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DIGITAL TRANSFORMATION MUST BE A
PRIORITY FOR LEARNING LEADERS IN 2020

The beginning of a fiscal year is the ideal time to evaluate transformative
ideas and a potential digital transformation strategy. An organization’s
efforts to use technology to solve traditional problems is probably one of
the most beneficial from a business perspective. Digitally transformed
organizations can improve their customers’ experience, elevate their brand
reputation, adapt more quickly to rapidly changing technology, address
sudden industry shifts, and more.
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EMBRACE AND ENABLE CHANGE TO
SUPPORT DIGITAL TRANSFORMATION

“You have to get in the game,” said Kevin Wilde,
Executive Leadership Fellow at Carlson School of
Management, President and Founder of Flagship
Consulting Group, and a learning veteran with a 34-year

corporate career under his belt.

Kevin Wilde

Executive Leadership Fellow
CARLSON SCHOOL
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The former Chief Learning Officer for General Mills said if learning leaders
are to effectively support digital transformation in 2020, they must get off
the sidelines. Many may erroneously believe that they’ve missed the boat —
digital transformation is not a new idea — but there’s a marked difference
between related, rapid changes in the digital consumer experience and the
digital corporate or academic experience.

Development for technical talent is the key to make modern business
happen and to stay competitive in the global marketplace. Learning leaders
must allocate the time, budget, and provide the structure and support
needed to help this critical workforce cohort perform at optimal levels.
“Whatever the business is doing to transform and be more digital, more Al,
etc. there is a critical learning component that the workforce desperately
needs. It’s your job to champion that,” Wilde explained.

Adri Maisonet-Morales agrees. The Vice President for
Enterprise Learning and Development at Blue Cross
Blue Shield North Carolina recently built a learning
strategy to support a digital transformation in the
healthcare organization. She said given the rise of
tech like cloud computing, Al, machine learning and
data-driven business, to effectively support digital

transformation, learning leaders must acknowledge

A

Adri Maisonet-Morales that their role is an active and ever-changing one, one
Vice President for Enterprise

Learning & Development that must evolve along with the digital revolution.

o BlueCross BlueShield
of North Carolina

“Learning is by and large ubiquitous,” she explained. “It is accessible with
the push of a button through any smart device. We must have a digital
strategy that aligns with the enterprise strategy; one that blurs the lines
between how people learn naturally and how they are expected to learn
at work.”


https://www.elearningforce.com/blog-post-lms365/627-how-l-d-can-benefit-and-support-digital-transformation

As she prepared for digital transformation at Blue Cross Blue Shield North
Carolina, Maisonet-Morales had to reach beyond the scope of learning, and
start in a broader organizational context. “I| made a point to answer five
questions:

What are the top priorities or goals of the organization’s future state?

What are the current and future state skills and capabilities needed
to achieve said goals?

What does the digital learning journey need to look like in order to
create high impact experiences?

What are the investments needed to achieve the desired ROI?

What is the digital maturity of the organization, and what change
levers do | need to pull to move the dial on adoption?”

Once she had the answers, she had to reconcile them with the company’s
learning in a way that enabled the learning function to maintain the
organization’s core needs “while iteratively introducing the digitalization of
learning. It is important to keep in mind that the digitalization of learning is a
slow process and should be done intentionally with the readiness of the
workforce in mind. In order to do this, assessing learning preferences and
clearly marketing the value of digital learning are important first steps.”

TRAINING MUST EVOLVE TO MEET
CHANGING CONSUMER EXPECTATIONS

By its very nature, a digital transformation suggests that technology will be a key
factor for business growth. Training has to evolve, but ironically, not always in
ways that place a premium on learning technology as the primary driver for
change.

Both Wilde and Maisonet-Morales said that savvy companies will certainly
embrace chunky, sticky, micro- and nano-learning offerings that can be
consumed in real-time vs. lengthier formal programs. However, that does not
mean the classroom doesn’t have a key role to play when it comes to creating
interactive, immersive and engaging learning experiences.



Wilde said it’s best to have a dual or blended learning strategy, one that
includes digital and traditional learning delivery systems. Micro-, nano, and
just-in-time learning, the promise of machine recommended development or
machine-assisted performance support are all very much in play, but there
are times “where real learning is not a superficial five-minute YouTube video.
It needs the investment,” he explained.

I WHY DO DEVELOPERS WANT TRAINING?

Completeness Curiosity Current or Future Specific Need
Learn tips, tricks, best Staying up on the latest Need Learn how to fix
practices, etc. to deepen and greatest Learn how to use a something | am struggling
my overall knowledge technologies for my technology for an with on my project.
and abilities. career. upcoming project.

To view the Executive Summary of the 2020 Developer Survey, click here.

A blended learning strategy provides the short, quick hit, easily consumable
information digital learning has enabled to conform to the way learners
consume and work. “But you have to reserve time and attention for things that
take longer to learn,” Wilde said. “As learning professionals, we are
underserving our audience if we assume everything is going to be chunked
and quick. There are some things where, if you want competence or mastery,
you’re going to need to take a day, or four hours, or a week, and you’re going
to be tested and have a cohort.”

“One of the biggest traits among our enterprise clients
is their willingness to push the envelope internally,” said
Kelby Zorgdrager, CEO/Founder of Developlntelligence.
“We’ve seen some large brands successfully implement
digital transformations when they spend the time to
evaluate their skill gaps upfront, create blended
learning approaches that serve everyone’s needs, and

get buy from both internal L&D and tech leadership

Kelby teams,” he added.

CEO/Founder
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Whichever form training ultimately takes, it must be engaging. Learning is
increasingly inspired by the consumer’s experience with technology.
Maisonet-Morales said much like almost every other aspect of human social
interaction, the consumer is king — or queen. Therefore, it’s essential that
learning organizations evolve beyond content creation as a development
solution, and embrace learning journeys and experiences that adapt to
rapidly changing technical skill needs.

Interactions must hold learners attention, they must be relevant, and they
must illustrate clearly how the acquisition of specific knowledge will improve
learners’ performance, enhance their career, or ideally both. Otherwise,
learners won’t retain training, and few organizations have the time or
budget for learning waste.

“Your digital learning strategy must be customized to your organization, but
it should also embody agnostic best practices for scale and sustainability,”
Maisonet-Morales explained.

GREAT PARTNERSHIPS PRODUCE GREAT
OUTCOMES

Effective, impactful, learning supported digital transformations likely won’t
happen without a deep partnership between an organization’s learning and
technical leaders. Each function must be intimately aware of what
challenges the other faces and the value each can bring to the table.

Maisonet-Morales said the relationship between the CTO (Chief Technology
Officer) and CLO (Chief Learning Officer) is inextricably linked. “The
multimodal approaches and immersive simulations that sit at the heart of
learning in the flow of work require partnerships that create a new
foundation for the next generation learning ecosystem.”



The complex and integrated systems needed to create and implement digital
learning require collaboration and cooperation between CLO and CTO. If that
partnership is not there, she said a digital learning strategy is far more likely
to fail. Further, “taking advantage of the technical leader’s expertise will help
the CLO make informed decisions about what technology would integrate
well within the larger technology stack, as well as meet the security
standards for the organization, and determine a viable maintenance strategy
for ongoing support.”

Toward the end of his tenure at General Mills, Wilde said he spent a great
deal of time with the CTO because for that individual to do his job effectively
required a heavy learning component. The best learning leaders understand
that “it’s not just become a friend of the CTO so you can do your stuff; it’s
how can learning help them accomplish what’s important in their role? Then
your stuff will come along.”

Speaking of partnerships, vendor support is a valuable resource when it
comes to digital transformation. Maisonet-Morales said that learning in the
digital age requires a broader ecosystem that includes technologists, service
providers, data analysts and more to keep content fresh, experiences
favorable, and costs down.

“The world is changing so fast, you’re not going to have all the resources
internally to make things work,” he said. “Figure out what’s the core that you
want to have inside. Then figure out, how do | forge great partnerships with
vendors to do the things that either | can’t do because I've got high priorities,
or that they can do so much better?”



As for what makes a great vendor partner? Learning leaders will obviously
want partners to provide access to skilled instructors with deep technical
expertise and considerable experience working in the field. They’ll want to
be able to customize learning content to meet specific organizational goals
and challenges. They will also want partners to be accountable.

“Great vendor partnerships include shared ownership of problems,” Wilde
explained. “It’s all fun and games when you first start, right? But when things
go haywire, how good a problem-solving partner are they going to be, or will
| get caught in bureaucracy, the contract, etc.? Who owns the outcome? If I've
got a great partner they’ve got skin in the game to get the job done, not just
to deliver what you asked them to deliver.”

Great vendor partners are invested in making sure they provide value. That
takes time, energy, focus and creativity, Wilde said. “When it comes to digital
transformation, which vendor partners will — in addition to providing good
services and material — make you look back and say, part of my success as a
learning leader is that partner?”

BLUE CROSS SHIELD NORTH CAROLINA
EXPERIMENTS TO ENABLE SUCCESSFUL
DIGITAL TRANSFORMATION

To prepare for — and ultimately execute — a successful digital transformation,
learning leaders must be willing to try new things. Adri Maisonet-Morales,
Vice President Enterprise Learning, for Blue Cross Blue Shield North Carolina,
said it’s critical for learning leaders to be informed on the voice of their
learners as well the changing learning landscape. That means to stay
connected, ask lots of questions, and experiment to find your sweet spot.

“To gain traction with digital learning, the learning function will need to
become agile in every capacity, and leverage design thinking principles to
drive experiments. For example, when | started to execute the digital learning
strategy for my organization, one of the first experiments we used involved
augmented reality technology for coaching.



First, we empathized with our learners by understanding their current pain
points specific to coaching. Then we used that data to define the business
problem using their feedback and feedback from their teams. This gave us a
rich, 360-view of the problem and how it was affecting the workforce.

We then used that data to ideate the solution. Once the solution was
identified — which in our case was an Al-based tool that provides a high-
touch simulated environment that gives real-time feedback — We built a
prototype and tested it with small user groups. Through each phase, we took
the time to evaluate feedback. This allowed us to make continuous
improvements along the way before attempting to scale the solution.
Because users were involved along the way, adoption was high, and the
impact was immediate.”



TECHNICAL TALENT: THE ARCHITECTS
FOR DIGITAL TRANSFORMATION

Developlntelligence 2020 Developer Report gathered meta data from
hundreds of thousands of software developers, engineers and, other

technologists to identify how they like to learn new tech. Here are a few
things learning leaders should consider as they develop learning programs
for this critical workforce cohort.

Developers prioritize learning on the job. Younger people place
54 40/ an even higher premium on learning. More than half of those
® (o surveyed put growth and learning at the top of their

organizational wish list.

Software developers enjoy self-directed learning, but formal
learning programs are also quite popular. That’s especially true
among experienced developers, though newer developers are
not far behind. Some 35 percent say they have taken an
immersive, highly interactive formal program like those DI
creates for clients.

Machine learning and data science are among the top skills
software developers are looking to acquire, with good reason.
This tech will be key for any tech-savvy organization’s digital
transformation efforts.

When it comes to programming languages, technical talent
69 80/ shows a marked preference for JavaScript. That’s likely
() O because it’s a key part of Ul design, the Cloud and loT apps.

Other in -demand languages include Python, C# and PHP.



https://www.developintelligence.com/developer-survey/
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