Learning Design T-Shirt Sizing Model
Asana Output, Capacity, Roadblock, and Insight Reporting Template

	Owner / Team
	[Name / Team]

	Reporting Period
	[Month, Quarter, Sprint, or Date Range]

	Data Source
	Asana export or report with task-level records

	Audience
	Learning leadership, business partners, resource planning

	Version
	[v1.0 / Date]

	Model principle
Score work once at the asset/task level. Initiatives are portfolio containers that roll up the points of their assets. Do not assign separate delivery points to the initiative itself, or work will be double counted.



Use this template to:
Standardize instructional design work tracking across designers and projects.
Separate operational throughput from strategic priority.
Expose blocked work without rewarding blockers as productivity.
Identify output patterns, strengths, resource distribution issues, and Asana adoption impacts.


1. Operating Rules
Score completed deliverables and meaningful internal work, not every micro-task or time entry.
Use raw delivery points for throughput. Use strategic priority weighted points for portfolio value conversations.
Track roadblocks separately as explanatory variables; do not add points because a task was blocked.
Use initiative names only to group asset points. Avoid assigning points to both the initiative and the assets inside it.
Discourage inflation: task splitting is acceptable for project management, but only point-bearing records should represent discrete deliverables or approved internal tasks.
	Recommended Asana setup
Add custom fields for Work Type, T-Shirt Size, Base Points, Complexity Modifier, Strategic Priority Level, Priority Multiplier, Roadblock Days, Roadblock Type, Roadblock Severity, Point Eligible, and Initiative Name. Keep effort/time as a separate field if needed, but do not use it as the primary output measure.



2. Core Scoring Formulas
	Metric
	Formula
	Use

	Raw Delivery Points
	Base Points x Complexity Modifier
	Measures normalized output.

	Strategic Weighted Points
	Raw Delivery Points x Strategic Priority Multiplier
	Supports portfolio priority reporting, not individual productivity ranking.

	Roadblock Burden
	Blocked Days x Roadblock Severity Weight
	Explains delivery constraints.

	Completion Rate
	Completed Point-Eligible Tasks / Planned Point-Eligible Tasks
	Signals planning reliability and delivery follow-through.

	Asana Adoption Rate
	Tasks with required fields complete / total tasks reviewed
	Shows whether reporting quality is credible.


3. T-Shirt Size Reference
	Size
	Base Points
	General Definition
	Examples
	Governance Guardrail

	XS
	1
	Very small update or coordination task; limited judgment required.
	Minor typo fix, link update, file cleanup, short status update.
	Batch repetitive XS tasks where possible.

	S
	3
	Small asset or contained task with clear requirements.
	Job aid update, simple comms asset, SME interview notes.
	Must have a clear output.

	M
	5
	Standard instructional design deliverable or analysis task.
	Workshop design, facilitator guide, standard storyboard, basic eLearning update.
	Default size for normal ID tasks.

	L
	8
	Large deliverable with multiple sections, stakeholders, or design decisions.
	Full eLearning module, learning architecture, resource hub, complex workshop.
	Requires evidence of complexity.

	XL
	13
	Complex solution with high design depth, multiple dependencies, or high reuse.
	Animated eLearning, multi-part curriculum architecture, simulation.
	Manager review recommended.

	XXL
	21
	Exceptional enterprise-level deliverable; use sparingly.
	Large integrated learning path component, enterprise simulation, high-risk compliance design.
	Requires documented rationale and approval.


4. Point Catalog: External Learning Deliverables
	Deliverable / Asset
	Default Size
	Effort Score
	Point Eligible?
	Notes

	Comms asset or launch blurb
	XS-S
	1-3
	Yes
	Use S only when messaging requires stakeholder review or multiple audiences.

	Job aid / quick reference
	S
	3
	Yes
	Use XS for minor update.

	Knowledge article / resource page
	S-M
	3-5
	Yes
	Use M when net-new, structured, or multi-section.

	Facilitator guide
	M
	5
	Yes
	Use L for complex activities, role plays, or leader notes.

	Workshop design
	M
	5
	Yes
	Score each distinct workshop once.

	Workshop series architecture
	L
	8
	Yes
	Use only for net-new design of the series structure; do not duplicate each workshop design work.

	Training deck
	M
	5
	Yes
	Use S for light updates; L for complex interactive decks.

	Storyboard
	M-L
	5-8
	Yes
	Choose L for branching, role-based, or high-stakes content.

	eLearning module
	L
	8
	Yes
	Use XL for animation, simulation, or significant interactivity.

	Animated eLearning
	XL
	13
	Yes
	Use XXL only when unusually long, complex, or enterprise-critical.

	Resource hub / learner portal content structure
	L
	8
	Yes
	Includes architecture, taxonomy, and learner navigation decisions.

	Learning path architecture
	XL
	13
	Yes
	Architecture only; individual assets inside the path are scored separately.

	Assessment / knowledge check design
	S-M
	3-5
	Yes
	Use M for scenario-based assessment.

	Pilot / teach-back package
	M-L
	5-8
	Yes
	Score package, not every calendar invite or reminder.


5. Point Catalog: Internal Tasks, Deliverables and Project Meetings
	Internal work rule
Internal tasks and meetings should be point eligible only when they produce a reusable output, decision, analysis, plan, or artifact. Routine attendance is tracked for visibility but should not inflate delivery output.



	Internal Work Item
	Default Size
	Base Points
	Point Eligible?
	Scoring Guidance

	Project kickoff facilitation
	S
	3
	Yes
	Eligible when agenda, decisions, scope, and next steps are documented.

	SME interview / discovery session
	S
	3
	Yes
	Eligible when notes and implications are captured.

	Stakeholder review meeting
	XS
	1
	Conditional
	Eligible only if designer facilitates decisioning and records outcomes.

	Routine project status meeting
	0 or XS
	0-1
	Usually No
	Use 0 unless a material decision, risk, or plan is produced.

	Project plan / milestone plan
	M
	5
	Yes
	Eligible when used to coordinate delivery and dependencies.

	Learning needs analysis
	M-L
	5-8
	Yes
	Use L when multiple audiences, data sources, or roles are analyzed.

	Content audit
	M
	5
	Yes
	Eligible when audit produces recommendations or mapped gaps.

	QA review / accessibility review
	S-M
	3-5
	Yes
	Use M when comprehensive and documented.

	Peer review of learning asset
	XS-S
	1-3
	Yes
	Use S when feedback is substantive and captured.

	Backlog grooming / Asana hygiene
	XS-S
	1-3
	Conditional
	Eligible if it improves reporting quality, removes blockers, or clarifies scope.

	Template / reusable standard creation
	M-L
	5-8
	Yes
	Use L when adopted across team or business area.

	Post-launch evaluation summary
	M
	5
	Yes
	Eligible when insights and recommendations are documented.

	Office hours session support
	S
	3
	Yes
	Eligible when materials, facilitation, and follow-up outputs are included.

	Ad hoc consult / advisory response
	XS-S
	1-3
	Conditional
	Eligible when documented advice influences a deliverable or decision.


6. Complexity Modifier
	Level
	Multiplier
	Use When
	Evidence Required

	Standard
	1.00
	Clear scope, known audience, limited stakeholder complexity.
	None beyond completed Asana fields.

	Moderate
	1.25
	Multiple audiences, moderate ambiguity, several review cycles, or moderate technical complexity.
	Short rationale in Asana notes.

	High
	1.50
	High ambiguity, large stakeholder group, high-risk content, complex technology, or enterprise reuse.
	Manager/lead validation or explicit rationale.

	Exceptional
	1.75
	Rare; unusually difficult work with high criticality and cross-functional dependencies.
	Approval required; avoid routine use.


7. Strategic Priority Levels
	Priority rule
Strategic priority creates a separate weighted portfolio view. It should not replace raw delivery points and should not be used alone to compare individual productivity.



	Priority Level
	Multiplier
	Definition
	Use Cases
	Guardrail

	P1 - Operational / Local
	1.00
	Important to a team or small audience; limited business risk.
	Maintenance, localized enablement, small process change.
	Default if no explicit leadership priority.

	P2 - Business Critical
	1.25
	Supports a committed business outcome, launch, transformation, compliance need, or measurable process adoption.
	Role enablement, priority tooling rollout, compliance support.
	Requires business owner or program priority.

	P3 - Enterprise Strategic
	1.50
	Directly supports enterprise-level initiative, executive priority, high-risk transformation, or broad workforce impact.
	Large learning path, major system rollout, high-risk regulatory program.
	Must be approved and documented; do not apply to every asset within a branded initiative unless each asset is essential to the P3 outcome.


8. Roadblock Variables
	Field
	Values
	How to Use
	Insight It Supports
	Do Not Use For

	Roadblock Days
	Number
	Count workdays where progress was materially blocked.
	Blocked capacity, cycle time explanation.
	Do not convert directly into productivity credit.

	Roadblock Severity
	0=None; 1=Minor; 2=Moderate; 3=Major; 4=Stopped
	Apply severity weight for burden trends.
	Which work streams are structurally constrained.
	Do not punish designer for external dependencies.

	Roadblock Type
	SME delay; decision pending; scope change; tech issue; compliance/legal; resource conflict; access issue; other
	Capture root cause consistently.
	Systemic constraints and escalation needs.
	Do not use as free-text only.

	Controllability
	Internal to ID; Partner-owned; Enterprise dependency
	Clarifies who can resolve the blocker.
	Action planning and escalation.
	Blame assignment.

	Rework Cause
	Requirement change; quality issue; stakeholder reversal; inaccurate source content; unclear intake
	Use when completed work had to be redone.
	Process improvement opportunities.
	Inflating points for repeated work without cause.


9. Asana Data Dictionary
	Asana Field
	Required?
	Allowed Values / Format
	Purpose

	Task ID
	Yes
	Asana task identifier
	Deduplication and audit trail.

	Task Name
	Yes
	Plain language deliverable or internal task name
	Readability.

	Initiative Name
	Yes
	Portfolio, program, or project name
	Roll up assets without double counting.

	Work Type
	Yes
	Deliverable, Internal Task, Meeting, Admin, Maintenance
	Segmentation.

	Asset Type
	Conditional
	Use point catalog values
	Standardized scoring.

	Point Eligible
	Yes
	Yes/No
	Suppresses micro-tasks and non-output activity.

	T-Shirt Size
	Yes when eligible
	XS, S, M, L, XL, XXL
	Base estimate.

	Base Points
	Yes when eligible
	1, 3, 5, 8, 13, 21
	Raw scoring input.

	Complexity Modifier
	Yes when eligible
	1.00, 1.25, 1.50, 1.75
	Complexity adjustment.

	Strategic Priority Level
	Yes
	P1, P2, P3
	Portfolio weighting.

	Priority Multiplier
	Yes
	1.00, 1.25, 1.50
	Strategic weighted view.

	Status
	Yes
	Not started, In progress, Blocked, Complete, Canceled
	Pipeline health.

	Assignee
	Yes
	Person or team
	Distribution and capacity.

	Start Date / Due Date / Completion Date
	Yes
	Date fields
	Cycle time and timeliness.

	Roadblock Days
	Conditional
	Whole or decimal workdays
	Constraint burden.

	Roadblock Type
	Conditional
	Controlled list
	Root cause analysis.

	Last Updated Date
	Yes
	Date
	Adoption and stale-work signal.

	Required Fields Complete
	Yes
	Yes/No
	Asana adoption quality.


10. Monthly Insight Summary Template
Executive Summary
[Summarize total raw points delivered, strategic weighted points, completed assets, key initiatives, and top constraint.]
Output
[What was completed? Which asset types produced the most points? Which initiatives received the most delivery capacity?]
Strengths
[Where did the team succeed? Examples: high completion rate, rapid cycle time for a work type, strong P2/P3 delivery, improved Asana hygiene.]
Resource Distribution
[Where are points, roadblocks, or overdue tasks concentrated by person, initiative, business partner, work type, or priority level?]
Risks / Constraints
[What blocker types created the highest burden? Which initiatives have high planned points but low completion?]
Asana Tool Adoption Impact
[How complete and reliable is the data? Are missing fields, stale tasks, or inconsistent scoring affecting the story?]
Recommended Actions
[What should leadership do next? Examples: escalate SME delays, rebalance workload, clarify intake, enforce required fields, adjust priority labels.]
11. Analysis Prompts to Use With Asana Data
	How to use these prompts
Paste the structured Asana export summary or table after each prompt. Replace bracketed text with your reporting period, team, or business area.



Output and portfolio summary
Using the Asana task-level data below, summarize completed raw delivery points, strategic weighted points, completed asset count, and top initiatives by completed points for [reporting period]. Separate raw throughput from strategic weighted view. Flag any possible double counting or non-point-eligible work that appears in the totals.
Strengths and repeatable wins
Analyze the data for team strengths. Identify where the team delivered efficiently by asset type, initiative, assignee, priority level, and cycle time. Include evidence from completed points, completion rate, blocker burden, and field completeness.
Poorly distributed resources
Look for workload imbalance across assignees and initiatives. Compare planned points, completed points, open points, blocked days, overdue tasks, and P2/P3 concentration. Identify whether the imbalance appears driven by workload assignment, blocker concentration, priority concentration, or Asana data quality.
Roadblock root cause analysis
Analyze roadblock burden by blocker type, severity, controllability, initiative, and business partner. Distinguish between ID-owned blockers and partner- or enterprise-owned blockers. Recommend the top 3 escalation or process actions.
Asana adoption impact
Evaluate the reliability of the reporting data. Calculate or estimate required-field completeness, missing points, missing priority, stale tasks, tasks without completion dates, and point-eligible tasks without size. Explain how adoption gaps may distort output, resourcing, or performance conclusions.
Leadership narrative
Convert the analysis into a concise executive narrative: what was delivered, what mattered most strategically, what constrained delivery, where resources may be misaligned, and what decisions leadership should make next. Avoid ranking people without context from blockers and data completeness.
Governance check
Audit the scoring for inflation risks. Flag tasks that may be split too granularly, meetings that may not have outputs, repeated strategic priority labels, excessive complexity modifiers, or initiative-level records that duplicate asset-level points.
12. Scoring Governance Checklist
Are initiatives used only as containers, not as separate scored deliverables?
Are point-bearing meetings tied to decisions, outputs, or documented next steps?
Are priority multipliers applied consistently and approved for P3 work?
Are complexity modifiers supported by rationale when above 1.00?
Are blocked days tracked separately from delivery points?
Are repeated small tasks batched or marked non-point-eligible when appropriate?
Are required fields complete enough to support leadership reporting?
Are raw throughput and strategic weighted points shown side by side?
13. Worked Example
	Initiative
	Deliverable
	Base
	Complexity
	Raw Points
	Priority
	Strategic Weighted

	Project 1
	ILT Workshop (4)
	5 each
	1.00
	20.0
	P2 x 1.25
	25

	Project 1
	Resource hub
	8
	1,00
	8.0
	P2 x 1.25
	10

	Project 2
	Animated (4) eLearning
	13 each
	1.50
	78
	P3 x 1.50
	117

	Project 2
	Resource hub
	8
	1.00
	8.0
	P3 x 1.50
	12.0

	Interpretation
The example is a simplified view that is focused only on final deliverables and not the complex full project scoring.  This draws out the resourcing need difference between a mid-sized ILT series 

Note: The initiative does not get separate points; it simply rolls up the assets inside it.
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