PORTFOLIO CASE STUDY

IMG Academy+

Building a Digital Learning Ecosystem from Zero
Role: Learning Designer & Content Producer | Timeline: 5 Years | Team: 3+

The Brief

IMG Academy is one of the world’s most recognized sports performance institutions, but
at the time, its physical campus could accommodate only about 1,200 boarding school
students per year.

The challenge was straightforward: how do you scale world-class athletic and

performance education to any athlete, anywhere, without losing quality or breaking the
cost structure?

The Core Problem

The Scale Gap The Revenue Constraint

1,200 physical seats. Unlimited addressable IMG Academy+ 1:1 Coaching existed but

market. A brand worth scaling but no digital was a high-cost, high-engagement product

product to do it with. that couldn’t scale exponentially. A new
digital product was needed to extend reach
globally and feed higher-ticket services.

My Role

| led the end-to-end design, development, and evolution of this product over five years,
from the first live workshop to a fully operational membership platform. Responsibilities
spanned:

+ Learning experience design and instructional architecture

+ Content strategy and multi-format production (video, podcast, articles, digital
downloads)

* Product strategy: defining each iteration’s model, scope, and pivot rationale
+ Team leadership: managing a team of contractors and coaches

* Curriculum development and coach/facilitator onboarding

» Content creation and production
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The Journey: Four Phases of Iteration

This product did not arrive fully formed. It was built through disciplined iteration, each
phase a smarter answer to the same core question: how do we deliver high-impact
performance education at scale?

Phase 1 Live Virtual Workshops Lowest production cost; fast to create and test;
immediate audience feedback

Phase 2 Cohort-Based Courses High CSAT and NPS scores showed strong
content-market fit

Phase 3 On-Demand Courses Cohorts couldn’t aggregate enough users; coach
hours and scheduling created a scale ceiling.

Phase 4 Full Membership On-demand needed a home; business needed a
recurring model; formats needed to unify.

Phase 1: Live Virtual Workshops

Live workshops were the lowest-cost format to produce and became the foundation of
our content strategy, not just a starting point we moved past. They served three durable
functions throughout the product’s life:

+ Coach development pipeline: identifying and evaluating facilitator talent in a
live setting

» Audience research: testing topics and content angles with real users before
committing to production

+ Content source material: validated workshop content became the raw input for
on-demand courses

This created a content flywheel: live workshops fed on-demand production with
audience-tested ideas, keeping costs low and quality high.

Phase 2: Cohort-Based Courses

Cohort courses performed exceptionally well on satisfaction metrics. CSAT and NPS
scores confirmed strong content-market fit; users who took the courses found them
valuable. However, two structural problems limited scale:

« User aggregation: we couldn’t reliably fill pods with enough participants at the
same time

» Support overhead: cohorts required significant facilitation and coaching hours
per student

The lesson: quality of experience was proven. The delivery model was the constraint.
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Phase 3: On-Demand Courses

Removing the scheduling dependency unlocked the scale. On-demand courses allowed
users to engage on their own time, dramatically reduced coach hours per learner, and
lowered the per-unit delivery cost. This phase validated that asynchronous formats
could preserve the quality demonstrated by the cohort model.

Phase 4: Full Membership

The membership model unified everything into a single, always-on product: on-demand
courses, workshops, a podcast series, short-form videos, articles, and digital
downloads. This phase transformed a collection of content into a cohesive learning
ecosystem, a platform that users could return to continuously, and that served as a
value-add pipeline into IMG’s higher-ticket coaching and recruiting services.

Impact

10K-15K 900+ 0 — Live 7+

Members at Peak Content Assets Digital Ecosystem Specializations
During tenure Multi-format library Built in 5 years For parents and athletes

Beyond user volume, the product’s strategic value was its role in the broader business
ecosystem. IMG Academy Plus lowered the barrier to entry for the IMG brand, created
ongoing touchpoints with youth athletes and parents, and served as a conversion
engine for premium services.

Skills Demonstrated by Role

This project maps directly across four target disciplines:

Target Role Skills Demonstrated

Learning Design / L&D Instructional architecture across four formats; CSAT/NPS-
driven iteration; multi-modal curriculum design; facilitator
development pipeline

Content Strategy Content flywheel model (live-to-on-demand); multi-format
content system; audience validation before production;
editorial planning at scale

UX / Product Design User-centered iteration from live to async; format selection
based on learner behavior; experience design across video,
audio, text, and interactive formats
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Product Management Zero-to-one product build; four strategic pivots with
documented rationale; cross-functional team leadership;
product-market fit validation; ecosystem strategy

What | Learned

Building this product taught me that the best learning experiences aren’t designed once.
They’re iterated toward. Each version of IMG Academy Plus was a hypothesis. The
data, the users, and the business told us when to pivot. The through-line was always
the same question: how do we make world-class performance education accessible
without compromising what makes it valuable?

That question, and the discipline to keep answering it, are what | bring to every product |
build.

Links to Content Examples

Portfolio folder with individual assets:
https://drive.google.com/drive/folders/1PZSuNF1-CWx cSKKID9NqynvzV8roL 2i
Course experience links:
https://share.articulate.com/n11-RV3Zsi6aSaCsgWHIR
https://share.articulate.com/zoAzVKq92vtJWT9C9Pfed
https://share.articulate.com/-d3tw-AHU8T3 OTT5IEbR

Full membership experience:

plus.imgacademy.com
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https://drive.google.com/drive/folders/1PZSuNF1-CWx_cSKKID9NqynvzV8roL2i?usp=sharing
https://share.articulate.com/n11-RV3Zsi6aSaCsgWHlR
https://share.articulate.com/zoAzVKq92vtJWT9C9Pfed
https://share.articulate.com/-d3tw-AHu8T3_OTT5iEbR
https://plus.imgacademy.com/resources

