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This study was conducted to explore trends in workplace learning and performance. It is our belief 
that workplace learning will be one of the major determinants of organisational survival, as 
workplace learning allows organisations to quickly adapt to changing business conditions and to 
sustain competitive advantage. It is important, therefore, to see the steps that organisations are 
taking to address future learning and performance needs.  

Numerous studies have reported that only a limited percentage of training and development efforts 
are linked to improved organisational performance. Thus, we feel that there is a need to go beyond 
general trends in workplace learning and to examine specific actions that organisations are taking to 
ensure that learning delivers results and leads to improved organisational performance. In this 
paper, we refer to this as trends in Learning Transfer Methods.     

We began our study by asking the following questions: 

1. What will be the most important issues and challenges in workplace learning that Human 
Resource Development (HRD) professionals will need to pay attention to over the next 3–5 
years?  

2. What will be the most significant challenges in ensuring that learning transfers to the workplace 
and impacts organisational performance?  

3. Is there a difference in the trends when viewed through the research vs. practitioner lens? 

This study was divided into two phases. In the first phase, we conducted an extensive literature 
review. We examined 49 publications (31 academic-oriented publications and 18 practitioner-
oriented publications) and a total of 1,139 articles to identify trends in workplace learning. In the 
process, we compared how the academic-oriented publications viewed these trends in comparison 
to how the practitioner-oriented publications perceived them. We then employed similar 
methodology to identify trends in learning transfer methods.  

The second phase of the research effort involved interviews with subject matter experts, both 
researchers in Human Resource Development and practitioners in the field. For this phase of the 
study, we interviewed 31 workplace learning professionals, 19 practitioners and 12 academic 
researchers.  

Our findings identified four key trends in workplace learning and performance consistent across both 
the literature review and the interviews: 1) Critical need for leadership development; 2) Need to link 
Human Resource Development to strategy; 3) Increased role of learning transfer methods; and, 4) 
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Need to address broad talent management as part of learning and performance issues. Additionally, 
the three primary learning transfer methods identified in the literature were: 1) Integration of multiple 
methods; 2) Strategy integration; and, 3) Manager involvement. Each trend will be discussed in 
greater detail and challenges associated with them will be listed. Finally, we propose that although 
each challenge could be dealt with separately, they are interconnected, with leadership 
development at the core.   

���
��������		

Ensuring strategic workplace learning requires knowledge about the direction that organisations are 
taking relative to Human Resource Development practices. Failure to appreciate the emerging 
issues could lead an organisation to miss important new developments and fall behind its 
competitors. Realising this, we decided to conduct a series of studies to answer the following key 
research questions: 

1. What will be the most important issues and challenges in workplace learning that Human 
Resource Development (HRD) professionals will need to pay attention to over the next 3–5 
years?  

2. What will be the most significant challenges in ensuring that learning transfers to the workplace 
and impacts organisational performance?  

3. Is there a difference in the trends when viewed through the research vs. practitioner lens? 

We initiated the study knowing that predicting future trends could be challenging. Many 
uncontrollable factors—such as emerging technology, new research and development, and a 
changing business environment—could play major roles in determining the direction of workplace 
learning. An insight into current perspectives on the future of workplace learning, however, can be a 
valuable part of strategic HRD planning.  

In 2003 Chermack, Lynham, and Ruona reviewed 36 articles in academic and practitioner-oriented 
publications published in the US and UK and identified 120 Human Resource Development trends. 
While their findings provided valuable information for HRD professionals, we believe that there are 
three major limitations to the usefulness of their study today.  

First, the study was conducted more than 5 years ago. Much has happened since then; thus, there 
is value in re-examining the direction of workplace learning in the next 3–5 years. Second, the study 
was limited to a review of 36 articles. While it entailed an in-depth review of each article, we feel that 
a better understanding of trends can be achieved by examining a broader set of publications and 
articles. Third, in their study, Chermack, Lynham, and Ruona combined trends from both practitioner 
and academic articles. A study published last year, however, by Poell and Wasti (2006) showed 
significant differences between practitioner and academic perspectives. 

Numerous studies have shown that only a limited percentage of training and development efforts 
lead to improved performance (Holton & Baldwin, 2000; Kupritz, 2002). This is clearly a problem for 
those responsible for ensuring that strategic workplace learning occurs. Thus, we decided to go 
beyond the general workplace learning trends and to look at trends in learning transfer methods—
specific action that organisations are taking to enhance the impact of learning on work performance.  

Even though a review of the literature provided valuable insights into what experts and researchers 
were interested in, it could not speak directly to what individuals were actually thinking and doing in 
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organisations. Therefore, to ensure a comprehensive look at our research questions, we decided to 
approach them from two main directions. First, we conducted the literature review to identify topics 
associated with workplace learning and learning transfer methods. Second, we conducted 
interviews with academics and practitioners to validate our literature review. 
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We designed our study to complement previous literature reviews in three critical ways: First, we 
reviewed a large number of articles from academic and practitioner-oriented publications to ensure 
more comprehensive findings. Second, we analysed publications oriented toward practitioners 
separately from publications oriented toward academic audiences. And, third, we examined general 
trends in Human Resource Development and trends specific to learning transfer methods. 

������	

The first step was to select the publications for review. We asked academic and practitioner experts 
in Human Resource Development to identify the most influential publications in the field. We also 
utilised selected library databases and Web resources (ASTD, SIOP, etc.) to enhance our list. Also, 
we included both US and non-US publications (in English). Finally, we made an effort to balance the 
number of academic and practitioner-oriented publications. 

In total, we identified and reviewed 49 publications; 31 were classified as research-oriented 
publications and 18 were classified as practitioner-oriented publications. (The list of publications is 
available upon request.)  

The next step in the literature review was to develop a list of content categories for classifying the 
articles according to trends in workplace learning and learning transfer methods. In order to develop 
the content category list, a random sample of the publications was reviewed. There were three 
reviewers in our team, and each reviewed one issue from the selected publications and identified 
the primary topic or topics in each article. We then met and consolidated our lists into one common 
set of content categories.  

We met at least weekly during the review process to resolve questions and share new content areas 
that were identified during the reviews. If a new topic occurred multiple times, it was added to the list 
of content categories; otherwise it was classified as “other.” In the end, we identified 19 categories 
for workplace learning trends and 19 categories for learning transfer methods (list provided upon 
request). 

All of the publications were then divided among the three members of the review team, who coded 
each article accordingly. During the review period we recognised that some articles would fit under 
more than one category. Therefore, we decided that each article could be coded up to three times. 
For each article we recorded the following information: 

1. Article title 
2. Author name(s) 
3. Source: Journal name, year, volume, and pages 
4. Type of publication: practitioner or research 
5. Trends in workplace learning (up to three codes per article) 
6. Trends in learning transfer methods (up to three codes per article) 
7. Notes by reviewers 
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At the completion of the review, we had examined 1,139 individual articles. To determine the relative 
importance of each content category, we calculated the frequency of occurrence in the articles 
reviewed. Note that the frequency counts exceeded the total number of articles because each article 
could be coded up to three times.  

Trends in Workplace Learning 

The first research question we asked was, “What will be the most important issues and challenges 
in workplace learning?” To answer this question, we reviewed both practitioner- and research-
oriented publications and looked at the most frequently occurring topics in workplace learning. The 
results are displayed in the following graph. 

As the graph shows, there were distinct differences in the frequency with which topics were 
mentioned. The most frequently mentioned topic was “Leadership Development," with 227 articles. 
The second most frequently mentioned topic was “Strategic Human Resource Development,” with 
197 articles, followed by “Learning Transfer Methods” (156 articles) and “Talent Management” (132 
articles). 

 

As described earlier, previous research suggested significant differences in the trends when viewed 
through the academic vs. practitioner lens. Therefore, we separated the publications based on their 
type (practitioner vs. research) and looked at the most-mentioned topics in each publication type. 
These findings are presented in the following graph.  
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There were significant differences between the research- and practitioner-oriented publications, both 
in terms of overall frequency, and in rank ordering of topics.  

For the practitioner-oriented publications, “Strategic Human Resource Development” was the most 
frequently mentioned topic, with 126 articles. The second most frequently mentioned topic, with 80 
articles, was “Talent Management,” followed by “Learning Transfer Methods” (66 articles) and 
“Leadership Development” (59 articles).   

In contrast, for the research-oriented publications, “Leadership Development” was the most 
frequently mentioned topic, discussed in 168 articles. The second most frequently referenced topic 
was “Learning Transfer Methods” in 90 articles, followed by “Globalisation” (86 articles) and 
“Strategic Human Resource Development” (71 articles).  

 

In comparing the practitioner- and research-oriented publications, three of the four top topics were 
consistent (Strategic Human Resource Development, Learning Transfer Methods, and Leadership 
Development). Practitioner publications, however, focused more on talent management than did 
research-oriented publications and globalisation was referenced more in the research publications 
than in the practitioner-oriented publications. A summary of our findings is displayed in the following 
table:  
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Comparison of Practitioner-Oriented and  
Research-Oriented Publications 

 Practitioner Oriented Research Oriented 

1 Strategic Human Resource 
Development 

Leadership Development 

2 Talent Management Learning Transfer Methods 

3 Learning Transfer Methods Globalisation  

4 Leadership Development 
Strategic Human Resource 

Development 
 

We acknowledge that the frequency with which specific topics were mentioned in the articles only 
tells part of the story. Therefore, to provide a clearer understanding of the most frequently 
mentioned trends we did a more in-depth review of the articles associated with each major trend 
identified.  

Leadership Development 

Leadership was clearly the most frequently mentioned topic in the literature overall and was the 
primary topic in the research-oriented literature. Practitioner-oriented publications mentioned it less 
frequently, but it was still the fourth most frequently discussed topic. Articles dealt primarily with four 
principal issues: 

1. Growing interest in visionary/transformational leadership skills and leadership character  
2. Increasing use of non-traditional training methods (simulations, Web 2.0, coaching, lifelong 

learning approaches)  
3. Linking leadership skills to organisational performance 
4. The importance of leadership development for all levels (not only at the executive level)  
 
The literature focused heavily on transformational or visionary leadership skills, leadership 
character, and social/emotional intelligence skills. We believe that this focus on 
visionary/transformational skills is a reflection of broader changes in our society. We are 
experiencing relatively massive changes due to rapid technological advances, globalisation, 
uncertain economic condition, and escalating environmental concerns. These changes in turn have 
created much uncertainty and a desire for a more visionary leadership model. In addition, recent 
public cases of financial and ethical lapses among leaders have added emphasis on leadership 
values and character.  
 
The literature also suggested a growing realisation about the ineffectiveness of traditional methods 
used to develop leaders. Corporate leadership “boot camps” and leadership seminars have given 
way to less-traditional methods that integrate leadership training and development into the day-to-
day work life of managers. A large number of articles in our review indicated an increase in the use 
of informal learning, coaching, and Web 2.0 technologies (blogs, wikis, and social networks) as tools 
to deliver learning content to leaders.  
 
Thus, we believe that one of the leadership development challenges for organisations is to better 
utilise Web 2.0 and other non-traditional learning methods, and optimise these tools to develop the 
organisation’s leaders at all levels, to focus on the skills needed to lead with vision and character, 
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and to provide knowledge bases and information exchanges on key leadership and management 
skills. 

Strategic Human Resource Development 

Making sure that Human Resource Development initiatives led to improved organisational 
performance was seen as the next priority when we looked across all publications. It was the most 
frequently occurring topic in the practitioner-oriented publications and still considered as one of the 
top four in the academic-oriented publications.  

When we looked at the articles on Strategic Human Resource Development in more depth, we 
discovered three primary issues: 

1. How to show the positive impact of Human Resource Development initiatives on 
organisational performance—not just training ROI, but strategic impact on growth, market 
share, investor return, and other financial and non-financial indicators 

2. Assimilation of formally separated Human Resource functions (selection, training, 
performance assessment, succession planning, retirement, etc.) into an integrated talent 
management or human capital management process 

3. The need for more strategic HR planning 

The literature suggested that with today’s challenges associated with globalisation, technological 
advances, and the greying workforce, organisations were realising that they needed to leverage 
their human talents to sustain their competitive advantage and to ensure growth and survival. Also, 
HRD professionals have recognised the need to gain greater credibility in the eyes of organisational 
leadership by showing evidence that Human Resource Development initiatives were linked to 
improved organisational performance.  

With the focus on improving organisational performance, there was also increased recognition that it 
is difficult to make the connection between performance and the separate Human Resource 
functions. Thus, the literature suggested that the individual Human Resource functions (selection, 
training, performance assessment, succession planning, retirement, etc.) should be viewed from an 
integrated perspective. Thus, there was more emphasis on talent management, or human capital 
management processes, than on the individual functions alone.  

With an increased focus on strategic performance impact and integrated talent management 
processes comes a greater need for better strategic Human Resource planning. The literature 
suggested that over the next 3–5 years we will see more consistent HR planning occurring as part of 
organisational strategic planning.  

Talent Management 

While clearly connected to Strategic HRD planning mentioned above, this topic alone was also the 
fourth most frequently mentioned topic across all articles and was the second most frequently 
mentioned topic in the practitioner publications.  

The most frequently discussed talent management issues included: 

1. Selection and recruitment of the right people 

2. Retention of key talent—how to reduce turnover of key talents 

3. How best to integrate HR functions technologically and functionally 

4. How to motivate high performers throughout their career   
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5. Knowledge management systems—retaining the knowledge and expertise of retiring key 
employees  

6. Succession planning—keeping the leadership pipeline full 

In closer examination of the articles on talent management, we found a relationship to issues 
discussed previously, such as the shrinking supply of effective leaders, which could restrict the 
success of an organisation unless adequately addressed.  

Of most significance were issues related to effective recruitment and retention. The literature 
suggested a growing acceptance that “silos” among Human Resource functions have decreased 
organisations’ capability to find the right talent and retain high performers. The literature also 
suggested that the direction of the “recruitment” function is changing. In the past, recruitment 
focused more on creating a large pool of potential candidates with a rigourous selection process. 
Today, there seems to be a growing interest in “attracting” and “courting” talent, generating a 
smaller pool of highly desired candidates. 

There is also a strong trend in the belief that the integration of Human Resource functions will result 
in better recruitment and retention of key talents in the organisation. Strategic selection will result in 
better recruitment of key talents, who will become successful organisational leaders.  

We believe that the integration of Human Resource functions will be a continuing trend, and the 
integration of recruitment, selection, development, and retention functions will lead to greater 
contribution of Human Resource Development on organisational performance. We propose that 
creating awareness in organisations about the need to integrate Human Resource functions to make 
them more strategic and to find the best way to integrate the functions is one of the greatest talent 
management challenges in the next 3–5 years.  

Trends in Learning Transfer Methods  

The second research question we asked was,��What will be the most significant challenges in 
ensuring that learning transfers to the workplace and impacts organisational performance?”  

Previous studies suggest that much of the learning that occurs through traditional training methods 
(seminars, self-directed e-learning, etc.) does not lead to changes in workplace or organisational 
performance. As such, much of the current literature addressed different approaches and methods 
for promoting the transfer of learning from the learning environment into the day-to-day activities of 
workplace performance. Yet, to date, there has been no systematic effort to review this literature 
and to identify trends in research or practice in learning transfer methods. Therefore, we decided to 
explore the trends in learning transfer methods.  

We performed analysis similar to what we did with general trends in workplace learning, except we 
narrowed our focus down to articles related specifically to learning transfer methods. Altogether, 
there were 514 articles that discussed learning transfer methods. The following graph shows the 
frequency with which each content category of learning transfer methods was mentioned in these 
articles.  
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As shown in the graph, the most frequently mentioned topic was “Multiple Methods,” with 110 
articles. The second most frequently mentioned topic was “Strategy Integration,” with 56 articles, 
followed by “Manager Involvement,” with 52 articles.  
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When we compared the research- and practitioner-oriented publications, we discovered differences 
both in terms of overall frequency and in relative rank ordering of topics. These are shown in the 
following graph. 

For the practitioner-oriented publications, “Multiple Methods” was the most frequently mentioned 
topic with 62 articles. The second most frequently mentioned topic was “Strategy Integration,” 
described in 47 articles, followed by “Impact Measurement,” mentioned in 30 articles. 

Similar to the practitioner-oriented publications, “Multiple Methods” was the most frequently 
discussed topic in the research-oriented publications with 48 articles. However, unlike the 
practitioner-oriented publications, the second and third most frequently mentioned topics were 
“Manager Involvement” (44 articles) and “Sustaining Learning” (33 articles).  
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The following table summarises the comparison between the practitioner- and research-oriented 
publications. “Multiple Methods” was the most frequently discussed topic in both types of 
publication. However, practitioner-oriented publications focused more on “Strategy Integration” and 
“Impact Measurement,” whereas the research-oriented publications were more interested in 
“Manager Involvement” and “Sustaining Learning.”  

 
Comparison of Practitioner-Oriented and  

Research-Oriented Publications 

 Practitioner Oriented Research Oriented 
1 Multiple Methods Multiple Methods 
2 Strategy Integration Manager Involvement  
3 Impact Measurement Sustaining Learning 

 

The importance of understanding the issues and challenges associated with trends in learning 
transfer methods was emphasised by the fact that 14% of the articles reviewed (across all 
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publications) mentioned trends in learning transfer methods. Clearly, there was a need to 
understand how to deliver learning in a way that ensured a direct and sustained positive impact on 
organisational performance. Nonetheless, we realised that Learning Transfer Methods was a very 
broad category and thus, decided to look at the top three most frequently mentioned topics in 
greater depth.  

Multiple Methods 

This was the most frequently mentioned topic across all publications and was still a priority when we 
looked at the practitioner- and research-oriented publications separately. Previous studies had 
identified “blended learning” as a key trend in the industry. What we identified as multiple methods in 
this review had evolved beyond what was commonly known as blended learning (a combination of 
classroom and e-learning). The multiple methods in our study captured all aspects of learning 
beyond the training program. It involved utilisation of methods like coaching, e-mail reminders, 
informal learning, structured on-the-job training, etc., to promote learning that delivered results. 
Stated differently, the multiple methods in our study consisted of all learning methods, both 
traditional and non-traditional, that could be employed to ensure that learning led to improvement in 
organisational performance. Thus, the tone of the discussion had moved away from a focus on one 
or two specific methods toward how all learning methods could be strategically integrated so that 
learning always led to improved organisational performance.  

The literature also displayed a growing trend in the utilisation of non-traditional methods used to 
deliver learning (avatars, e-coaching, podcasts, Web 2.0, structured OJT, informal learning, etc.). In 
addition, varieties of non-traditional methods have also been increasingly employed for pre- (to 
prepare) and post- (to reinforce and to sustain) learning. Furthermore, as workplaces became flatter 
and were extended across continents, there were concerns about how to ensure global consistency 
in the utilisation of multiple methods to deliver and sustain strategic learning.  

From this we believe that one of the significant challenges for organisations is in identifying the most 
effective way to integrate both traditional (classroom, e-learning, OJT) and non-traditional (social 
networks, blogs, communities of practice, etc.) methods to promote strategic learning.   

Strategy Integration 

Fifty-six articles, mostly in practitioner publications, highlighted strategy integration as an important 
issue under learning transfer methods. Specifically, most strategy integration articles were divided 
into two main themes: Linking learning to performance, and the role of learning to promote long-term 
business viability.  

Discussion on linking learning to performance has always led to the controversy surrounding training 
ROI. In our review, we found that even though training ROI was still considered important, the 
discussion had expanded beyond this issue. Our research indicated a shift from a narrow focus on 
how to effectively measure training ROI to a broader focus on how to make sure that learning 
delivered results that positively impacted organisational performance.  

Much of the literature focused on helping participants understand the link between their learning, 
their behaviour, and their performance. Thus, there seemed to be a shift away from a focus solely 
on measuring the impact of learning, toward ensuring that learners understand what is expected of 
them to produce the desired impact.  

It was repeatedly noted in the literature that one way for organisations to sustain their competitive 
advantage was through employee learning and development. Thus our research suggests that one 
of the most valuable methods to ensure strategic learning is to help employees understand the 
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relationship among what they learned, the company objectives, and what they need to do to 
contribute to these organisational objectives.  

Manager Involvement 

Fifty-two articles addressed the critical role of managers in facilitating learning; the majority were in 
the academic-oriented publications. It was clear from a deeper examination of the articles that 
manager involvement in supporting, reinforcing, reviewing, and assisting in application of learning 
content was considered one of the most important aspects of learning transfer methods. 

A recurring topic in this area was the shifting managerial role from that of an expert who supervised 
the subordinates’ performance to that of a facilitator of subordinates’ learning. Past research has 
suggested that leaders who promoted strategic learning would be more likely to have subordinates 
who appreciated the significance of strategic learning. Thus, managers became the link between 
employee learning and the organisational learning process. It became the manager’s responsibility 
to make sure that learning took place and led to improved organisational performance. However, the 
literature reported on several barriers to this shifting responsibility, including adherence to traditional 
management roles, lack of information and skills, and limited organisational support.  

Additionally, there were several articles that focused on the need for coaching skills. A number 
reported on research showing that manager involvement resulted in greater learning and greater 
impact on performance. Manager involvement was also linked to the increased role of informal 
learning and structured on-the-job training (structured OJT). Based on this, we propose that one of 
the challenges facing organisations is how to better integrate managers into the learning process to 
coach, promote, and facilitate the utilisation of new skills.  
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While a review of the literature provided valuable insights into what experts and researchers were 
interested in, it could not speak directly to what individuals were actually thinking and doing in 
organisations. Therefore, to ensure a comprehensive look at these questions, we decided to 
supplement our literature review with interviews with both academic researchers and practitioners to 
validate our literature review.  

The purpose of these interviews was twofold: 1) to gain insight into the specific actions that 
organisations are taking to address the most pressing trends in the industry, 2) to validate and 
expand upon our literature review findings.  

Method 

The first step was to identify the interview candidates. The academic research professionals were 
chosen based upon the following criteria: 1) recognised in the Human Resource Development field 
for their expertise; 2) possessed the ability to offer global perspectives; and 3) had consulting 
experience. Practitioners were chosen based upon: 1) their involvement in strategic learning 
decisions in their organisations; and 2) their global experiences. 

We used our network in the academic and professional arenas to collect the contact information of 
potential candidates. Emails were sent to each prospect asking his/her willingness to participate in 
our study. A brief description of the study was included to ensure that each candidate understood 
the objective of the study.  

Once the participant indicated willingness to participate, he/she was contacted by e-mail to schedule 
the time for a phone interview. During the interview, the researchers either recorded the interview 
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(with permission of the individual) or took notes of the interview. In total, there were 31 professionals 
interviewed (12 researchers and 19 practitioners).  

Once the interviews were compiled, they were submitted to a contact analysis. One member of the 
research team read the responses and a set of content categories. Then a second member of the 
team categorised responses into the content categories, calculated their frequency of occurrences, 
and identified representative quotes to include in the paper. 

Trends in Workplace Learning 

We wanted to obtain both the professionals’ own perspective on trends and their opinions on the 
trends that emerged from the literature review. Therefore, this section of the interview protocol has 
two main parts. First, we asked an open-ended question concerning what they saw as the most 
important challenges in workplace learning. After they responded, we provided them with the list of 
the most frequent topics from the literature review (leadership development, HPI actions, strategic 
Human Resource Development, and Talent Management) and asked them to comment on each of 
these topics. 

Overall, there was a great deal of consistency between the literature review priority topics and those 
identified by in the interviews. The table below summarises the comparison between the top trends 
identified in the literature review and the interviews. 

Comparison of Literature Review  
and Interview Priority Trends  

in Workplace Learning  

 Literature Review  Interview Results 

1 Leadership Development Talent Management 

2 Strategic Human Resource 
Development 

Learning Transfer 
Technology 

3 Learning Transfer 
Technology 

Strategic Human Resource 
Development 

4 
Talent Management 

Leadership Development 
 

Globalisation 
 

Four of the five top trends were the same for the interviews and the literature review, although, in 
somewhat different order. Talent management was clearly the most often mentioned trend, 
identified in 15 of the 31 interviews. Learning Transfer Technology was the second most frequent, 
with 12 of the 31 professionals mentioning that trend, followed by Strategic HRD as third most 
frequent, mentioned by 10 of interviewees. Finally, Leadership Development and Globalisation were 
both mentioned by 7 of the interviewees.  

Talent Management 

Talent Management was identified as a priority issue by both practitioners and researchers. 
Additionally, when asked to validate the findings from the literature review, 23 SMEs (15 
professional; 8 academic) confirmed the significance of Talent Management in ensuring successful 
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workplace learning. While Talent Management was not a priority topic in the research publications, it 
was 2nd most important in interviews with academic researchers. Thus, it seems that there is a 
recent and growing awareness in the importance of Talent Management in the academic 
community. 

When asked why they believed that talent management is a critical issue, the interviewees identified 
three primary drivers. 

1. Limited talent pools at all levels. 

Whether they were talking about entry level, high level leadership, or anything in between, the 
professionals saw severe restrictions due to the availability of new talent for organisational 
growth. Much, but not all, of this is driven by the “Baby Boom” generation beginning to retire. 
Some organisations are projecting that up to 50% of their middle and upper management will be 
retiring in the next decade, with much smaller following generation not being able to fill the gaps 
being created. 

This issue is exacerbated by what many saw as too little effort put into succession planning and 
leadership development. After decades of downsizing, many organisations are faced with a 
workforce less well prepared to take leadership roles combined with an immediate need to 
replace retiring leaders.  

This is also a global phenomenon. Mature countries (Japan, Italy, US, etc.) do not have enough 
young workers and are looking abroad, to developing countries, to find workers. Developing 
countries have rapidly expanding economies but unfortunately much of their young talent moves 
away to the more mature countries. For example, one researcher interviewed pointed out that 
the Angolan economy had 15% growth in GNP, but they struggle to fill key positions because of 
emigration to US and Europe by the younger generations.  

“Talent Management is probably the most critical issue. Specifically succession 
planning, selection and hiring, and retention efforts. This is driven primarily by 
demographic change, boomers are ready to retire and, after decades of 
downsizing, companies are not well positioned to take up the slack and to have 
a generation of leadership at all levels.” 

 

2. Changing Workforce Loyalty. 

While this is not a new issue, loyalty continues to be a struggle for many organisations. While 
our profession has discussed the “new employee contract” for many years, the professionals we 
interviewed still feel that we do not know what that contract is. 

In many respects this appears to be a circular problem. As turnover increases, organisations are 
less likely to invest in development, succession planning, and other activities that provide long-
term benefits, which reinforces to the employees that their company is not investing in them, 
resulting in increased turnover, further lowering the investment in retention efforts.  

While HR professionals seem to know how to create greater loyalty among the younger 
generations (more learning and development, more interesting and challenging work 
assignments, rapid advancement for high potential employees), there is not the level of support 
or resources to implement the solutions.  

“Employees in the past were more loyal than now and especially with young 
people there has been a shift. People are not as loyal to the organisation, and 
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so companies need help in providing the right environment, support and 
development of their people. Organisations will need help in making their 
employees more loyal.” 

 

3. HR functional silos creating inefficiencies. 

Finally, there is a broadening understanding that our tradition of separating the human resource 
development function (i.e. training and development) from other HR functions serves to create 
inefficiencies and unnecessary costs to an organisation. Of particular concern is the integration 
of training and development with functions such as recruiting, selection, retention, and 
succession planning. In addition, advances in software technology, that serve to integrate the 
data associated with these functions, has made integration more plausible. 

Despite the potential benefits and importance placed on integration in general, the professionals 
interviewed indicated that not enough is being done: 

“What I do here (training) is not integrated at all with HR. In my mind, staffing 
and training integrated along with compensation. By not using an integrated 
approach, the probability of being able to develop talent to the breadth and 
depth that you want is low. I don’t see many cases where companies are doing 
a great job where HR and HRD are integrated. What I see are a bunch of silos 
that when push comes to shove they work together but they do not do it in the 
concept of strategy or the impact it’s likely to have.” 

As stated above, many of the professionals interviewed believe that more should be done to 
improve talent management practices. However, some specific actions currently underway include: 

·  Increased use of job rotations, especially with younger workers. Organisations are finding 
that retention can be improved by exposing the newer generation of workers to new job 
challenges and by rotating through multiple functions they are better prepared for leadership 
positions. 

·  There has been a re-emergence of “Fast Track” programs for employees identified as 
having high potential. While there are challenges to identifying potential, providing talented 
individual contributors with a faster route to advancement has improved loyalty and retention 
among the younger generations. 

·  Creation of knowledge management systems that will enable knowledge transfer from the 
retired workforce. While the focus has been on the retiring generation, it is also addressing 
the issues of high turnover. Using some of the Web 2.0 technologies (blogs, wikis, etc.), 
organisations are attempting to capture the knowledge of workers before they retire (or 
leave) to pass onto the next generations. The difficulty is that most of the people from whom 
they want to capture knowledge are from a generation that is less comfortable with the web 
2.0 technologies. 

Learning Transfer Technology 

Learning Transfer Technologies was the second most mentioned topic identified in the interviews, 
mentioned by 12 of the 31 professionals interviewed. When asked to validate the literature review 
findings, 23 of the people interviewed agreed that Learning Transfer was an important topic. 
Because we addressed Learning Transfer Technologies in its own section of the interview, we will 
review the results in the next section of the report.  
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Leadership Development 

Leadership Development was the third most mentioned topic in the interviews and when asked to 
validate the literature review almost all of the professionals (26 of 31) confirmed that leadership 
development was a very high priority. Leadership Development was considered a priority by both 
researchers and practitioners, although the need was felt somewhat more strongly by practitioners. 

When asked the primary issues and challenges associated with the Leadership Development, two 
principle topics emerged: 

1. New leadership skills for the new era 

There was broad consensus that there are new skills critical to effective leadership that are not 
addressed adequately in more traditional approaches to leadership development. The most 
often mentioned skills included: 

Dealing with Uncertainty : In an era characterised by uncertainty and an ever-changing 
business environment, leaders need new skills for making decisions and solving problems 
where missing, distorted, and contradictory information abound. The ability to analyse and then 
act in an uncertain environment is critical. 

Forecasting and Visioning : While we often associate Visioning with a specific leadership style, 
it is also critical, perhaps more critical, that we teach leaders skills for forecasting, futuring, and 
developing future scenarios to aid in strategic planning.  

Cross-cultural integration : As more and more work is accomplished through collaboration with 
people from around the world, leaders at all levels need to have global awareness and cross-
cultural communication skills. 

Cross-functional integration : Leaders are also increasingly required to facilitate collaboration 
across functional boundaries within their organisation. Often language and cultural differences 
can be as large between the Marketing and Engineering departments as they are between two 
countries.  

Facilitating and promoting learning : One of the most frequently mentioned skills was the 
need to be more effective at supporting their employees’ development. The skill requirements 
ranged from direct coaching, assisting with development planning, to creating a talent 
development strategy. It was clear that most of the professionals interviewed believe that the 
role of the leader has shifted from being the expert to being the facilitator of shared expertise.  

Ethical leadership: Ethics in leadership was also clearly on the mind of many professionals 
interviewed. It is difficult to say whether this is a short-term reaction to recent events or a longer-
term need, although it is a global issue. Many of the people interviewed were struggling with 
different approaches and standards of ethical behaviour between cultures.  

“The expert leadership model is insufficient in the future; we need to 
understand that the role of leaders is not to be the expert anymore; rather 
leader should be the facilitator. For instance, a leader managing a team of 6 
experts is not asked to have more expertise than the team members, this 
leader needs to facilitate the collaboration among the 6 experts”  

“Enhancing leaders’ courage and visioning. These are the most challenging 
problem areas for the leaders these days. Many of them don’t have enough 
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courage to make decision, take actions, etc. They don’t have clear visions 
and/or lack the ability to send their message about their vision.” 

2. New Approaches to leadership development 

Despite the new skills described above, one interviewee commented that how they develop 
leadership has changed much more dramatically than what (skills) they develop. There is a 
general recognition that the traditional approaches to developing leaders have been limited in 
their effectiveness and that emerging technologies, particularly the web 2.0 capabilities, have 
created the ability to re-define how leaders are developed and trained. 

“We have focused on leadership development over a long period of time and we 
are always changing how we do things. We have some basics, for example 
leadership competencies, styles, etc. They get reviewed and updated, but don’t 
change that much. But the way we deliver changes constantly. Smaller 
modules. We have been using blended learning since 1994. Using a lot of 
Experiential learning, snippets of learning that get pushed out, portal for 
mangers, surveys, manager feedback surveys.” 

As expected, there are a number of actions being taken to re-define how leadership development is 
delivered. Each organisation seems to take their own course and there is not a lot of consistency 
across companies. Some of the actions the professionals we interviewed use include:  

·  Smaller modules integrated with application : Rather than week long leadership 
workshops, which have poor transfer to work, organisations are turning to smaller, single 
topic, learning modules (live or e-learning) and then integrating them with structured on-the-
job application activities. This is often also accompanied by follow up sessions (often done 
virtually) to identify best practices. 

·  Application assignments integrated into all develop ment . Requiring leaders who 
participate in any development initiative (conference, workshop, etc.) to report on how they 
have applied the learning to the job. For company sponsored workshops and seminars, 
specific procedures and tools are often provided for structuring the application activity. 

·  Communities of leadership excellence . Using blogs, wikis, and social networks, 
organisations are connecting leaders around specific organisational challenges. For 
example, one organisation created a leadership ethics blog to help leaders apply their new 
ethics standards in a consistent and practical way. 

·  New approaches to gap analysis . While traditional 360-degree feedback is still widely 
used, new approaches are emerging. For example, some organisations have moved to 
smaller, more focused feedback on key skill areas and providing feedback on a more 
frequent basis, rather than the once-a-year broad-based survey. Also, technology is allowing 
for a more interactive set of feedback approaches, where a leader can engage in a virtual 
dialogue with others to clarify more quantitative feedback.  

·  Proving the effectiveness of leadership development . The professionals we interviewed 
also tended to struggle with the issues of evaluating the impact of leadership development 
efforts. Most traditional models of measuring learning impact (Kirkpatrick, Training ROI) rely 
on a relatively short, time-bound impact. However, leadership development has a longer 
term focus. The value of leadership development may result in short term benefits (for 
example, shorter project cycle times), but most of the impact is mid-term (for example, 
reduced turnover) or long-term benefits. Accounting for all of these in an impact analysis 
process is difficult.  
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While there are a number of new approaches being implemented and experimented with, it is also 
clear to many professionals that not enough energy or effort is being directed toward leadership 
development. Pointing to issues of turnover, retiring baby boom generation leaders, and the rapidly 
growing global economy, companies may continue to struggle with bringing enough new leaders 
“on-line.” 

Strategic Human Resource Development 

When asked to identify challenges in workplace learning, strategic Human Resource Development 
was mentioned by ten of the professionals interviewed (4 out of 12 researchers; 6 out of 19 
practitioners) which made it the third most frequently mentioned issue. When asked to validate the 
literature review findings, 25 out of 31 professionals agreed that strategic Human Resource 
Development was important. In fact, this topic received the most confirmation of all of the literature 
review topics.  

There were two primary issues identified within Strategic Human Resource Development. 

1. Creating the Strategic Role 

In order to be effective, workplace learning and performance must be tied to the strategic 
business objectives. The professionals we interviewed all recognised the need to gain greater 
credibility in the eyes of organisational leadership. In general, the major gaps they saw were the 
need for a better understanding of priorities, linking initiatives to specific organisational goals, 
providing business appropriate metrics of HRD activities, and learning how other functional 
executives think and describe the organisation. 

“HR and T&D people can easily get caught in the details and lose sight. Linking 
what they do and why with the overall organisational strategy is critical. One of 
my former students working for (a southern California restaurant chain) came to 
my class and gave a speech about careers in training. He made a point that the 
goal of his job is not to train employees, but to sell more burgers.” 

2. Providing Strategic Evidence 

Consistent with the literature review findings, the interview highlighted the need for metrics to 
measure the positive impact of workplace learning on the overall organisational performance. 
This is not the traditional Kirkpatrick or training ROI approach but a focus on metrics that shows 
how learning initiatives influenced the organisation bottom-line. The professionals we 
interviewed indicated that they were asked to provide evidence of impact on things like; impact 
on quota achievement, margin management, P&L improvements, project completion rates and 
schedule reductions, cycle-time changes, win/loss ratio, rejection and re-work rates, etc.  

“Trend is to measure the effectiveness of HRD, not from an activity perspective 
or even learning perspective, but rather to the results they got as result of 
participating in the training.  Critical metrics include impact on quota 
achievement, finance management, project management, margin management, 
and the like.”  

Although the significance of workplace learning for business survival was repeatedly stated, the 
interviews indicated that most organisations were still struggling with finding ways to integrate this 
into their business reality. Some of the specific actions the people we interviewed indicated they are 
taking are: 
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·  Learning the language of business:  In particular, practitioners were directing their staff to 
complete business courses so they could understand the language and priorities of finance, 
operations, strategic planning, marketing and sales functions. For many, the only way to 
develop strategic partnerships was to become “Strategically Versatile” in their approach. 

·  Link every learning initiative to specific, measura ble organisational performance 
goals.  Organisational performance goals can usually be linked to one of four broad 
categories: cost, speed, quality, or innovation. Learning professionals are beginning to 
quantify the outcomes of their learning to one of these areas and provide specific, 
measurable objectives to those learning initiatives. 

·  Pursue learning initiatives based on a process driv en capability framework.  One 
professional interviewed indicated that every new initiative they begin must always be 
supported by a document that begins with a critical business process/role, identifying what 
needs to improve in that process/role, and then links the learning activities to those needs. 
No initiative goes forward without it.  

It is clear that workplace learning professionals need to take these actions, and more, to be seen as 
credible contributors to organisational strategy. The difficulty is determining what action a specific 
organisation will most value. 

“I think it is absolutely key and if Training & Development professionals had 
been doing it all along, we would have more important role in business than we 
do today. Every time we do something I asked how we supported business 
strategy. It’s absolutely critical. What’s frustrating is I am not sure most people 
understand the importance. If you asked if it was important for things to be 
aligned they would intuitively said yes. But if you asked about 3 more questions, 
they are not clear why it is important.” 

Globalisation 

Seven of the 31 professionals interviewed mentioned globalisation as a priority issue (3 out of 12 
researchers, 4 out of 19 practitioners) ranking it as the fourth most mentioned topic. There were two 
elements to the globalisation comments: 

1. Global skills 

There was clearly a recognised need among this group of professionals to develop skills for 
working cross-culturally among the broader employee population. Traditional expatriate 
programs (which focus on preparing people to take assignments out of the country) do not 
provide the skills that project managers and individual contributors need to work on global 
teams, nor develop relationships with global customers or vendors. 

Comments suggest that the principle skills needed are in the areas of sensitivity to other 
cultures, better interpersonal communication skills, and language skills.  

2. Global learning methods 

One aspect that has made globalisation of learning easier is the explosion of learning 
technologies that allow consistent, low costs, and just-in-time learning approaches globally. 
Traditional e-learning methods are now supplemented with mobile learning, web-cast learning, 
network delivered videos, wikis, blogs, and other technologies that bring the learning to the 
person, not the person to the learning. 
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One remaining struggle is giving the technology a more human face. Virtual worlds, like Second 
Life and holographic technology are just beginning to make in roads into the learning space. 
These have the potential of making learning more interactive and more life-like than is possible 
with existing technology. 

Trends in Learning Transfer Technologies 

As mentioned above, when asked about general trends in Workplace Learning and Performance the 
second most mentioned topic was Learning Transfer Technologies (LTT). Twelve of the 31 
professionals interviewed mentioned LTT in the open-ended section of the interview and 23 of 31 
confirmed LTT as an important topic emerging from the literature review. 

Therefore, as in the literature review, we asked specific questions about the impact and actions 
organisations are taking associated with Learning Transfer Technologies. Most of the comments 
addressed the actions that organisations are taking to support the use of new learning on the job. As 
in the general workplace learning trends, the interview results largely supported the literature review 
findings. 

Manager Involvement 

By far, the most frequently mentioned Learning Transfer support was the involvement of the 
learner’s manager or supervisor. Twenty-seven or the 31 people interviewed saw manager 
involvement as a high priority. For many, managers were seen as the greatest influence on whether 
or not new skills or behaviours are used on the job. Actions to improve manager involvement in 
learning transfer could be grouped into three areas: 

1. Motivation 

There was clearly a recognised need, among this group of professionals that managers need to 
accept a shift in their role as managers and take more responsibility for their employee’s 
development and for creating a learning culture. In the past, many viewed accountability for 
learning as lying primarily with the instructor, then the learner, then the manager. Today, for 
many organisations, the accountability for learning (and learning transfer) is primarily the 
responsibility of the learner, then the manager, and third the instructor. 

2. Skills 

There was widespread belief that managers lacked the necessary skills to support learning and 
learning transfer. In fact, “teaching adults how to teach others” was seen as one of the greatest 
opportunities for improving the impact of learning on organisational performance. Despite the 
fact that organisations have been teaching managers coaching, presenting, and other related 
skills, they have largely not been successful at creating the learning focused manager. 

3. Tools  

Many saw a close relationship between the lack of skills, lack of motivation, and lack of tools to 
help the manager support learning and learning transfer. They argued that if managers were 
given tools to help them review, reinforce, and check the outcomes of learning, they would be 
more likely to engage in the learning support, would get more skilled over time, and their 
successes would build their motivation to engage in learning support. 

“More and more of the education and development of talent is being expected 
from the supervisor and the employee, neither of whom are very well equipped 
to play either one of these role. So, teaching adults how to teach others and 
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coaching for performance is a huge opportunity. The need is huge, the skill is 
low. “ 

While many admit that more needs to be done, organisations have taken a number of steps to 
increase manager involvement in learning transfer; 

·  Managers are being held accountable  for employees’ Individual Development Plans (IDP) 
and are required to document at least two career discussions a year. 

·  Involvement in learning is being added to job descr iptions and performance review of 
managers.  This is true at all levels: for supervisors, involvement is primarily focused on 
coaching skills; at higher levels, they are being held accountable for creating a learning 
culture.  

·  Managers are provided with tools to support learnin g and monitor the use of new 
skills.  Tools like behavioural checklists, project or situation review forms are packaged as 
part of a “manager tool kit” for managers to use to follow-up, reinforce, and review learned 
skills.  

·  Managers are required to be engaged in all of the l earning programs their employees 
attend.  Some have included a pre-session and post-session meeting with managers to 
prepare them for their role. 

·  Providing training to managers in coaching skills, and learning facilitation skills.  
While most organisations have always provided them, there is some renewed interest. 

·  Pre-packaged training sessions for managers to lead . Some organisations are putting 
together “meeting in a box” programs with all of the materials and instructions that managers 
need to conduct mini-training sessions with employees. 

Strategy Integration 

Strategy integration was the second most often mentioned approach to improving the transfer of 
learning. Twenty-four of the 31 professionals interviewed indicated that strategy integration was 
important to improving the transfer of learning. Several issues emerged from the interviews. 

1. Workplace learning and performance being more strategic 

For many years, practitioners lamented the fact that they “did not have a seat at the table” and 
learning was not taken as seriously as they thought it should. Today, there is wider recognition 
that not being seen as a strategic partner was the fault of HRD, not the other way around. Many 
of the professions interviewed focused on the need for HRD professionals to base their work on 
the organisation’s strategic direction and focus their learning goals on enabling the achievement 
of the organisation’s business goals.  

“Yes. I rank this first in importance. Workplace learning must align with business 
strategy and change, and ideally would be a top-down action. Isolated training 
without executive support would create no value for the organisation. “ 

2. Moving away from a medical model 

For most of the history of HRD, the profession has followed what is largely a medical model for 
our practice. That is, we saw ourselves responsible for coming in as professionals to diagnose a 
problem, find the root cause, create a solution, implement, and evaluate the solution.  
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In the interviews, we saw a marked movement away from the medical model to an approach 
that emphasised the transfer of capability from HRD to the line organisation. Less often are HRD 
departments positioning themselves as the experts coming in to fix the problem, but as 
consultants who are helping the line figure out how best to achieve their objectives.  

“This is not only for individual transfer (for trainee), there is also a problem in 
transferring HRD to the organisation. We fall down in our commitment to assure 
that individuals can do what we teach them to do, or giving them the skills to 
follow-up. “ 

3. Integration with key business processes 

Finally, many of the professionals interviewed saw workplace learning as needing to support key 
business processes. In other words, they are looking to link the training to the implementation or 
improvement of a key work or business process and deriving the value of learning by enabling 
the effectiveness of the processes. 

“There are two types of strategic integration, vertical and horizontal. Vertical 
integration is about HRD initiatives integrated with organisational strategy. 
Horizontal integration is about HRD initiatives integrated with other functions 
and processes in the organisation. We need to ensure we integrate both 
vertically and horizontally. “ 

Organisations are taking a number of steps to increase strategy integration of workplace learning: 

·  When learning is implemented, the goals are always framed in terms of business 
outcomes.  If the program cannot be tied to a specific, measurable business goal, then 
serious consideration is given to cancelling it. 

·  Workplace learning and HRD departments are re-defin ing roles . Whereas in the past 
“platform” facilitation skills were the primary consideration, business knowledge, learning 
analytics, needs analysis, and performance consulting skills are now the primary skills. 

·  Competency models are increasingly being based upon  the organisation’s strategic 
plans, rather than solely on job incumbent observat ion and manager interviews . This 
“Strategic Competency Modeling” framework is growing in popularity. 

Multiple Methods 

It was clear from the interviews that, like the literature review, the professionals agreed that the 
critical trend was not “Blended Learning” in its traditional sense, but the need to utilise and integrate 
multiple learning methods. Thus, within the interviews, reference to traditional e-learning and e-
learning plus classroom learning were not mentioned as important trends. What they did discuss 
were the following: 

1. Critical Characteristics of multiple methods 

The professionals interviewed saw multiple methods as accomplishing specific objectives, not 
just as a new technology. For one, they were seeking flexibility to match the needs of the 
learners. Multiple methods were often used to provide a menu of options, so learners could 
approach the learning with their preferred approach. Also, they were focusing more attention on 
the strategic use of delivery methods. Thus classroom, mobile, web-based, and informal 
learning were all utilised for their strengths. 

2. Informal Learning 



Trends in Workplace Learning and Performance 

 

© 2008 Wilson Learning Worldwide Inc. 23 RESEARCH REPORT 

One frequently mentioned trend was the effort to capture more of the informal learning that 
occurs and direct it toward business objectives. It is widely accepted that most of the workplace 
learning that occurs is informal and that there are great opportunities to leverage that. 
Connected to informal learning is the need for new methods of structuring On-the-Job Training 
(OJT). 

“Still trying to get a good formula for OJT. Every course and vendor has unique 
ways to reinforce – would be good to have one formula across programs- could 
be much more systematised- web sites, e-mail reminders, role playing, 
management reinforcement. Not given its fair share of attention. “ 

3. Application-based learning 

Imbedding applications in learning, and learning in application, is also a growing trend. For 
example, project-base learning, or learning tied to major business process re-designs. By linking 
new skills to specific applications and then following up to assure that they are used is seen as 
an important method for enhancing transfer. Connected to this is the increased use of 
application tools imbedded in the learning. 

4. Mobile learning 

One method which is growing rapidly is the use of mobile technologies (cell phone, Blackberry, 
PDA, iPods) to deliver learning. This is leading to some significant changes in how learning is 
structured; moving away from high end graphics (requiring less bandwidth), learning in 2-4 
minute segments, among other changes. Most see mobile learning as good reinforcement and 
pre-work, but not as the main delivery of the learning. One common concern was lack of an 
effective standard approach. 

5.  Web 2.0 Delivered learning 

We are all familiar with the social network sites, blogs, wikis and other user-generated content 
capabilities that are collectively referred to as Web 2.0 technologies. There is growing interest in 
harnessing these technologies to support workplace learning. While still in the beginning stages, 
wikis and blogs are being use to reinforce learning and provide a quick reference for learning 
content. Social Networks are being used to link together expert coaches and learners. Many feel 
this is only scratching the surface of the potential. 

“I think we have passed the stage of blended learning, it is not news. Look at 
core learning and what can be done before and after virtually. Use the 
classroom for what needs to be done practically, for example more practice 
time. We provide the options, learning on personal devices (Blackberrys etc) 
downloadable e-learning when you are travelling or have down time. Not for 
main programs but for follow-up, pre-work, etc. Everything we develop is 
moving away from highly graphical. Not taking whole classes and downloading, 
but key tools, models. Making tools available on personal devices, so that they 
can access just before a meeting, etc. “ 

In our interviews, we identified the following active uses of multiple methods, beyond the traditional 
Blended learning approaches: 

·  During classroom training, learners are asked to id entify one or more specific 
applications for their skills (for example, a custo mer they will use their new sales 
skills with).  Then the facilitator/performance consultant follows-up with the participants to 
record success stories, best practices, and additional learning. 
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·  Providing checklists, forms and other application t ools  with every learning content 
program. 

·  Creating a social network site  focused on content coaches and linking them to learners as 
a way to extend the learning and provide easy access to support and coaching. 

·  Periodic e-mail or personal device reminders  to provide tips and suggestions on how to 
apply new learning to the job. 

·  On line and mobile games to test knowledge retentio n as a follow up to learning . 
These are mostly in the form typically referred to as incidental games. 

·  Creating training in text based (for mobile), inter active e-learning, and group learning  
and allowing learners to choose their method. 

Focus on Learners 

There was one additional topic that we felt was important to mention. The need to focus on the 
learners continuously emerged from the interviews but was not identified as a priority in the literature 
review. More and more responsibility for workplace learning and performance is being placed on the 
learners themselves. As a result, many professionals thought that it was critical to understand the 
needs, desires, motivations, and personal barriers to learning and find organisational responses.  
Two principal topics were identified: 

1. Understanding the employees learning strategies 

While this started out as a generational issue, those interviewed acknowledge that there have 
always been differences in how people learn best. While the post-Baby Boom generation is 
generally more comfortable with technology and, therefore, approaches technology-supported 
learning with greater ease, the learning style differences identified decades ago still seem to 
account for most of the differences. 

Professionals are acknowledging that, if individuals are to take more proactive action toward 
learning, then organisations must provide that learning in ways that are consistent with a 
broader set of learning styles as well as delivery methods. Thus, organisations are paying more 
attention to addressing all of the learning styles dimensions (abstract-concrete, linear-random) in 
their design and delivery of learning. 

This topic also extends to career development. Advancement today is more than just the option 
of moving to higher levels of leadership. As the options for advancement expand, organisations 
are recognising that individuals will have different career strategies, as well as different career 
goals, and are trying to align with both.  

2. What motivates learning 

As there are individual differences in preferred learning strategies, there are also differences in 
what motivates learning. Some see learning as a tool for advancement, some enjoy the 
challenge of trying something new, and others are motivated in other ways. The professionals 
interviewed stressed the importance of understanding what motivates the individual learner and 
then supporting that organisationally. Some organisations have created management processes 
that require managers to have “motivation conversations” with their employees, to discover what 
goals, interests, and objectives they associate with learning, then structuring individual 
development plans to maximise those motivators. 
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“Every employee should be aware of their own individual strategy to develop 
their career and performance in the organisation. It is important that everyone in 
the organisation can talk about it and to know how the can contribute/ add value 
to the organisation. Manager needs, in turn, to be able to facilitate the 
discussion about value/contribution employee can add to the organisation.” 

!����������	

There was a great deal of consistency between the literature review results and the interviews, 
indicating that we can be confident in our conclusions about the challenges and opportunities 
organisations will face in the next 3–5 years with regard to strategic workplace learning. While these 
challenges will come from many directions and with many perspectives, they are all related to one 
another.  

We believe that the initial challenge will be in a re-focusing of leadership development. It is no 
surprise that in many parts of the world, there will be a shortage of highly qualified managers and 
leaders in the near future. Many organisations are already taking steps to increase their leadership 
“bench strength.” In addition, we will also likely see a change in the way leaders will be developed. 
Rather than sending individuals off to intensive training sessions as a primary source of 
development, more leadership development will occur at the workplace, through a combination of 
traditional and non-traditional methods such as informal learning, social interactive networks, and 
other Web 2.0 technologies.  

Not unrelated to Leadership Development, we anticipate many changes in the area of Talent 
Management. Strategic workplace learning alone will be insufficient to create organisational value, 
and there is a trend toward greater integration of Human Resource functions, focused around the 
best utilisation and development of talent. While some may argue that the integration will result in 
the loss of the voice of Human Resource Development in the organisation, many others see the 
increased value in becoming a voice in the choir of talent development and management.  

A Talent Management focus, combined with the need to better demonstrate the strategic impact of 
the learning will result in changes to how we measure impact. We believe that our industry is, and 
will be, shifting away from a traditional focus on learning ROI analysis into a broader focus on long-
term contribution to strategy and demonstration of overall value to the organisation. We anticipate 
that a new set of methodologies for determining the strategic value of workplace learning and 
performance efforts will be forthcoming. These methodologies will change the nature of how 
organisations look at the value of learning and measure the effectiveness of learning initiatives. 

What’s more, this integration of talent management and development will also bring with it greater 
access to alternative methods for supporting the transfer of learning into workplace performance. 
The combination of traditional and non-traditional learning methods will be applied not just to 
leadership development, but throughout the organisation. The recent research has shown that a 
manager’s involvement in learning is the single best contributor to the utilisation of new skills and 
behaviours, and we see the role of the leader shifting away from a focus on performance 
management, to also being the link between the employee’s learning needs and the organisation’s 
learning capacity.  

We believe that there will be synergy created by the need for new, well prepared leaders and the 
changing role of leadership. Organisations will be able to quickly and effectively install a new model 
of leadership, and provide greater guidance in how talent will be managed in the organisation of the 
future. There is great opportunity for the role of workplace learning and performance.  
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