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Program-At-A-Glance
Program Purpose
The Train‑the‑Trainer program equips TxDOT professionals with the skills, standards, and shared practices needed to create and deliver high‑quality learning experiences. It strengthens how departments collaborate, communicate, and support one another through consistent, learner‑centered training approaches.
Core Function
This program develops trainers and subject matter experts who can confidently design and deliver engaging, ADA‑compliant, accessible, and instructionally sound content. It fosters a unified understanding of how learning materials should be built, maintained, and delivered across the agency — reducing inconsistencies and promoting a common training language statewide.
Strategic Value
By reinforcing interdepartmental cohesion and building shared professional learning practices, the program strengthens TxDOT’s overall training ecosystem. It enables trainers to deliver content that is relevant, consistent, and user‑focused, while supporting organizational priorities such as accessibility, clarity, and operational excellence across divisions.
Scalability
Although piloted within the Center of Excellence, this program is intentionally designed to expand across TxDOT. Its structure supports adaptation for additional divisions, creating a sustainable model that empowers subject‑matter experts, supports cross‑training, and elevates training standards department‑wide.
[bookmark: _Root_Cause_Pain]Root Cause Pain Points
1. Lack of Trust Between SMEs and Instructional Designers
Across COE projects, collaboration between Subject Matter Experts (SMEs) and instructional designers is inconsistent and often strained. This is largely due to unclear expectations, inconsistent engagement, and missing process standards for how work should flow. Internal training‑development documents emphasize that collaboration and accuracy checks with SMEs are required early in the Design and Development stages — but in practice, this alignment rarely happens.
As a result:
· Designers receive incomplete or late SME input.
· SMEs feel sidelined or surprised by design decisions.
· Updates and corrections become retroactive instead of planned, creating rework and friction.
2. No Standardized Sequence for Creating or Improving Training Materials
Current COE operations lack a predictable, shared workflow for identifying training needs, developing content, and validating outputs — even though multiple internal documents define structured ADDIE workflows.
Because the process isn't universally followed, teams experience:
· Unclear ownership of who initiates improvements.
· Training materials emerging from different sections without visibility or alignment.
· “Hidden” or ad‑hoc trainings discovered only after the fact, as reflected in recent COE discussions about finding untracked content and breaking down silos.
· This inconsistent structure directly affects trust, timelines, and accountability.
3. Limited Understanding of Instructional Design Frameworks (ADDIE & DMAIC)
COE instructional design files repeatedly define ADDIE’s phases — Analysis, Design, Development, Implementation, and Evaluation — and emphasize the need for structured sequencing, stakeholder collaboration, review points, and evaluation loops.
However, the actual working environment shows significant gaps:
· Teams frequently request feedback during the wrong stage (e.g., major content changes requested during late Development or Implementation).
· SMEs and designers operate without a shared mental model for roles and expectations.
· Some sections produce training independently without applying ADDIE at all.
4. No Streamlined Feedback or Revision Protocol
Your internal workflows note the importance of early stakeholder input, accuracy checks with SMEs, structured reviews, and controlled revisions.
In practice:
· Feedback is often submitted at random times, through multiple channels, and after major work has already been completed.
· Designers receive conflicting or out‑of‑sequence edits.
· SMEs do not have clarity on when feedback is appropriate or how decisions are escalated, which contributes to missed deadlines and preventable frustration.
5. Unclear Expectations for Trainers, Designers, and SMEs
Because COE does not have a unified, enforced development SOP, roles and responsibilities are interpreted differently across teams.
This results in:
· Trainers being asked to create content without guidance or structure.
· Designers expected to “read minds” or fill in gaps without SME direction.
· SMEs unsure of when and how they are accountable for accuracy, updates, and sign‑off.
These misunderstandings create bottlenecks, duplicated effort, and preventable conflict across the development lifecycle.
6. Mismanagement Through Micromanagement and Manager Interference
A recurring and deeply impactful issue within COE is managerial over‑involvement during the training development process, which disrupts healthy working relationships between SMEs and instructional designers. Instead of enabling collaboration, excessive oversight often creates confusion, slows progress, and undermines team trust.
How this Pain Point Shows Up
· Leaders unintentionally insert themselves into design-level work, making content decisions that should sit with the SME–Designer partnership. This mirrors broader COE issues where unclear ownership and inconsistent oversight create “invisible walls,” barriers, and confusion around who truly owns content.
· Micromanagement interrupts the natural ADDIE workflow, especially Analysis, Design, and Development stages, which require stable, iterative collaboration—not shifting direction from non-design stakeholders. Internal ADDIE documentation emphasizes structured collaboration and clearly defined roles, but these expectations are not upheld when managers override the process.
·   Manager-driven corrections or last‑minute directives force designers and SMEs to redo work, bypass proper review cycles, or change direction outside the appropriate ADDIE phase. This mirrors other internal examples where teams request late-stage edits, causing delays and unnecessary rework.
Impact on Training Development
· SMEs and designers cannot build trust, healthy working dynamics, or shared accountability when leadership disrupts the workflow rather than empowering it.
· Micromanagement prevents SMEs and designers from establishing a consistent, repeatable communication rhythm that aligns with ADDIE’s structured phases.
· Overstepping erodes the psychological safety needed for open dialogue, constructive feedback, and iterative content development.
· It reinforces the division‑wide pattern of process inconsistency, where different managers apply their own expectations instead of a unified COE-standard workflow.
Why This Matters
Training development is most efficient and high‑quality when SMEs own the expertise, designers own the learning methodology, and managers support rather than direct the technical work. Internal COE documentation stresses roles, structure, clarity, and defined development steps—yet these break down when managerial interference overrides the process. The Train‑the‑Trainer Program must therefore directly address this organizational habit by teaching leaders, SMEs, and designers where managerial involvement belongs and where it becomes counterproductive.
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To address the systemic breakdowns in trust, process alignment, and workflow consistency across COE, this program will introduce twice‑weekly 30‑minute ADDIE Process Workshops designed to build shared understanding, reduce rework, and strengthen SME–Designer collaboration.
Purpose & Function
These short‑format sessions provide a predictable cadence for learning the correct sequence of the ADDIE model, clarifying roles, and practicing healthy content‑development behaviors. By reinforcing expectations in small, frequent intervals, teams can internalize “how the work should flow” without overwhelming their schedules.
What the Workshops Will Include
· A step‑by‑step walkthrough of each ADDIE phase, showing where SMEs contribute, where designers lead, and where managers should not interfere.
· Live hands‑on micro‑activities that simulate real development scenarios — feedback timing, scoping, storyboard review, versioning, and evaluation tasks.
· Practical collaboration exercises that help SMEs and designers practice clear communication, shared responsibilities, and structured review cycles.
· Built‑in Q&A and troubleshooting time so participants can bring real problems and get process‑aligned solutions.
Format
· 30 minutes, twice weekly
· Consistent attendance required, but sessions will be short enough to maintain momentum
· Hybrid delivery: 
· In‑person learners participate in small‑group practice
· Virtual learners complete parallel activities through Teams features such as reactions, polls, chat workflows, quick whiteboarding prompts, breakout discussions, and document co‑editing
· Repeatable, modular structure so teams can enter at any point and still gain value
Why This Works
This approach:
· Reinforces a shared definition of “how content gets built” across COE
· Normalizes proper engagement during each ADDIE phase
· Reduces micromanagement by giving leaders clarity on where they fit (and don’t fit)
· Gives SMEs and designers structured, psychologically safe room to build trust
· Cuts down on late‑stage revisions, miscommunication, and inconsistent workflows
· Slowly replaces the current reactive development culture with a methodical, predictable, and collaborative one
[bookmark: _Proposed_Pilot_Course]Proposed Pilot Course
ADDIE Mini‑Workshop Schedule (6 Weeks, 2×/Week, 30 min each)
Total Sessions: 12
Format: Hybrid (Teams + In‑Person)
Flow: Each week focuses on one phase of ADDIE, with a closing week for integration and practice.

Week 1 — Introduction & Foundations
Session 1: “What ADDIE Actually Is — Not What People Think”
A clear, myth‑busting orientation that sets shared expectations and explains how ADDIE solves COE’s current workflow problems.
Session 2: “Who Does What? Roles, Boundaries, and Healthy Collaboration”
Trainer, SME, Designer, Manager — what each owns, what each doesn’t, and how to prevent missteps.

Week 2 — ANALYSIS
Session 3: “Analysis: The Phase Everyone Skips (and Why Everything Breaks When They Do)”
How to correctly identify the problem instead of guessing or jumping to solutions.
Session 4: “Gathering Inputs: How SMEs and Designers Collect the Right Information, Fast”
Needs assessments, scoping, intake questions, and setting expectations early.

Week 3 — DESIGN
Session 5: “Design Basics: Turning Information Into a Learning Blueprint”
Objectives, alignment, sequencing, modality decisions.
Session 6: “Storyboards That Don’t Fall Apart Later”
How to structure content so SMEs + Designers stay aligned and revisions stay manageable.

Week 4 — DEVELOPMENT
Session 7: “Development Without Chaos: Building Materials the Right Way”
Templates, draft cycles, accessibility practices, and version control.
Session 8: “Feedback Timing: Giving Notes in the Right Phase (Not the Wrong One)”
Hands‑on exercise: Identify which feedback belongs in which phase.

Week 5 — IMPLEMENTATION
Session 9: “Implementation: Preparing to Deliver Training Like a Pro”
Trainer readiness, materials checks, logistics, and delivery expectations.
Session 10: “Running a Session in Real Life (and Virtual): Facilitator Micro‑Skills”
Hybrid‑friendly facilitation behaviors that reduce cognitive overload and increase engagement.

Week 6 — EVALUATION & INTEGRATION
Session 11: “Evaluation Without Fear: How to Measure What Actually Matters”
Simple, fast evaluation practices that don’t overwhelm teams.
Session 12: “Pulling It All Together: The Healthy Workflow Simulation”
A 30‑minute rapid‑cycle team simulation walking through a miniature ADDIE process end‑to‑end.
[bookmark: _Participant_Capstone]Participant Capstone
A defining outcome of the ADDIE Mini‑Workshop Series is that every participant will leave with a fully developed Learning Material Resource Proposal. This proposal will demonstrate their ability to apply the ADDIE model end‑to‑end, diagnose real COE problems, and design structured, actionable learning solutions.
Purpose of the Capstone
The proposal ensures that participants can:
· Apply each ADDIE phase in real time
· Identify authentic organizational pain points
· Translate analysis into solutions
· Produce structured, accurate, and ADA‑aligned learning materials
· Strengthen the SME–Designer collaboration model
· Demonstrate functional readiness to develop or support training initiatives
How the Proposal Will Be Built Throughout the Workshops
The proposal isn’t created all at once.
It grows organically, session by session, with each class building on the last.
1. Week 1 – Foundational Setup
· Participants identify one real COE pain point they believe impacts training, collaboration, or content development.
· They begin a simple “Problem Statement + Why It Matters” page.
· They connect their chosen topic to gaps identified in Analysis or cross‑department collaboration.
2. Week 2 – Analysis Phase Draft (Sessions 3–4)
Participants conduct a structured analysis of their chosen issue:
· Define the target audience
· Research root causes
· Identify required skills, behaviors, or knowledge gaps
· Draft measurable problem indicators
· Begin outlining high‑level learning needs
This produces the Analysis section of the proposal.
3. Week 3 – Design Phase Draft (Sessions 5–6)
Participants convert their Analysis into a learning blueprint:
· Write learning objectives
· Select the appropriate modality (ILT, VILT, job aids, eLearning, blended)
· Begin a basic content outline or storyboard sketch
· Define success indicators and alignment with COE goals
This forms the Design section.
4. Week 4 – Development Phase Draft (Sessions 7–8)
Participants build sample assets or mock‑ups:
· A job aid prototype
· A micro‑lesson outline
· An accessibility‑aligned sample slide
· A short script or step‑by‑step guide
· A model feedback cycle
This becomes the Development section.
5. Week 5 – Implementation Additions (Sessions 9–10)
Participants outline how their solution would actually be launched:
· Trainer preparation plan
· Delivery considerations (hybrid, synchronous, asynchronous)
· Required materials
· Support resources
· Communication plan
This becomes the Implementation section.
6. Week 6 – Evaluation & Final Integration (Sessions 11–12)
Participants complete their capstone by:
· Building a simple evaluation plan
· Identifying success metrics
· Writing a short reflection on expected impact
· Refining their proposal into a polished, cohesive document
This finalizes the Evaluation section, completing their ADDIE‑based proposal.
Final Deliverable
By the end of the workshop series, each participant will walk away with:
A fully developed Learning Material Resource Proposal including:
· A clearly defined COE pain point
· A complete ADDIE analysis of the issue
· A designed learning solution
· Sample developed assets or prototypes
· A delivery plan
· An evaluation plan and success metrics
This capstone will serve as:
· A portfolio piece,
· A process demonstration, and
· A practical tool that can be introduced into COE’s training pipeline.
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Participants will be assessed on three major dimensions:

1. Mastery of the ADDIE Process
Participants must demonstrate they can:
· Correctly identify and articulate the purpose of each ADDIE phase.
· Place tasks, decisions, and feedback in the correct phase (no phase‑jumping).
· Produce deliverables that clearly align to the intended phase of the workflow.
Indicators of success:
· Analysis is strategic, accurate, and rooted in real COE issues
· Design documents (objectives, outline, storyboard) show logical structure
· Development prototypes follow standards, accessibility, and instructional logic
· Implementation plan includes logistics, facilitator readiness, and delivery method
· Evaluation plan includes clear measurable indicators and learner success metrics

2. Quality of the Final Learning Material Resource Proposal
To receive a “Meets Expectations” score, the final proposal must include:
A. Analysis
· Clear description of the COE pain point
· Defined target audience and learning need
· Root cause explanation
· Evidence-based reasoning for why training is needed (or not)
B. Design
· Well‑structured learning objectives
· Chosen modality with rationale
· Logical content outline or storyboard
· Alignment to COE processes, standards, and goals
C. Development
· At least one sample deliverable (job aid, slide, script, etc.)
· Demonstrated use of accessibility/ADA best practices
· Versioning or review plan
D. Implementation
· Trainer readiness plan
· Delivery considerations (ILT/VILT/hybrid)
· Support materials needed
· Rollout or communication plan
E. Evaluation
· Clear metrics
· Learning measurement strategy
· Expected outcomes
· Success criteria
Participants must show improvement over time based on workshop content.

3. Collaboration, Communication, and Professional Conduct
Participants will be assessed on their ability to:
· Communicate constructively with peers during activities
· Demonstrate healthy SME–Designer behaviors (role clarity, shared ownership, appropriate boundaries)
· Ask timely and appropriate questions
· Receive and integrate feedback without defensiveness
· Model the teamwork structures COE needs to repair current workflow breakdowns
FULL RUBRIC (Scored 1–4)
	Criteria
	4 – Exceeds Expectations
	3 – Meets Expectations
	2 – Approaching Expectations
	1 – Below Expectations

	ADDIE Mastery
	Demonstrates deep, accurate understanding; applies phases flawlessly and independently
	Applies phases correctly with minor guidance
	Understands phases but misapplies steps or needs frequent correction
	Misunderstands phases and repeatedly misplaces tasks/feedback

	Analysis Quality
	Insightful, evidence-based, well‑structured; identifies accurate root causes
	Clear and logical; root cause identified
	Partially correct; missing depth or clarity
	Incorrect, vague, or surface-level analysis

	Design Quality
	Objectives, structure, and sequencing are highly effective and aligned
	Solid objectives and logical flow
	Some misalignment or unclear logic
	Disorganized or incomplete design

	Development Quality
	Prototype materials are polished, accessible, and instructionally sound
	Prototype meets basic standards with few errors
	Prototype incomplete or inconsistent with design
	Prototype missing or not instructionally viable

	Implementation Plan
	Comprehensive and realistic rollout plan
	Clear and functional plan
	Missing important elements or unclear
	Unrealistic, incomplete, or missing

	Evaluation Plan
	Strong metrics aligned to objectives; feasible and meaningful
	Adequate metrics; aligns with objectives
	Minimal or generic metrics
	No evaluation plan or irrelevant metrics

	Professional Collaboration
	Models ideal SME–Designer relationship; elevates group performance
	Collaborates well with peers
	Inconsistent communication; occasional friction
	Disruptive, resistant, or uncooperative

	Completion of Weekly Deliverables
	All deliverables completed early and at high quality
	All deliverables completed on time
	Some deliverables missing or late
	Most deliverables missing

	Final Proposal Completion
	Proposal is cohesive, polished, and ready for COE review
	Proposal complete and functional
	Proposal partially complete or disjointed
	Proposal incomplete or missing
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OPTION 1: Program Launch in March 2026
Start Date: Tuesday, March 4, 2026
End Date: Thursday, April 10, 2026
Meeting Days: Tuesdays & Thursdays
Meeting Time: 30 minutes per session (you can adjust as needed)

WEEK 1 — Foundations
· Tue, Mar 4 — Session 1: What ADDIE Actually Is — Not What People Think
· Thu, Mar 6 — Session 2: Who Does What? Roles, Boundaries, and Healthy Collaboration
WEEK 2 — Analysis
· Tue, Mar 11 — Session 3: Analysis: The Phase Everyone Skips (and Why Everything Breaks When They Do)
· Thu, Mar 13 — Session 4: Gathering Inputs: How SMEs and Designers Collect the Right Information, Fast
WEEK 3 — Design
· Tue, Mar 18 — Session 5: Design Basics: Turning Information Into a Learning Blueprint
· Thu, Mar 20 — Session 6: Storyboards That Don’t Fall Apart Later
WEEK 4 — Development
· Tue, Mar 25 — Session 7: Development Without Chaos: Building Materials the Right Way
· Thu, Mar 27 — Session 8: Feedback Timing: Giving Notes in the Right Phase (Not the Wrong One)
WEEK 5 — Implementation
· Tue, Apr 1 — Session 9: Implementation: Preparing to Deliver Training Like a Pro
· Thu, Apr 3 — Session 10: Running a Session in Real Life (and Virtual): Facilitator Micro‑Skills
WEEK 6 — Evaluation & Integration
· Tue, Apr 8 — Session 11: Evaluation Without Fear: How to Measure What Actually Matters
· Thu, Apr 10 — Session 12: Pulling It All Together: The Healthy Workflow Simulation

OPTION 2: Program Launch in April 2026
Start Date: Tuesday, April 7, 2026
End Date: Thursday, May 15, 2026
Meeting Days: Tuesdays & Thursdays

WEEK 1 — Foundations
· Tue, Apr 7 — Session 1: What ADDIE Actually Is — Not What People Think
· Thu, Apr 9 — Session 2: Who Does What? Roles, Boundaries, and Healthy Collaboration
WEEK 2 — Analysis
· Tue, Apr 14 — Session 3: Analysis: The Phase Everyone Skips (and Why Everything Breaks When They Do)
· Thu, Apr 16 — Session 4: Gathering Inputs: How SMEs and Designers Collect the Right Information, Fast
WEEK 3 — Design
· Tue, Apr 21 — Session 5: Design Basics: Turning Information Into a Learning Blueprint
· Thu, Apr 23 — Session 6: Storyboards That Don’t Fall Apart Later
WEEK 4 — Development
· Tue, Apr 28 — Session 7: Development Without Chaos: Building Materials the Right Way
· Thu, Apr 30 — Session 8: Feedback Timing: Giving Notes in the Right Phase (Not the Wrong One)
WEEK 5 — Implementation
· Tue, May 5 — Session 9: Implementation: Preparing to Deliver Training Like a Pro
· Thu, May 7 — Session 10: Running a Session in Real Life (and Virtual): Facilitator Micro‑Skills
WEEK 6 — Evaluation & Integration
· Tue, May 12 — Session 11: Evaluation Without Fear: How to Measure What Actually Matters
· Thu, May 15 — Session 12: Pulling It All Together: The Healthy Workflow Simulation
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