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Case Study #1: Mid-sized Paper Products Distributor implements new             
Order Management System 

Company Overview 

Paper Products Distributor; 870 employees; one corporate headquarters facility and three distribution 
centers; all in various locations across the United States 

New system being implemented 

Order Management System: Single system to generate purchase orders, sales orders, pick tickets and 
other essential documents. Replaces three separate systems currently used for these functions at this 
company. 

Business Problem to be solved by the new system 

Company is lagging behind competition in customer responsiveness by 17%. Current process involves 
using separate systems to generate purchase orders, sales orders, and warehouse pick tickets. 

Business Goal 

Reduce sales order to delivery time by 20% by end of 1Q the next year.  

Expected Job outcomes after implementation 

100% user adoption of new single system to streamline sales order, purchase order, and warehouse pick 
ticket administration by end of 3Q in current year. Go live completed by end of 2Q in current year. 

Learning Team Members  

Corporate IT Project Manager provides milestone expectations and due dates to the Learning Team 
throughout the implementation. 

Fifteen Super-Users from each location and representing typical users of each of the three system 
components were identified and engaged in the process 

The corporate HR Training Manager engaged a Learning Specialist with instructional design and training 
facilitation expertise to participate throughout the implementation. In-house administrative support 
was engaged for training coordination tasks. 

Known constraints for learning implementation 

Four separate facility locations with personnel who all use at least one of the three system components 

Learning audience included 24 field sales personnel dispersed across the USA, paid on commission, and 
are users of the sales component 

Training provided by system vendor as part of purchase 

One-day, in-person training session for up to 25 participants on how to operate all components of the 
system 
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Learning Team provided the following support: 

I. Designed learning intervention that fostered understanding of how the company’s processes, 
roles, and tasks are accomplished with the new system.  
A. Administrator coordinated a three-day Boot Camp at corporate headquarters for entire 

Learning Team, including all Super-Users in the organization representing each of the three 
system components (purchasing, sales, and warehouse) and the HR Training Manager and 
Learning Specialist assigned to the implementation. The agenda flowed as follows: 

Day One: Vendor-provided system training was delivered. 

Day Two: Learning Specialist-provided Train-the-Trainer with the Super-Users to 
prepare them as classroom facilitators. 

Day Three: Learning Specialist conducted a Front End Analysis to define learning 
objectives for each component’s learning audience. 

B. Working with the trained Super-Users as subject matter experts, the Learning Specialist 
custom-designed a blended learning approach that included the following three elements: 

1. Kick-off presentation given by senior functional leaders provided credibility. The 
Learning Specialist partnered with the Training Manager to help the leaders 
develop and align their message, which included: 

 A statement of the problem the organization is currently facing without 
the new system 
 Their vision of how the new system will benefit the organization and 

how each user group will contribute to the success 
 A clear set of expectations for participation in the training and 

implementation process 
 An introduction and acknowledgement of the site Super-Users as the 

training facilitators.  
 Following the kick-off, an electronic Q&A drop box was provided on the 

company intranet for questions or concerns about the new system. 
 

2. The Super-Users in each location conducted one-hour interactive overview 
modules, one for each system component. The overview introduced the key 
benefits, functions, and comparisons to the original systems and processes. 
Answers to questions submitted to the drop box were also addressed. A focus 
on end user job outcomes was key, as this practice not only demonstrates the 
connection between learning and the business outcomes, but also provides 
motivation for the learners to apply the new learning. The forthcoming 
elearning modules were also introduced and brief demonstrations for enrolling 
in and completing the modules were provided. These overviews allowed face-
to-face interaction to answer questions and engage the learners. The sales 
module was also adapted for virtual classroom, and one session was facilitated 
virtually for the 24 field sales personnel, saving the travel cost, time, and 
inconvenience of conducting it face-to-face. The virtual classroom format also 
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provided the opportunity for this audience to learn from each other’s questions 
and observations during the guided discussion activities. An abbreviated version 
of the training was recorded by one of the facilitators and was provided with the 
course materials on the company intranet following the sessions. 
 
The overview was evaluated using an electronic level 1 learner reaction survey, 
including 15 Likert scale questions and open comments. With 92% of 
participants completing the survey, the overall reaction score was 4.1 out of 5.  
 

3. Three elearning modules were designed and implemented by the Learning 
Specialist. Each module represented one of the system components, and each 
were divided into four individual lessons that could be taken all together, or 
independently as a refresher as needed. Responsive elearning design was 
employed, meaning that the modules self-adapted aesthetically and functionally 
from a standard laptop computer, a tablet, or a mobile phone. Step-by-step 
illustrations of the tasks were provided. The modules were narrated and 
included commentary where a comparison to the previous systems was needed.  
 
The elearning modules were evaluated at two levels. An electronic level 1 
learner feedback survey was provided electronically at the end of the elearning. 
The survey included 15 Likert scale questions and open comments. Two of the 
15 questions were designed to predict likeliness to apply the new learning. A 
level 2 post-test with 12 multiple-choice questions was also included. The 
completion of these evaluations were required to obtain a course completion 
certificate. With 89% of participants completing the level 1 survey, the overall 
reaction score was 4.3 out of 5. The overall score isolating the two questions 
targeting likeliness to apply was 4.5 out of 5. With 87% of participants 
completing the level 2 post-test, the overall average score was 83%.  
 

II. Provided tools to support performance 
A. The elearning modules and lessons were made available for just-in-time micro learning 

throughout the implementation. The company’s IT department also provided a help 
desk support “hotline” resource dedicated to the go live. 
 

III. Provided support during transition 
A. The Learning Specialist assisted the Training Manager to implement pulse surveys at 

defined intervals after the training was completed to capture end user feedback.  
B. Regular Super-User progress meetings were held to review pulse survey results and 

solve concerns along the way. 
 

IV. Provided formats to sustain momentum and foster continuous improvement 
A. The Learning Specialist assisted the Training Manager in establishing cross-functional 

user groups, led by the Super-Users, where best practices and lessons learned were 
discussed and documented. 
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Results  

The go live and training implementation were executed according to the schedule provided by the IT 
Project Manager. Total training participation was as follows: 

• Kick-off  88% 
• Overview 89% 
• Elearning 98% 

Incompletions of the first two elements were primarily due to employee scheduled time off or urgent 
customer issues. The aesyhnchronous recorded overview and elearning modules allowed those 
employees who missed the target dates to take the training as required. 

Baseline numbers for sales order to delivery time were taken at the end of 1Q in current year. Go Live 
was completed at end of 2Q. First set of measurements taken at end of 3Q indicated an overall 
improvement of 7% from baseline. Second set of measurements taken at end of 4Q indicated an overall 
improvement of 14% from baseline. Third set of measurements taken at end of 1Q of the next year 
showed an overall improvement of 22% from baseline. This exceeded the goal of a 20% improvement by 
2% margin. 

  

 
 

 

 

 
 


