case – a change of heart that was seen as a major milestone for BT. Laura praised the ‘vast improvement’ in accessibility and in this way the effort invested by myself and the development team really did add value and deliver the wow factor.

8 Post project review
I believe the end result of this project is a great course that meets the client’s business needs, offers learners something new and takes a fresh look at compliance. But why take my word for it? My post project review included an internal lessons learnt meeting, the collection of user feedback and a three step sponsor satisfaction review.

8.1 Lessons learnt

The three main lessons learnt in terms of instructional design were:

· The plain English, conversational approach is far more effective than a more formal or instructive tone, as borne out by user feedback

· SMEs can add significant value in developing scenarios that really help to drive the learning and ensure a relevant and behavioural focus

· With the right attitude and approach, regulatory compliance training can be interesting, memorable and engaging
8.2 User feedback

The course launched on 22 May 2009 and by mid July had been taken by some 2,000 people. The feedback received from these users, and those involved in the pilot test in April 2009, was overwhelmingly positive in all respects:
· Visual impact: ‘good use of graphics, videos and manual interactions’

· Ease of use: ‘well constructed and ran smoothly – good mechanicals of operation’, ‘easy to understand and navigate’
· Tone of voice: ‘friendly’, ‘very professional’
· Detail and relevance: ‘interesting format and pitched at a relevant level’, ‘a clear and unambiguous overall of the subject’ and ‘much more interactive, sophisticated and interesting than CBTs often are’
· Overall impact: ‘one of the best CBTs I’ve taken – no complaints at all!’

Given that I took an innovative approach, not just to compliance training but to e-learning in general within BT, the client team and I were both delighted with the response.

 It was a very enjoyable experience – and who would have thought                  anyone would say that about data retention policy training! 
8.3 Sponsor satisfaction

I assessed sponsor satisfaction in three ways:

· A feedback questionnaire covering service delivery and product quality

· A review meeting with the project lead to discuss each stage of the project in more depth and to identify lessons learnt

· A wrap up call with the project sponsor and project lead to discuss how well the objectives had been met

The feedback provided on the questionnaire was really exceptional, with Andrew giving us a top rating of 5 against every question, in categories covering deliverables, project management and overall service. 

During the wrap up call Laura described the result as a ‘significant improvement on the previous training solution, meeting all the objectives.’ On the next page you can see exactly how I delivered against the original course objectives.

	Objective
	Success

	Reduce the total training time from 120 minutes over two courses to one 60 minute course
	· Total training time halved

· Compliance training courses reduced from 11 to 10

· Knock on effects – cost savings and increased productivity (35,000 users every two years saves £750,000+ a year – in itself an ROI of £724,150)

	Improve effectiveness by using an action oriented, scenario based approach
	· Behavioural focus, using video to develop scenarios and actively involving the learner

· Effective training that achieves genuine performance improvement and competence, not just nominal compliance

	Focus on practical application in users’ everyday work
	· Video scenarios illustrate the issues and appropriate actions

· Case studies in the briefcase focus on real actions and consequences, not legal theory

	Enable learners to make the right choices on a day to day basis
	· Assessment uses situation based questions to teach and test actions rather than memory

· Course provides takeaway resources to offer ongoing guidance

	Update the content to reflect a more global perspective
	· One unit devoted to topic of transferring data abroad

	Create an end product that is relevant to the needs of the wide ranging audience
	· Tailored variants ensure common basic competence level (low risk people aren’t put off by excessive detail; high risk people receive enough detail)

· All learners receive relevant training meaning they will put it into practice

	Deliver a gold standard example of the use of One Voice in a training course
	· Users and stakeholders praised the use of language

· Course will be used to showcase One Voice and provide model for future online training


9 Achievements
This project is ground breaking in a number of ways, but for me the core achievement was not only overcoming people’s natural scepticism of and lack of interest in regulatory compliance training but also raising the bar for e-learning in an organisation where online training is well established and the bar is already very high. 
This success was evidenced in both the content and volume of user feedback. BT had never previously received such extensive feedback, least of all on its regulatory compliance learning interventions, and this alone represents a great achievement.

I would then break this core achievement down into two crucial areas of excellence and innovation:

· The use of the One Voice approach to language, which was a big change for both stakeholders and users but which has set the standard for future training materials
· The combination of language, imagery, media and interactions to create an immersive virtual world and ensure a continuous focus on behaviours and actions rather than theory

In this way, the instructional design really is central to the success of this project. This view is supported by Hanif Sazen, CEO of Saffron Interactive: 

This was an outstanding piece of work. Having worked with BT for                        a number of years, I understand the challenges and risks involved                        in delivering compliance training. 

Stephanie relished the challenges and kept a focus on the instructional           design. She always knew that our developers could craft a beautiful                  piece of multimedia, but would it teach anything and would it manage                  BT’s risk? Stephanie understood that instructional design was at the                 heart of making this project a success. She worked creatively, using                       a number of innovative ID techniques and educated and influenced the                  client along the way. 

The end product and client feedback, from an audience very used                         to e-learning, speak for themselves.
Although the success of this project couldn’t have been achieved without the involvement of Saffron’s graphic designers and developers, I am personally very proud of the instrumental role that I played in producing a gold standard solution:

· Identifying an opportunity to do something different from the norm of compliance projects
· Building a strong relationship with the client team to turn this opportunity into a reality

· Producing a solution that focuses on behaviours, achieving competence and compliance

· Breaking new ground in visual terms to make an impact without compromising usability

· Giving users a refreshing, memorable experience that stands out from other training

· Delivering an end product that exceeds the expectations of anyone at the kick off meeting
The course has been widely praised as representing excellence in instructional design by client stakeholders, end users, colleagues and peers, and learning and development experts, and I have personally been strongly commended for my role in this by client and colleagues alike. 

I now offer my work on this project for consideration for the instructional designer of the year award. 
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