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Capitalizing on 
Social Learning to 
Boost Development

Evolving social learning  
technology presents an exciting  
opportunity for L&D to boost  
employee learning and  
development at scale.  
But if opportunity  
is to become reality,  
L&D must think carefully  
about how it manages  
social learning.
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L&D functions hope to experience some of the 
many purported benefits of social media:

• Providing highly consumable and timely 
learning

• Improving effectiveness of traditional training 
and decreasing time to competency

• Facilitating collaboration, cocreation, and 
innovation

• Enabling geographically dispersed employees 
to learn from those they might not otherwise 
connect with

• Providing access to the best people for a 
learning need rather than just the known 
available people

• Allowing interaction between multiple people 
or groups of people

Social Learning Technology 
Underperforming 

However, most employees have not engaged with the technology 
designed to scale social learning to the extent many anticipated 
(figure 2). And while 24% of employees do report learning more 
through online social networks than they did three years ago, far 
more—43%—report learning more through day-to-day interactions 
than they did three years ago. 

Why is this? Our data shows that employees do not perceive social 
learning through virtual interactions with colleagues as a good way 
to learn new information. Given 10 ways of learning (including more 
traditional forms, such as classroom based), employees say they 
learn new, job-relevant information in the workplace best through 
face-to-face interactions with colleagues (59%) and least well 
through virtual interactions with colleagues (33%). The same was 
reported of learning new skills.

The Rise of Social Learning
Social learning is nothing new; people learn from each other all the 
time and always have. What’s interesting now, though, is the way 
employees are increasingly seeking out their peers as a means to 
further their learning and development in the workplace. Forty-
three percent of employees agree they learn more from face-to-face 
interactions with coworkers than three years ago, and 51% try to share 
what they have learned with their coworkers. 

It is therefore no surprise that Learning and Development (L&D) 
functions are investing in social learning technology to capitalize 
on this increase in social learning: 76% of organizations say that 
they are either using or planning to use social learning technology. 
Instant messaging and enterprise collaboration environments are 
the social learning technologies most commonly adopted by L&D.

Evolving technology clearly has the potential to facilitate social 
learning at scale, with exciting possibilities for employees’ learning 
and development—if we manage it correctly. 

Social learning is defined as learning through 
interactions with others, often using social media 
that enables information and idea sharing.

Figure 1: Social Learning Technology a Adoption 
Percentage of L&D Professionals Indicating They Are 
Adopting Specific Social Learning Technologies

Figure 2: A Minority of Employees Use Social Learning 
Technologies at Work 
Percentage of Employees Using Social Learning 
Technologies at Work

17% 83%
Instant 

Messaging

21% 79%
Enterprise 

Collaboration 
Environment

25% 75%
Online Video 

Learning

26% 74%
Blogs and 

Wikis

35% 65%
Enterprise 

Social 
Networks

0% 50% 100%

n = 254.
Source: CEB 2016 L&D Innovations Bullseye.
a  The technologies featured can be used for social learning but are not used  
exclusively so. Source: CEB 2016 Digital Learner Survey.
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So while L&D could potentially use technology to help employees 
learn more—and more effectively—from social learning, the way it 
is currently being managed is not working terribly well. How the 
technology is currently set up is part of the problem; only 32% of 
employees think connecting with others for learning experiences 
is facilitated effectively through a technology internal to the 
organization. Another part of the problem lies with L&D itself; only 
30% of employees think that connecting with others for learning 
experiences is facilitated effectively by the L&D function. And L&D 
agrees—74% of heads of L&D think it is important that L&D staff 
have the capability to facilitate learning connections, while only 
24% think L&D is proficient at it.

A More Effective Approach

Once L&D functions determine whether social learning is right 
for their organization, L&D needs to ensure its chosen approach 
avoids the underperformance problems noted earlier. If L&D wants 
employees to use the social learning technology it introduces—and 
to truly benefit from it—then L&D must be certain the tools it puts 
in place to enable and scale social learning enhance it rather than 
create a distraction. L&D should be the invisible hand that enables 
social learning, providing employees with the scaffolding to connect 
virtually with the right people for valuable interactions to meet their 
learning needs. 

Leading L&D functions have four common features in their approach 
to using social learning technology:

Easy—It should be easy for employees to use to enhance learning 
rather than create a distraction.

Employee Led—It should feel like employees lead it rather than 
L&D owns it.

Business Focused—It should focus on business and learning needs 
rather than technology features.

Able to Create New Connections—It should facilitate connections 
employees would struggle to make independently rather than merely 
enhancing existing connections.

Idea in Action: Cisco’s Career Connect

L&D at Cisco uses a social learning platform, MyServices Connect 
Portal, which empowers employees to chart their own career course 
armed with insights on the capabilities and skills that will increase 
their value to the business. One way the platform helps employees 
stay business focused in their learning is through leader-led sessions 
about the implications of strategy on employee capabilities’ value. 
L&D guides leaders to spark discussion with employees about the 
implications of the changing value of capabilities and to empower 
employees to help each other adapt and acquire new skills rather 
than just buy in to strategy. The Career Connection Community 
on the MyServices Connect Portal also creates new connections 
by enabling employee learning from peers in lateral communities 
to improve cross-silo learning and career development exploration 
(figure 3). Read Cisco’s full case profile, Cisco’s Career Connect.

Sustaining Effective Social Learning

Even with the right approach to social learning, L&D must ensure 
it can sustain social learning in the organization. To do so, L&D 
should plan for managing some common barriers to effective social 
learning:

Relevance—Scale poses risks to relevance and, therefore, the 
usefulness of participation. According to the “Dunbar’s number” 1  
theory, the tipping point after which you get diminishing returns 
on value as the number of participants in a network increases is 
150 participants for face-to-face collaboration. While social media 
might increase that number, it does not increase it infinitely. L&D 
should help employees navigate large numbers of connections via 
social learning technology by helping them identify and interact 
with the most appropriate people for their learning need. See how 
MITRE did it by reading its Facilitated Quality Connections case.

Trust—Social learning with colleagues you have not met in person, 
facilitated by the organization, can create trust issues and inhibit 
candid participation. To help overcome this, L&D should ensure 
interactions appear natural and not heavily managed by L&D. 
It should avoid allowing employees to post anonymously, as full 
disclosure builds accountability and trust between employees. L&D 
should also encourage and enable employees to share select personal 
content to build relationships and trust with peers who they have 
never met in person. See how Sabre Holdings did it by reading its 
Employee Connection Centre case.

Figure 3: Employee Lateral Development Opportunities 
Illustrative

Employee Activities Benefit

Explore Lateral Skills:  
Look into the capabilities 
needed to advance or 
succeed in a role.

Better judgment to 
filter opportunities 
based on goals

Explore New Workflows: 
Participate in forums to learn 
how work and collaboration 
happen in other communities 
of practice.

Confidence from 
familiarity with lateral 
workflows

Explore New Roles:  
Network with peers and 
SMEs to understand types 
of experiences they can gain 
in a lateral community of 
practice.

Opportunity to opt 
in to projects or roles 
that may have been 
previously hidden by 
siloed workflows

Source: Cisco Systems, Inc.; CEB analysis.

1    “Dunbar’s number” is a theoretical cognitive limit to the number of people with whom 
one can maintain stable social relationships. No precise value has been proposed for 
“Dunbar’s number.” It has been proposed to lie between 100 and 230, with a commonly 
used value of 150.

https://www.cebglobal.com/member/learning-development/assetviewer.html?filePath=/content/dam/learning-development/us/en/General/PDF/16/06/ceb-ciscos-career-connect-2016.pdf&contentType=casestudy&searchString=cisco&pageContentId=201020094
https://www.cebglobal.com/member/learning-development/research/case_study/14/mitres_facilitated_quality_connections.html
https://www.cebglobal.com/member/learning-development/research/case_study/09/sabre-holdings-employee-connection-centre.html?referrerTitle=Manage%20Technologies&referrerContentType=subtopic&referrerComponentName=Article%20Text&referrerlinktext=Sabre%20Holdings&uniquelinkclick=true
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Quality—It is difficult to ensure the quality of what is exchanged and 
learned via social learning without stunting ease of exchange. One 
way to address this is to enable learners to own quality control while 
providing minimal oversight. See how Blue Cross and Blue Shield of 
North Carolina did it by reading its Effective Learner Platform case.

Ease—Social learning technology tools can distract employees if 
they are not embedded in employee workflows. L&D should make 
it is easy for employees to contribute to social learning technology 
platforms by identifying and addressing any process-, people-, 
culture-, and technology-related reasons employees may find the 
social learning technology platforms difficult to use. It should embed 
social learning tools (or elements of them) into workflows to ensure 
they are easy to find and consume. See the Idea in Action to learn 
how Xerox used employee-created learning videos for this purpose. 

Idea in Action: Xerox’s Authentic Workforce Knowledge 
Sharing

Xerox recognized that, to initiate and sustain workforce knowledge 
sharing, technology platform features are less important than the 
authenticity of the learning experience. Xerox’s video learning 
platform (XstreamVideo) promotes content contribution and 
sharing, not unlike YouTube, but with valuable business insight. 

To increase the extent to which it feels employee led and authentic, 
Xerox prioritizes the learner’s definition of business value rather than 
production value; many videos are employee created, unscripted, 
generated from the workplace or field rather than a video studio, 
and are direct and actionable rather than providing unnecessary 
information. By focusing on authenticity and user-generated 
content, Xerox is able to both motivate employee contributions and 
scale those contributions across the enterprise.

To make the platform easy to use, Xerox also works to lower 
employee barriers to workforce knowledge sharing rather than just 
encouraging participation (figure 4). See the full case profile from 
Xerox.

Conclusion
Social learning technology has so much potential—but it can only be 
realized if we take the right approach and manage the barriers. As 
L&D functions look to make use of social learning to boost employee 
learning and development, they should keep in mind the following 
tips for success:

• Focus on identifying the underlying social learning needs, and 
only then consider the social media systems and processes that 
could address those needs.

• Allow employees to own an open discussion, while discretely 
directing them toward specific learning goals, establishing filters 
to connect them to the right people, and helping them have more 
productive exchanges when they do connect.

• Simplify social learning technology by proactively identifying 
employee learning habits, identifying and addressing barriers to 
usage, and embedding social learning platforms into workflows.

Get Started 
Review our white paper, Boosting Employee Development Through 
Social Learning: A Guide to Getting Started, for the six steps to getting 
started with social learning and for tools and additional examples to 
determine the best use of social learning in your organization.

Figure 4: Xerox’s Employee Lateral Development Opportunities 
Illustrative

Employee Barriers Key Questions to Identify Solutions Xerox Approach to Lowering Barriers

Processes: 
“I don’t know how or what to 
contribute.”

Where in existing learning programs can 
we teach employees how to contribute 
successfully?

How can we fuel employee ownership for 
learning and sharing?

Embed creation of videos as a component of existing programs, 
such as sales training, to build employee awareness, skills, and 
confidence to contribute.

People & Culture: 
“I don’t want everyone to see 
what I share.”

How can we demonstrate that other employees 
feel comfortable sharing and learning from 
others?

Enlist SMEs to contribute to show employees that their peers, 
not just L&D, are providing content and how easy it is to fit within 
normal work.

“I don’t see why I should be 
creating videos and sharing 
my knowledge with others.”

What incentives and motivation do employees 
have to contribute?

Communicate how knowledge sharing demonstrates credibility 
and leadership. Encourage employees to Show, Share, and Lead: 
Employees show what they know by sharing on a global scale and 
stepping forward to take the lead, with management visibility.

Technology: 
“I don’t have access to 
equipment to share a video.”

What technology, tools, or workflows are 
preventing employee contributions?

Use smartphones, webcams, and video cameras, and continually 
evolve the platform’s functionality to make it easy for employees 
to share globally, directly from any device that has a camera.

Source: Xerox Corporation; CEB analysis.

https://www.cebglobal.com/public/learning-development/login.html?resource=/member/learning-development/research/case_study/14/blue-cross-blue-shield-of-north-carolinas-effective-learner-plat.html/%3freferrerTitle=Search&referrerContentType=systempage&referrerComponentName=Search%2520Results&searchString=Blue%2520Cross%2520Blue%2520Shield%2520of%2520North%2520Carolina%25E2%2580%2599s%2520Effective%2520Learner%2520Platform&screenContentId=200867579&referrerlinktext=Blue%2520Cross%2520Blue%2520Shield%2520of%2520North%2520Carolina%25E2%2580%2599s%2520Effective%2520Learner%2520Platform
https://www.cebglobal.com/public/learning-development/login.html?resource=/member/learning-development/research/study/16/xerox-authentic-workforce-knowledge-sharing.html/%3freferrerTitle=Search&referrerContentType=systempage&referrerComponentName=Search%2520Results&searchString=Xerox%2520Authentic%2520Workforce%2520Knowledge%2520Sharing&screenContentId=200867579&referrerlinktext=Xerox%2520Authentic%2520Workforce%2520Knowledge%2520Sharing&uniquelinkclick=true
https://www.cebglobal.com/public/learning-development/login.html?resource=/member/learning-development/research/report/16/boosting-employee-development-through-social-learning.html/%3freferrerTitle=Search&referrerContentType=systempage&referrerComponentName=Search%2520Results&searchString=social%2520learning&screenContentId=200867579&referrerlinktext=Boosting%2520Employee%2520Development%2520Through%2520Social%2520Learning
https://www.cebglobal.com/public/learning-development/login.html?resource=/member/learning-development/research/report/16/boosting-employee-development-through-social-learning.html/%3freferrerTitle=Search&referrerContentType=systempage&referrerComponentName=Search%2520Results&searchString=social%2520learning&screenContentId=200867579&referrerlinktext=Boosting%2520Employee%2520Development%2520Through%2520Social%2520Learning
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Enterprise 
Issue

Eliminating Performance 
Ratings Is Not the Answer

Removing ratings will ultimately negatively affect most  
organizations, as most managers are not equipped to manage 
performance without them.

Only 4% of HR leaders feel effective at accurately assessing employ-
ee performance. Seeking to repair failing performance management 
systems, 30% of organizations are considering eliminating perfor-
mance ratings, and more than 20% of organizations have already 
eliminated them. The media’s focus on this practice and pressure 
from the top are pushing HR executives to respond to the alleged 
positive impact removing ratings can have. But many HR executives 
are wondering whether the risks of eliminating ratings are worth 
the reward. 

Leaders expect that removing ratings will result in higher employee 
performance driven by higher levels of employee engagement, higher- 
quality performance management conversations, more informal 
conversations, and more differentiated pay decisions. That expec-
tation may be far from reality. Little data is yet available on the real- 
world results of eliminating ratings, and many organizations have 

made significant changes to improve performance management, 
making it hard to distinguish the unique impact of removing ratings.

To help you make an informed decision on performance ratings, we 
surveyed approximately 10,000 employees in nearly 20 countries 
and varying industries. We isolated and analyzed how ratings truly 
affect talent outcomes to answer the following questions:

• Will eliminating ratings help managers have more effective 
performance conversations with employees?

• Does eliminating ratings align with the organizational culture 
and strategy?

• Will eliminating ratings make it too difficult to maintain a pay-
for-performance system?

• Will eliminating ratings make it too difficult to evaluate and 
manage talent throughout the organization?
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The Four Consequences of Eliminating 
Ratings 

We found that, despite initial positive reactions from managers and 
employees, removing ratings will ultimately negatively affect most 
organizations because the majority of managers are not equipped to 
manage performance without them. Without ratings, organizations 
experience the following consequences: 

1. Less time spent on informal performance conversations—In 
the absence of ratings, managers spend less time on formal per-
formance management activities. But they do not shift that extra 
time toward ongoing, informal performance conversations. In 
fact, time spent on informal performance conversations drops; 
managers spend only six hours per year per direct report without 
ratings, compared with seven hours with ratings. 

2. Lower-quality performance conversations—Employees report 
that manager conversation quality decreases by 14% when ratings 
are removed, leaving employees less clear on how they performed 
and contributed to organizational success and how to improve 
their performance. Without ratings, employees are less likely to 
get the guidance they need to become a higher-contributing em-
ployee. 

3. Decreased employee perceptions of pay differentiation—
While many organizations report that pay differentiation actually 
increased when they removed ratings, employees believe there is 
less differentiation because managers struggle to explain how pay 
decisions are made and linked to individual contributions. As a 
vice president of Total Rewards in the health care industry told us, 
“When we removed ratings, employees seem to stop believing we 
were differentiating pay at all. The rating seemed to symbolize to 
employees that pay for performance was occurring.” 

4. Lower levels of employee engagement (particularly among 
high performers)—Without performance rating, employees no 
longer have a key performance indicator that validates their work. 
Their engagement drops by 6% as they leave reviews unsatisfied 
and look for a more concrete marker of their performance. This 
effect is particularly salient for high performers who report be-
ing less satisfied with key engagement drivers: they are less clear 
on their role, are less satisfied with career and development con-
versations, receive less praise and recognition, and do not believe 
they are rewarded fairly for the work they do. 

Although a handful of managers are more effective without ratings, 
most organizations will find it too difficult to get their managers to 
this level to make the change worth the significant investment re-
quired. Because of the clear breakdowns in manager effectiveness 
and employee engagement in the absence of ratings, employee per-
formance in turn decreases by as much as 10%.

What to Do Instead of Eliminating Ratings

The few organizations that have removed ratings and been suc-
cessful have done so because they have significantly improved their 
overall performance management strategies. Rather than focusing 
on the ratings debate, organizations should improve their perfor-
mance management and reward practices using these three proven 
performance management strategies: 

• Provide ongoing, not episodic, per-
formance feedback. Increasing the 
frequency of informal performance 
conversations allows managers to 
provide more timely feedback to 
employees and adjust expectations 
with employees based on organiza-
tional changes or past performance. 

• Focus performance reviews on the 
future, not the past. Assessing and 
discussing future performance 
helps managers and employees 
more accurately understand their 
ability to meet future business 
needs—and how to improve those 
abilities. 

• Include peer, not just manager, 
feedback. Collecting feedback from 
peers who understand employees’ 
work helps managers more effec-
tively assess and discuss employee 
performance in an environment 
where employees must increasing-
ly work with peers to be effective. 

Although senior stakeholders are pressuring heads of HR to consid-
er eliminating ratings, this is not a smart risk to take. The probability 
of payoff for eliminating ratings is low, while the risk of it backfiring 
is great. Instead, organizations should channel this new attention 
and interest into challenging their current performance manage-
ment strategies. This approach may grab fewer headlines, but that’s 
one of its benefits. Organizations are currently making headlines for 
eliminating ratings and may soon be back in the news for the neg-
ative impact of ratings removal as their employees become disen-
chanted. Organizations with great talent management brands make 
headlines because of the outcomes of their people, not the processes 
by which they are managed.

Figure 1: The Impact of Removing Ratings

The Expectation The Reality for Most Decrease

Manager Will Better Engage 
Employees

Employees Are Less 
Engaged

6%

Time Spent on Informal 
Conversations Will Increase

Time Spent on Informal 
Conversations Decreases

14%

Quality of Manager 
Conversations Will Improve

Manager Conversation 
Quality Declines

14%

Managers Will Better 
Differentiate Pay

Perceptions of Pay 
Differentiation Decrease

8%

Source: CEB analysis.

12% 
Increase in Employee 
Performance

13% 
Increase in Employee 
Performance

14% 
Increase in Employee 
Performance
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Implications for L&D

These findings hold two sets of lessons for L&D, depending on the 
organization’s current approach to performance ratings.

For Organizations That Have Not Eliminated Performance 
Ratings
Conversations matter more than ratings; eliminating performance 
ratings reduces enterprise contribution 1 by 2%, while conducting 
high-quality performance conversations increases enterprise con-
tribution by 20%. L&D plays an important role in developing manag-
er and peer effectiveness at performance, development, and coach-
ing conversations. Together with talent management peers, L&D 
can do the following:

• Improve expectation setting.

– Instead of setting SMART (specific, measurable, achievable, 
relevant, time-bound) goals once a year, train managers to 
engage in more dynamic and flexible goal-setting, setting 
expectations in real time that are meaningful, aspirational, 
and progress based. 

– Teach managers to translate goals into plain language.

– Teach managers to emphasize where each individual fits 
and why the work matters.

– Show managers how to move from rating goal-attainment 
(rating each goal on a scale of “not met” to “exceeded”) to 
rating accomplishments (where goals provide focus and di-
rection, but ratings are based on overall accomplishments).

• Build a culture of coaching and feedback.

– Instead of limiting feedback to once or twice a year, teach 
managers to give ongoing, informal feedback.

– Train managers to stop:

• Waiting to give feedback,

• Giving feedback in front of others, 

• Focusing feedback on the person, and

• Only talking about the past when giving feedback.

– Train managers to start:

• Giving people feedback while they are working on 
something to provide them with an opportunity to 
course-correct and take action on the feedback, 

• Giving feedback in private settings,

• Focusing feedback on behavior regardless of whether it’s 
praise or constructive feedback, and

• Making feedback forward looking (e.g., “If that 
were to happen again tomorrow, what would you do 
differently?”).

• Teach managers how to coach (rather than just correct) 
effectively.

– For example, use open-ended questions to help employ-
ees think through challenges, identify solutions, and take 
ownership for the path forward as well as ask high-quality 
questions and really listen.

• Instruct employees on how to accept and use feedback.

– Instead of focusing only on developing manager skill in 
delivering feedback, train employees also to learn how to 
accept and use the feedback. 

– Train employees to start:

• Understanding emotional reactions (i.e., knowing  
how to process and use the feedback to maximize a 
feedback exchange) even if the other person botches the 
feedback, and 

• Proactively ask for feedback.

• Train employees to effectively assess their peers’ 
performance.

For Organizations That Have Eliminated Performance Ratings
Only the top 5% of managers are able to manage talent effectively 
without performance ratings. So if your organization has eliminated 
ratings, then L&D has a critical role to play in developing managers’ 
effectiveness at performance, development, and coaching conversa-
tions in the absence of ratings. In partnership with talent manage-
ment peers, L&D can do the following:

• Help mangers understand the new performance management 
philosophy and processes so they in turn can help their direct 
reports understand what to expect and how it is intended to 
benefit them.

• Help managers identify new and different ways to recognize high 
performance outside the traditional performance management 
process to improve employee engagement.

• Set expectations for the timing and frequency of performance 
conversations to encourage managers and employees to have 
regular discussions.

• Train managers to make pay decisions by using simple criteria 
such as performance against role, goal achievement, and role 
criticality to help them identify which employees should receive 
the highest awards.

• Train managers to send clear messages about performance and 
development without ratings.

– Provide concrete evidence of how the employee is perform-
ing and progressing, and

– Effectively connect a summary of the employee’s contribu-
tions to their pay decision, which will provide organization-
al context to show employees how pay decisions were made 
fairly.

• Consider the quality, not just occurrence, of manager conversa-
tions. Perhaps measure it through existing employee surveys or 
other feedback mechanisms to focus managers on conversation 
quality, and use the results to inform manager coaching on per-
formance feedback conversations.

See our Manager Toolkit on Improved Career Conversations 
for support in taking action on some of these points.

1  Enterprise contribution: An employee’s effectiveness at his or her individual tasks, 
contribution to others’ performance, and use of others’ contributions to improve his or 
her own performance.

https://www.cebglobal.com/member/manager-excellence-resource-center/tools/16/manager-toolkit-for-improved-career-conversations.html
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Quick  
Wins

Making Employees  
Better Learners

1. Teach employees what constitutes effective 
learning behaviors.

Enable employees to engage in effective learning behaviors.

Use our employee toolkit to help employees self-assess their learning 
effectiveness and understand effective learning behaviors. 

2. Engage managers in supporting the right 
learning behaviors.

Ensure managers can identify opportunities to support effective 
employee learning behaviors within day-to-day work.

See Accenture’s tool for helping managers identify coaching 
opportunities within existing workflows that allow them to 
demonstrate support for their direct reports’ learning.

3. Equip managers to build their team’s effective 
learning behaviors.

Enable managers to coach employees to improve their effective 
learning behaviors, not just their job-related skills.

Equip managers with step two of our manager toolkit to enable them 
to help their teams skeptically prioritize learning opportunities, seek 
peer knowledge and experience, and reflect on work experiences.

4. Select the best programs to build learning 
capability.

Enable the demonstration of effective learning behaviors by 
embedding them in learning programs and technology platforms.

Use this learning capability tool to identify programs in your existing 
portfolio that demonstrate significant opportunity to build employee 
learning capability. 

5. Integrate learning behaviors into workflows.

Identify appropriate opportunities for integrating effective learning 
behaviors into existing work activities.

Use our learning behaviors tool to select the best opportunities to 
integrate learning behaviors into employees’ existing workflows.

Employees’ ability to learn effectively significantly affects  
employee performance. But only 20% of employees are effective 
learners and only 16% of organizations teach employees how to learn. 
Instead of simply creating and teaching learning content, the best 
organizations advance employees’ learning capability.

https://www.cebglobal.com/member/learning-development/tools/14/how-to-be-a-productive-learner-.html
https://www.cebglobal.com/member/learning-development/research/case_study/14/accenture-manager-toolkit-for-supporting-the-learning-environme.html
https://www.cebglobal.com/member/learning-development/research/case_study/14/driving-productive-learning-in-your-team.html
https://www.cebglobal.com/member/learning-development/tools/14/select-the-right-program-to-build-learning-capability.html
https://www.cebglobal.com/member/learning-development/tools/14/integrate-learning-behaviors-into-work-processes.html
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1. Workforce Trend: Employees Increasingly Want 
Continual Feedback

The Trend in Brief: Employees increasingly want continual 
feedback due to the complex, interdependent, and endlessly evolving 
way work now gets done.

What It Means for Organizations: If the work employees are 
doing (and who they are interacting with to do that work) is always 
evolving, L&D must help them access frequent input so employees 
can determine whether they are on the right track. 

What You Should Do Differently Now: Equip managers to provide 
effective, continual feedback.

Act Now: Share our Manager Guide: Improve Employee Performance 
Through Informal Feedback on how to provide effective, ongoing, 
and informal feedback with your managers.

2. Market Trend: Job Seeking Down,  
Intent to Stay Up 

The Trend in Brief: The percentage of active job seekers took a 
downward turn since the second half of 2016 (after three quarters of 
growth), while employees’ intent to stay increased.

What It Means for Organizations: With discretionary effort at 
a six-year low, the increase in employees looking to stay in their 
current roles poses risks of employees “quitting in seat.”

What You Should Do Differently Now: Increase engagement by 
helping employees grow internally. Make that development easier 
by incorporating the technology learning channels that employees 
use in their daily lives into the workplace. 

Act Now: See our Learning Technology Strategy Playbook for 
support in incorporating new learning technologies. 

3. Design Trend: Investment in Talent Analytics 
Rising 

The Trend in Brief: Talent analytics becomes more important, with 
over 70% of leaders in the field expecting to increase the number of 
resources they dedicate to it in the next three years.

What It Means for Organizations: Organizations will need to 
improve at collecting as well as analyzing and incorporating data 
into their decision-making processes. 

What You Should Do Differently Now: L&D should ensure it has a 
robust strategy in place to collect and translate program impact data 
into insights that line leaders can act on. 

Act Now: Use our CEB Ignition™ Guide to build a strategy for 
measuring and communicating learning program effectiveness. 

4. Cross-Functional Trend: Expectations for Merit 
Pay Fall 

The Trend in Brief: Expectations for merit pay fell in China, the 
United States, and Europe in the past year by up to 2.1 percentage 
points. 

What It Means for Organizations: Organizations must focus on 
other parts of the employee value proposition to attract, engage, and 
retain employees.

What You Should Do Differently Now: L&D should bolster L&D-
related aspects of the employee value proposition that employees 
most appreciate, such as development opportunities and future 
career opportunities (which consistently rank within the top 10 
drivers in selecting a potential employer).

Act Now: Use this career path toolkit to create compelling career 
paths and empower your employees to pursue them.

Four Trends  
Affecting L&D

Key  
Trends

https://www.cebglobal.com/member/learning-development/tools/12/manager-guide-improve-employee-performance-through-informal-fee.html
https://www.cebglobal.com/member/learning-development/tools/12/manager-guide-improve-employee-performance-through-informal-fee.html
https://www.cebglobal.com/member/learning-development/tools/16/learning-technology-strategy-playbook.html
https://www.cebglobal.com/member/learning-development/ignition-guides/ceb-ignition-guide-to-measuring-learning-program-effectiveness.html
https://www.cebglobal.com/member/learning-development/tools/15/create_employee_owned_career_paths.html
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L&D  
Innovators

Interview with Megan Giannini, 
Global Head of Integrated Talent 
Management at Philips

Each quarter we feature practices and perspectives from progressive 
organizations. Megan Giannini, Global Head of Integrated Talent 
Management at Philips, joined us for a conversation on its new 
approach to HIPO development.

Megan Giannini, Philips
Global Head of Integrated Talent Management 

Megan Giannini joined Philips in 2005 via the acquisition of 
Stentor, Inc. in Foster City, CA. She is currently the Global 
Head of Integrated Talent Management for Philips. With 20 
years’ experience in the HR function, Megan has held roles 
in talent acquisition, learning, leadership development, HR 
business partnering, post-merger integration, and talent 
management. She has experience in High Tech, Health Care, 
and Consumer Products industries in global roles based in 
California, Massachusetts, and Amsterdam. Megan is a high-
energy, results-oriented, customer-focused HR Business 
Partner who effectively balances strategy with execution. 
Her passion is helping businesses and employees achieve 
their full potential through the alignment of business 
requirements and individual talent and ambition. 
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You recently decided to take a very different approach 
to HIPO development at Philips; in fact, you do not even 
use the term “HIPO” anymore at your organization. Can 
you talk a little about the challenges that led you to 
reevaluate your HIPO program?  

Our HIPO development program created more challenges than 
benefits for HIPO employees or the organization. There are a number 
of factors behind this. For starters, we have a very egalitarian culture 
at Philips, so the “elite” nature of the HIPO group did not work 
well, as the 99% of employees that were not in the HIPO pool felt 
they had less career opportunity overall, which doesn’t bode well 
for motivation or engagement. Secondly, the vast majority of true 
top talent didn’t need all the corporate support we were providing; 
they already maintain their own networks and naturally find their 
own development opportunities to support their futures. Thirdly, 
we realized that the leadership needs of the future were diverse and 
differentiated, but our HIPO programs were “one size fits all,” which 
was no longer fit for purpose. Therefore, we chose to move away 
from the idea of a HIPO status and set HIPO cohort and instead 
move toward a decentralized, partnership approach with employees 
and managers. 

Can you provide more details on your new approach to 
talent management and how you develop and prepare 
critical talent for future leadership after eradicating the 
HIPO talent pool? 

We are taking a manager-led, career-centered approach to managing 
and developing our talent. With the idea of a fluid or open talent pool, 
we are widening our view into all talent for potential future critical 
positions. We are removing the secrecy around the succession 
planning process and increasing transparency by bringing the 
employee (and his or her perspective) into the process. We start the 
year by asking employees to update their “talent cards” (internal 
résumé) so they can share their changing aspirations. Managers 
use this information to revisit the best future-fit scenarios for the 
employee in the organization and to guide productive development 
conversations. These conversations take place at two main moments 
and informally throughout the year, enabling the alignment of 
development with employees’ shifting aspirations and business 
needs. The organization takes into account manager feedback to 
contribute to succession planning, which in turn can be revised and 
revisited if the employee’s or the business’s needs shift. We set the 
expectation that these succession plans are fluid outlines, not set 
plans. 

As all managers are not equal in their people-developing 
skills, how are you able to ensure key talent receives 
appropriate development opportunities? 

We are not placing all the responsi-
bility on the manager with this ap-
proach. We are enabling employees 
to take partial ownership of their 
development and their careers. We 
created support and enablement 
resources for employees and man-
agers alike, so employees are clear 
on their role and responsibilities 
as well as what they should expect 

from their managers. It enables employees to hold their managers 
accountable for having these continual career dialogues. Succession 
planning is also very transparent; employees are told whether they 
are on a succession plan and which succession plan they are on. We 
communicate what components are taken into consideration when 
succession planning, allowing the employee to own his or her career 
trajectory. 

How did you transition the mind-set of previous HIPO 
employees to this new development approach? And 
how did you communicate this shift to the rest of the 
employee population?

We focused on transitioning 
HIPOs from a position-based 
mind-set to a growth-based 
mind-set and extended that 
mind-set to the whole employ-
ee population. The growth-
based mind-set really empha-
sizes growth and personal 
development, not pigeonholing 
employees into a pipeline for 
one specific role—especially 

as roles are constantly changing. The focus on growth really helps 
expand HIPOs’ range of opportunities and potential across the or-
ganization. To the rest of the employee population, we communi-
cated that development is not just for the chosen few. We wanted 
to ensure that we were giving every employee the opportunity to be 
tapped for future critical roles. We made it clear that senior leader-
ship roles are not the only important positions in the organization, 
and there are many other critical positions we care about. 

What is L&D’s role in this new decentralized approach?

We have taken a partnership and enabler role in this new approach. 
Our team is focused on creating and activating the global strategy, 
helping HRBPs prepare and equip managers to develop their key 
talent to help them find the best future role fit in the organization. 
We create conversation guides, development outlines, key position 
experience maps, and many other resources to make the experience 
as effortless as possible. We also work to equip the employee to take 
ownership for his or her career and development with the support 
of his or her manager.

What were some of your challenges during the transition 
to the new approach, and how did you address them? 

We learned early on that managers do not always have the time or 
the insight on good development opportunities for their talent. As 
most learning today happens on the job, it is important to equip 
managers with resources to expose their talent to good development 
experiences. We have been working with managers to build a guide 
to development opportunities for their employees and support them 
as career coaches.

What is the biggest benefit, in your opinion, that you 
have seen from this approach? 

The biggest benefit we have noticed so far is the engagement of 
critical talent with their development plans toward future critical 
roles. As employees are now contributing equally to the creation of 

We wanted to 
ensure that we 
were giving every 
employee the 
opportunity to be 
tapped for future 
critical roles.

We made it clear that 
senior leadership 
roles are not the only 
important positions in 
the organization, and 
there are many other 
critical positions we 
care about.
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their development plans, they are much more driven and excited. 
Before we shifted our approach, 30% of our selected HIPOs’ 
performance changed each year, making them no longer the best 
candidates for their slotted future roles. This results in wasted time, 
effort, and investment from both L&D and the HIPO. Now, we focus 
less on the HIPO status and are able to talk about real opportunities 
and help our talent achieve their goals. It is a win-win situation for 
L&D and employees. 

If you were to give your peers one piece of advice on 
their transition to a more open talent pool, what would 
it be?  

Don’t be afraid to deviate from the norm of a standard HIPO 
development program. Shifting to this approach and enabling 
technology for talent data visibility has enabled us to cut back our 
hands-on staff by 50% and simultaneously achieve better results. 
An open talent pool enables your team to tap into a wider group 
of talent to ensure you are finding the best candidates for the most 
critical positions. 

Do you feel the approach you have taken would work 
for every organization, or do you feel a standard HIPO 
development program may still work best for some 
organizations (and why)? 

I think that any organization could benefit from an open approach to 
talent management, especially in today’s context of change. We still 
use in-person training sessions to develop some leadership skills 
and complement their development plans, so we aren’t completely 
losing the more traditional approach to HIPO development. I think 
how the concept of open talent pools can be carried out depends 
on each organization, but I would recommend looking into how you 
can widen your view into talent. 
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Resources What It Means for You and Your Team

Overcoming the Manager Deficit: Accelerating Employee 
Development
Annual Executive Retreat Meeting Series

Learn best practices for supporting managers in today’s work 
environment, and build organizational coaching capability. 

Learning Measurement Topic Center 
Tools

Access learning measurement strategies, tools, and relevant 
benchmarks.

The L&D Function’s Role in Supporting the Digital 
Enterprise 
White Paper

Understand how the best L&D functions effectively support 
organizations’ digital transformation. 

Q2

State of Leadership Development and High-Potential 
Development
Benchmark Reports

Compare your budget, staffing, leadership development 
priorities, and high-potential employee (HIPO) priorities with 
those of your peers. 

Learning Culture Monitor 
Diagnostic

Measure and improve the productivity of your learning culture.

Hallmarks of Agile HIPO Development
Strategies
White Paper

Follow these hallmarks to create a more agile HIPO development 
strategy.

Manager Toolkit: Leading Through Change 
Tools

Help your managers improve their ability to lead during change 
with this end-to-end toolkit.

Q1

Q3

Learning Design and Delivery Topic Center
Tools

Access end-to-end guidance and tools on designing and 
delivering an effortless learning experience. 

Coaching Quality Assessment 
Diagnostic

Assess the coaching quality at your organization, and take 
action to make targeted improvement. 

Learning Needs Spotlight Survey
Diagnostic

Understand emerging learning needs and barriers to application 
from your employees’ perspectives.

Q4

Designing a More Agile L&D Function 
White Paper 

Learn how to build an L&D function that is more responsive to 
changing needs.

L&D Innovations Roadmap Builder and
Bullseye
Benchmark Report and Tool

Benchmark learning technology investment, adoption, and 
impact, and build your learning technology roadmap.

2018 L&D Forecast 
Benchmark Report

Benchmark your L&D strategies and budgets for 2018 against 
your peers’.

Note: This calendar will be updated periodically to reflect evolving research findings and member demand.

What’s New in 2017

CEB Learning & Development Leadership Council Selection of Resources for 2017

Contact Us to Learn More
Phone: +1-866-913-6447

E-Mail: LD.Support@cebglobal.com

Web: cebglobal.com/learning-and-development
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1 Visit our website for detailed information on all our live and virtual events.

What’s New in 2017

Overcoming the Manager Deficit: Accelerating Employee 
Development 
An interactive session for heads of L&D to learn how to build their 
managers’ and organizational coaching capabilities to keep pace 
with evolving employee skill needs

 ■ 11 May, Chicago

 ■ 20 June, London

 ■ 27 June, New York

 ■ 9 August, Sydney

 ■ 20 September, Philadelphia

 ■ 10 October, Atlanta

 ■ 2 November, Palo Alto, CA

Learning Advisor Summit
A two-day, exclusive retreat for L&D staff from various industries 
to build critical skills and expand their professional networks

 ■ March 9–10, Chicago

 ■ July 12–13, London

Additional dates to be announced.

Live Events

 ■ Session 1: Building Your Business Acumen 

 ■ Session 2: Designing Learner-Centric Solutions

 ■ Session 3: Developing Influence to Drive Impact 

 ■ Session 4: Boosting Your Innovation Skills

 ■ Session 5: Engaging Your HR Business Partners to Drive Results 

 ■ Session 6: Demonstrating Impact Through Analytics

 ■ Session 7: Making Smart Learning Technology Investments

 ■ Session 8:  Making the Most Out of Your Most Valuable Asset—
Managers

Learning Advisor Masterclass Series 
A series of live, interactive virtual workshops targeting the capabilities required of successful L&D staff today

 ■ Painless Performance Conversations (January) 

 ■ Everyday Coaching (February) 

 ■ Turning Around Poor Performance (March) 

 ■ Becoming a Manager I: Making a Smooth Transition (April) 

 ■ Entering Middle Management: Expanding Your Influence (April) 

 ■ Accelerating New Hire Performance (May) 

 ■ Becoming a Manager II: Making a Quick Impact (May) 

 ■ Getting Results from Formal Feedback (June)

 ■ Boosting Employee Engagement (July) 

 ■ Managing Virtual Teams (August) 

 ■ Making Change Work (September) 

 ■ Becoming a Manager I: Making a Smooth Transition (October) 

 ■ Entering Middle Management: Expanding Your Influence 
(October) 

 ■ Becoming a Manager II: Making a Quick Impact (November) 

 ■ Managing Top Talent (November) 

 ■ Getting Results from Formal Feedback (December)

Manager Success Workshops 
A curriculum of live virtual workshops structured and timed to support your managers’ annual work cycle

CEB Learning & Development Leadership Council Events 1

Contact Us to Learn More
Phone: +1-866-913-6447

E-Mail: LD.Support@cebglobal.com

Web: cebglobal.com/learning-and-development
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Building a World-Class  
HR Organization
Our HR offerings enable senior HR executives and their teams to drive  
corporate performance through their organization’s talent strategy.

CEB Total Rewards  
Leadership Council

cebglobal.com/public/ 
total-rewards

 ■ Total Rewards Strategy,  
Migration, and Measurement

 ■ Total Rewards, Pay, and Benefits Plan 
Design and Employee Preferences

 ■ Total Rewards, Pay, and Benefits 
Communications and Manager 
Engagement

 ■ Pay for Performance, Including 
Reward and Recognition Programs

 ■ Health Care Cost Containment, Reform 
Planning, and Informed Consumerism

 ■ Wellness and Disease Management

 ■ Global Total Rewards

 ■ Total Rewards Functional Management

CEB Corporate  
Leadership Council™

cebglobal.com/public/ 
corporate-leadership-council

 ■ Employee Engagement

 ■ HR Strategic Planning

 ■ Performance Management

 ■ Employment Value Proposition (EVP)

 ■ HR Transformation

 ■ Succession Management

 ■ HR Metrics and Analytics

 ■ Organizational Design

 ■ Talent Management

 ■ High-Potential Employees

 ■ Organizational Management

 ■ Workforce Planning

 ■ HR Business Partner

CEB Learning & Development 
Leadership Council

cebglobal.com/public/ 
learning-development

 ■ ROI of Learning Solutions

 ■ L&D Strategy and Structure

 ■ Leadership Development

 ■ Leadership Transitions

 ■ Coaching and People Management

 ■ Building a Productive Learning Culture

 ■ Product Suites for Learning, 
Leadership, and Onboarding

 ■ Modules Targeted to Specialized 
Domains and Business Needs

 ■ Analytics Advisor Services

CEB Metrics That Matter™

CEB Leadership Academies

 ■ CEB HR Leadership Academy

 ■ CEB HR Analytics Leadership 
Academy

 ■ CEB Talent Advisor Leadership 
Academy

 ■ LocationNeuron

 ■ RecruiterNeuron

 ■ DiversityNeuron

 ■ CompetitorNeuron

 ■ ForecastNeuron

CEB TalentNeuron™

Talent Management Offerings

 ■ Custom Employee Surveys

 ■ Business Performance Analytics

 ■ Manager Development Tools

 ■ EVP Design and Rollout

 ■ Total Rewards Optimization

CEB Workforce Surveys & 
Analytics

 ■ Talent Acquisition Strategy and 
Assessment

 ■ Talent Mobility Strategy and 
Assessment

 ■ Talent Analytics: Competitive and 
Industry Benchmarking

CEB Talent Assessment

CEB Asia HR  
Leadership Council

cebglobal.com/public/asia-hr

 ■ Talent Strategies in Asia

 ■ EVP

 ■ Leadership Development

 ■ Employee Engagement

 ■ Retention

 ■ HR Effectiveness

CEB Recruiting  
Leadership Council

cebglobal.com/public/recruiting

 ■ Sourcing and Building Talent Pipelines

 ■ Recruiter Performance

 ■ Selection and Assessment

 ■ Employment Branding

 ■ Hiring Manager Partnerships

 ■ Quality of Hire

Learning Quarterly | First Quarter 2017
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CEB
Australia | Canada | China | Denmark | Finland 

France | Germany | Hong Kong | India | Italy | Netherlands 

New Zealand | Norway | Singapore | South Africa | Sweden 

Switzerland | United Arab Emirates | United Kingdom | United States

CEB Learning & Development Leadership Council
cebglobal.com/public/learning-development

+1-571-303-3000 (North America)

+44-(0)20-7632-6000 (Europe, Middle East, and Africa)

+61-(0)2-9321-7500 (Asia–Pacific)

Confidentiality and Intellectual Property

These materials have been prepared by CEB Inc. for the exclusive and individual use of 
our member companies. These materials contain valuable confidential and proprietary 
information belonging to CEB, and they may not be shared with any third party 
(including independent contractors and consultants) without the prior approval of 
CEB. CEB retains any and all intellectual property rights in these materials and requires 
retention of the copyright mark on all pages reproduced.

Legal Caveat

CEB Inc. is not able to guarantee the accuracy of the information or analysis contained in 
these materials. Furthermore, CEB is not engaged in rendering legal, accounting, or any 
other professional services. CEB specifically disclaims liability for any damages, claims, 
or losses that may arise from a) any errors or omissions in these materials, whether 
caused by CEB or its sources, or b) reliance upon any recommendation made by CEB.


