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The Context

* Crown Corporation . 5 %7
— 1200+ employees s ¥ . ’9 % o ,Y' d
— Recent transfer of some o9 3 - !
employees to embassies and * 0 .
consulates *o o? o

— Most training done in-house

— Training content focused on
own products/services




They hired...me....to lead




Day 1 — Once upon a time...

1

oo ow o

SAMPL E

STATE OF WASHINGTON
<INSERT AGENCY NAME>

REQUEST FOR PROPOSALS (RFP)
RFP NO.

NOTE: if you download this RFP from an agency website located at: .
you are responsible for sending your name, address, e-mail address, and telephone number
to the RFP Goordinator in order for your arganization to receive any RFP amendments or

bidder questionsiagency answers.

PROJECT TITLE:

PROPOSAL DUE DATE: ~Time, Pacific Standard Time or Pacific Daylight
Time, Olympia, Washington, USA.

E-mailed bids will be accepted. Faxed bids will not.
ESTIMATED TIME PERIOD FOR CONTRACT: -
The Agency reserves the right to extend the contract for up to twa additional one-year periods

at the sole discretion of the Agency.

CONSULTANT ELIGIBILITY: This procurement is open o those consultants that satisfy the
minimum qualifications stated herein and that are available for work in Washington State

CONTENTS OF THE REQUEST FOR PROPOSALS:

Introduction

General Information for Consultants
Proposal Contents

Evaluation and Award

Exhibits

A. Certifications and Assurances

B. Personal Service Contract with General Terms and Conditions

Sister Crown Corp
* 246-page RFP
 “We are doing that”...

— Must be able to log on

e Contract awarded 18 months
prior....

e Still not implemented when we
started...
» 18 Months

*S2.5M
* SIM for LMS
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Day 3 — the plot thickens! Ad%E\JQ@g

SCRUM FRAMEWORK

G

Sprint
Planning

Product Sprint
Backlog Backlog

SO YOU EXAMINED
ALL OF THE PROBLEMS
IN THE COMPANY AND

DECIDED THE ROOT
CAUSE WAS CHATIRS?

STARTING NEXT WEEK,
OUR MEETINGS WILL
BE "STAND—-UPS” WITH
NO CHATIRS, SO WELL BE
MORE FOCUSED.

WERE

ALSO S0 OUR
LOOSEN—  PROBLEMS
ING THE ARE CHAIRS

DRESS  AND PANTS?

Dilbert.com DilbertCartoonist@gmail.com

215-12  ©2013 Scott Adams, Inc. /Dist. by Universal Uclick




We had to.... Ad%@w@ig

Use Scrum to do the procurement...




Yeah...no

Does it come in chocolate...?

8y Clark & vizdos




A few more plot twists

ENTERPRISE ARCHITECTURE - A FRAMEWORK ™

(9 1986 - 2005 Johu A, Zoclsan, Zad
See www.Zachmannternational.com for 2005 Zachman Framework Star s

@%Q’é 677”6/
VEHJI;OIIS
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The Typical Procurement Story Adgp@\Jg@’%g

JRONG

CHoy

But what we really get is THIS...

The SOLUTION AS the definition of the PROBLEM!




Can we avoid the same old story?

What if....

We design the business problem by
asking the right questions?




Y
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5.
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Look’ey here! Adg@ﬂ%@&@

. Most

* Why does it matter to our customers/clients? * Why does it matter?
¢ Why does it matter to my organization? * Why does it matter to my community?
* Why does it matter to my team? * Why does it matter to my country

* Why does it matter to me? * Why does it matter to the world?

What

How, Who

en will our customers/clients

en will we do that?
W h e n W h e re hen will our partners do that?
’ en will my team do that?
en will | do that?

Least Ye S/N O




Maybe the main characters gy
can write the story? /]dgpﬁvcgl‘;“g

INITIATION TiMBiT TIGERS
2012
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https://www.google.com/url?sa=i&source=images&cd=&cad=rja&uact=8&ved=2ahUKEwiS6M2ik5zbAhVn34MKHXCSAasQjRx6BAgBEAU&url=https://www.youtube.com/watch?v%3DYFH8VCXKUyQ&psig=AOvVaw0kCcI1PacWRYtpD4TSjxt-&ust=1527175725734574
https://www.google.com/url?sa=i&source=images&cd=&cad=rja&uact=8&ved=2ahUKEwil---olJzbAhVo5YMKHc_zCbYQjRx6BAgBEAU&url=https://www.cabinetoutlet.top/hockey-night-in-canada-authentic-cbc-towel-canadian-icon-1-one-towel-p-7482.html&psig=AOvVaw3pH26S9cF800XLRloSOwer&ust=1527176040735987

There’s a moral to every story...

When we co-create a higher purpose,
it gets easier to make better choices
in the WHAT, HOW, WHEN, and WHERE
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Which way do we go? Adgpiw@?g

Because we are becoming geographically

?
Why do you need an LMS: \ dispersed and we can’t bring people into

headquarters every time we need to deliver
training so we need to do more of it on-line

/

—

Does that mean your existing training ~ No, we have to redesign it and redevelop it
content can be put on-line as-is? for delivery on-line

So how will you do that? We probably need to get new tools

/

~ Because on-line delivery requires more
dynamic content with video, exams, etc.

L 4

—

Why do you think you need new tools?




WHY questions... | S
lead to more questions /Idquib\%@@/WQ

Do you think your existing learning content - Probably not
developers know how to develop for on-

e -
_—

Do you have processes in place for howto > Not yet so we will have to develop them

develop content this way? /

Since the project is using an Agile approach,
do you think that may work for your
content creation work as well? N Yes it could so we’d like to know more

Do you have content management practices
or tools in place for managing the new \
content you will be creating? No, so | guess we will need to do that as well




A new story was emerging...

It wasn’t just a “procure and implement an LMS” kind of story
anymore....

Most projects are a PORTFOLIO!

(masquerading as a project...)




If a new story is emerging then...

WHY do we assume that our existing old story enablers
(processes, roles and org structures, etc.) will remain
The same after we write the new one?




Structuring a story

RS

/doplive@rg

Scope =
Product Features

Features:

 Easy to maneuver over
varying terrain

* Includes a seat

* Tools easy to access while
standing or sitting

* Etc.

Improved

Access to

Gardening
Tools

Improved
Irrigation

Sustainable
organic
fertilization

Outcome =
WHY we will want
a certain Scope

Sustainable
and resilient
garden




Lots of possible descriptions —
(i.e. Scopes)




We have a richer set of choices /]ng@MQ@Q

There are many possible “right answers” to
satisfy a given Outcome




ilA TWEET - W‘”
Back to plot building MY Ad%pm\@@gg

< Start here
The PMs
The WBS Delusion
/ B Good and
\ Input »  Activity »  Output Gzl Unintended
. Bad and
Tangible Unintended
( code, process,
facilities, etc.) Surprise!

Helps us define WHY
and the results we
hope to get

Bad and
Intended
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How did we craft the story? Adgpiw@g

BUSINESS SERVICES MODEL







LMS Initiative Operational

LMS Initiative
Capability Creation

Learning Delivery
Environment

Learning Content Design
and Development

Learning
Governance
Capability

Infrastructure

Objectives

Leamning Anytime,
Anywhere, Anypace

Efficient and Effective
Learning Content
Management

Efficient and Effective
Knowledge Transfer

Effective and Efficient
Support Provided

Effective Learning
Governance Provided

Quality Learning
Management and
Advisory Provided

Leaders make informed

Different audience...”Coles Notes”

ILT Optimized

Blended Learning Facilitated

Informal Learning
Formalized

Capacity to Efficiently
and Effectively Deliver
Learning Increased

Individual Contributions
Recognized

Organizational and
Individual Learning Capacity
Increased

Availability and Quality of
Talent Increased

Talent Management
Decisions

Quality of Services to
Canadian Exporters to
strengthen Canada’s trade
capacity Increased

Individual Performance
Aligned with Corporate
Goals and Objectives

Rewarding, Flexible and
Progressive Workplace

Best and Brightest Talent
Attracted and Retained

Be a Learning Organization

d

1

plive




ame story — different perspective /daptivc

Customer Engagement Stream
Learning Management 828

Capabilities

a N
Customer Implement Customer Trisge
Enpagement fro
Content Management Stream
k=] 3
Learning Cantent Implement Leaming Content
Desgn and Desien and Development
Development Processes.

@
Leaning Centent
Mansgement

o
‘Mansgement
Support Stream
s
Sumpart

Contribution to Strategic Outcomes

Implement
Learning

Management

"
Implement Leasming
Masagement System

©

Conduct Training snd

Knawdedge Transier to
Support Staff




Know who your story is for

/Idopiive@rg

L&D Business Services Model

/ Key Partners \/ Key Resources

Knowledge Services

™

/ Relationships \

ﬂ:lients {Learnersm

Froduct
1) skillsoft

2) Oracle - PeopleSoit

3) Moody's Financial Analysis
4) Harvard Manage Mentar
5) Webex

NOTE - Requires a single graup (L&D) to
previde oversight and guidanee for Learning
services at EDC

1) Performance Consultants

2) Contributors

3) External Trainers

)

5) Uibrarisn
6) Team Lead
7

BT e
7) Cognes for Bl Reporting

1) C5PS - Canadian School of the Public
Service for language training (PLF2, Campus.

) Translator
9) Marketing (Branding, templates]

Diract] 10) Communication {promating the courses)
2) RMA Ementor [Assists Cartification) 11) Entarprise Architact - (Wayne Blesky)

3) Baoks 24x7 ) nance | web apps - (ludy Dudley]
4) Schools of Businass (Columbia, 13)(TO-BE) Facilitator of Corporats
Quesens. atc) knowladge Exchange/Transter

14) (TO-BE) Reeruiter

15) {TO-BE) SME Mentor | Career

Consultant

NOTE - Important that roles and
a

/ TS

Key Processes

Serviee Providers - Translation

N
>

clearly defined. j

1) Caurse Management
2} Instructor Management
3) Learmer Management

) C -

4 i needs. Make vs. buy
decision - What is the crireria?
5) Course Delivery - Need to Improve consistency
6) Evaluation

} Ad hoe Reparting on: Suctess | Attendance | Quirzes taken theoughout the course |
Fasdback on Instructor | Ousrall Coursa Assessmant | Roll-up of commaents from the
course | Analysis of all the course Transactions | Measurement to determine if the course
met the learning objectives, Return on value for the training that learn
(360 feedback from their team leads on whether there training was wort
reports on value of the content
B) Competency Management (As part of HR Analytics]
)c ports in
10} Report on the the determine how much for
each course. | ROI - What is the criterla to determine training budgets? s It currently
realistic (since many of the costs are hidden)?
11) Chargoback Procass - What s the critaria ta absorb vs. chargeback?
12) Tracking Education for [

Wehere is this captured in the learner profile? - Talent Manages
& caurses and programs - e.g. Before annual planning

s have received
it) | Progress

- what

for both external and internal learners|

1) Training Delivery (requires Just.in-Time training]
~Instructional Deslign
ysis

- ment
Delivery — Asynch and/or Synch
valuation
Performance Measurement and support
- KirkPatrick Model
- Pre-Qualification (Before they take a course] E.g. Is it

Where and when. i it

affered? What Is the value to the learner? Is It cost

effective?

2) killtesting - Need more testing knowledge acquired. Role specific that are
tied to their abjectives.
Advice - €

1) Livewire (intranet) - Learner Community
2) Meatings - 5.5, with Projact taams

3) Business partners (higher level groups)
4) Surveys

5) Email - dists
maintain their own lists)

6) Phone calls

7) (TO-BE) Aute-notification by role - Course
marketing/promotion B/F annual planning
RSS feeds, Subscription based on roles.
Learners can sign up far wal lists for
courses that will be offered in the future.
Managers are copied on the request and
BSS Livewire more effactively

B) (T-BE) Public feedback mechanism —
Eg. blog, caurses are publicly rated

3) (HP) Human

- Cansulting

- Facilitation 1 on 1 training programs

- Coaching d Jab specific

~TTT - Train the Trainer (Coach the Trainer}

 (T0-BE} Build Custamar Cantric Leadership - How do you measura
behaviors? EDC does not build tralning around competency.

How do you measurs functional and emotional fulfilimant?

#) quality Centrel
- Partner with COE - 360 review with SME and get sign off

s) All content shauld b linked ta roles
- Modules v existing courses

5} Focus group fwith relatianship manager)
that will ind future

requests.
10) (TO-6) Specifc Lesrning Map based on
Role and experience

11) (T0-BE) Communication of the
corporate goals and how training initiatives
map o thase goals

12) Follow up on new caurse offaring hased

1) EOC Emplayees (Apprax. yearly budget
$3000 per learner)- New learners, Existing
and “superusers”
-Ha
- Regions
~Internatianal
2) Extarnal Clients
- DFAIT
Bank of Canada
- [TO-BE) EDC Customers
- [T0-BE) Other Agencies
- (10-BE) Patential Partaers
- Brokers
- Bankers
Extornal customers | Exporters

Req, - To capture  Laarner's profile and
what training they have taken, what
training they would like to take (e g MBA,

on the courss that
13) Use external media for external learn:

AN

Distribution Channels

CMA, RMA et}

ta meet chient requests
6) Subject Areas

- Product Management/Leadership Training and Dev,

- Technoley

- Professional Develapment

- Personal Devalopment

- Language Training - {e.g. PLF2, Grammaire on Ligne)

ver Cantricity
BA Teaining - What s the criteria and ROI? (Not Clear)
7) (TO-BE) Recruitment testing and Orientation - VA, HR policies, standards
&) (TO-BE) Business intelligence and repori
9) (TO-BE) Provide standard course design services to EDC groups
10} (TO-BE) Learning Map for for specific Job Rales. This provides a workflow
i that in thei

careers at EDC.

11) {TO-BE) Adaptive Training designed specifically to the job roles) - Job

roles need to be defined. Requires a structured blended learning approach
sod ko an unstructured blandedt learning approach tod

12) Flaating Classes - Offer drap in times to speak to the Instructor. More of a

university appraach and adaptive to the learnar nevds

on
1) Translation
2

RER

1] Leasner Partal - Livewire - Learning Hub, COE Web Portals

2) Asynchranous caurses - (Skillaft, OLT]
3) Eval ] m

1 -

nkpass,
cumbersome, Survey Monke

4) Instructor Led Training (ILT)

5] Face-To-Face Workshops

7) Video Conferancing - (Webex]

8] Tracker - remote control and sharing of desktops
NOTE - This senvics can ba expanded for languags training

9) Asynchronous Videa | Vignettes - (built usi
10} (TQ-BE) Learning Content Ma
11} (TO-BE) Learning Management System

12} (TG-BE) Central lacation for Social Netwarking to build corporate Intellignee- Wiki

igement System (LCMS)

i - Not warking for the regions-

ng Adobe Presenter or captivate)
(Sharepoint)

b ). Blog, . M5
13) (TO-BE) Social Knawledge Management and Library autamation - (InMagic Presto)

14) (TO-BE) Ebooks

15) AgllePoint - Workflow Process Management tool

Proof Reading
3) infoCentre’s Published Business Information
&) Access to Fraquently Asked Questions (FACs)

/

o

Cost Elements

~/

Cost Recovery

o
N

Becounts Payable:

1) Resource Costs

2) Professional Fees

3) M/Training Costs

4) Material Costs finventory tracking)
5) Venue

6) Catering

7) AV/Equip

B) Travel - Charge back for Services

o

Accounts
1) Charge back for Training

~When paying for learming events, LBD shall track the casts to be charged based on attendanee.

- Recovering costs for exter
- [TO-BE) Shall track real co:

POINT - EDC is. s Pays

lus instead

nal providers
sts versus Infrastructure casts

2) Reverse - Meney
the expense account at zera by the end of

Cost may be recovared from.
- Intesnal
- External (Bank of Canada,

LED. Require 3
the year (and NOT carry forward)

DFAIT - Spin Selling course

Target s to have

/

R

-

O
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L&D Services Catalogue Adg@w@ﬁg

Services Elements Page

1.1 Performance Improvement Solution Planning 4
1.2 Solution design and development

1.0 Performance Improvement
Solution Development

i i 2.1 Training Deli 7
2.0 Learning Delivery Management raining Delivery

3.1 Coaching 9
3.2 Training and Development Consultation
3.0 Professional Services 3.3 Facilitation

3.4 Team Development

3.5 Official Languages Coaching and Support




What went in the LMS RFP?

1= Very Low — Buy a Capabilitll_si
5vs. 5 RFP
2= Low 4vs. 4 5 — Very High
3 = Medium —— 3ys. 3 __ 24— High
4 = High 2vs. 2 3 — Medium
5 = Very High 1 -
——

Only the stuff that had real business value!




Example Rated Criteria

Please use the following legend to indicate your Product’s Ceiling Score with the
requirement:

1 = Out-of-the-box

2 = Standard tailoring (i.e., no code re-write or programming)
3 = Configuration with a Partner

4 = Customization required

5 = Future release

6 = Not available




HL Procurement Process /ldgj;:irij\;\e@%ﬁg

11 Vendors

“ Invited
| RFI]
o 8 Vendors

“ Expressed

Interest
LOI 3 Vendors
Submitted
Responses
o &y

RFP
9




A 10-page RFP

RFP Evaluation Workflow

Technical
Evaluation
Team

ACH

Gate 38 Pass?

e

Functional
Evaluation
Team

e

Gate 3A Pass?

Gate 4 Pass?

Yes

b

MNe

Gate 1 Pass? Yes

LMS Project
Team

Gate 2 Pass?

Procurement

S
J=:
o c
"G' [=]
D5 & Recommended
ey nwm Vendor
Fes —
g g ey
[V
Y
endor Rejections F'r\lo:lcegri:'rcl\t:nl

7




Evaluation Process Adqpmg@f}g

Day 1: All team members validated vendor self-
ratings
dddd . . .
Day 2: " “ All-team review session to gain team

igitsid consensus on vendor self-ratings. Two of three
Vendors pass

Day 3: Board-room Demo — Vendor #1 and #2 switch places

;\
Day 4-5: Q Paper work....
g

We also considered whether vendor could work in an agile way




Stop right there! | S
Before you go any further.... /lddphve@rg




/daptive@g

2 month delay....




The “Process Police...”




What we discovered...

e L&D Business Unit — new higher purpose
— New services
— New engagement model

* Processes
— All existing business processes had to be re-designed

— New processes had to be created e.g. Designing, Developing, Deploying, and Managing on-line
Learning Content

* Orgstructure
— New higher purpose and new processes meant a new org structure

e The LMS wasn’t the only tool needed
— Additional procurements necessary (content design and development, 3" party course content, etc.)
— Re-use of existing tools (Content Management)

* It’s never just about IT an it’s also never just about Procurement




o i e o /caplive @

 Only 2.5% of the original LMS budget was needed
— We paid $25K and used the remainder for the newly identified work

* The LMS wasn’t the only procurement needed

* More meaningful and relevant business service definitions for
the L&D group that connected the WHY and WHO with the
WHAT, HOW, WHERE and WHEN

* Easier for teams to think in the big picture while we focused in
the small

We kept within the original overall budget and time constraints...




Story crafting is a
collaborative game /Idggztu GE@)r¢

Finding our WHY is a process of collaboration...

Knowing our WHY
is necessary for co-creating and delivering BUSINESS VALUE

(“Procure and Implement a...” isn’t a WHY!)




How hard is it?

* Like SCRUM, easy to understand, hard to get the hang of it....

* Lots of differing definitions...
— Value
— Business Value
— Qutcomes
— Benefits
— Theory of Change
— Logic Models

* You have to experience it....




If you’d like some help
to craft your story...

Larry Cooper
AdaptiveOrg Inc.

Email: Larry@AdaptiveOrg.com
Twitter: cooperlk99

Ph:+1 (613) 868-0982

LinkedIn: linkedin.com/in/larrykcooper




