
The future of effective workplace learning 1

Produced by

The future of effective 
workplace learning



The future of effective workplace learning 2

A new age (introduction) ............................................................................03

Chapter 1: The end of workplace learning as we know it ..........05

Chapter 2: The new age of everyday learning .................................06

Chapter 3: The challenges L&D leaders face .....................................07

Chapter 4: The future of effective workplace learning ...............11

Conclusion .........................................................................................................14

Final thoughts from Hive Learning .......................................................15

Sources ................................................................................................................16

Acknowledgements ......................................................................................17

Contents



The future of effective workplace learning 3

A new age (introduction) ............................................................................03

Chapter 1: The end of workplace learning as we know it ..........05

Chapter 2: The new age of everyday learning .................................06

Chapter 3: The challenges L&D leaders face .....................................07

Chapter 4: The future of effective workplace learning ...............11

Conclusion .........................................................................................................14

Final thoughts from Hive Learning .......................................................15

Sources ................................................................................................................16

Acknowledgements ......................................................................................17

Transformation is the new normal. In fact, new research from Harvard Business 
Publishing(0) found that 97% of businesses are going through or approaching a 
significant period of transformation at any given time. We are now truly in an age of 
always-on transformation.

And these transformations are happening at unprecedented speed, with technology 
disruption, economic disruption and a new generation of millennials ensuring that 
the old ways of ‘doing things’ are fast becoming redundant.

This new global wave of digital transformation is changing workplace practices so 
fundamentally that it’s been dubbed the fourth industrial revolution(1). So how do 
enterprise organisations without the natural agility of their start up peers remain 
competitive in this new era? 

According to our research, it starts with L&D; the people who have the power to 
embed a culture of continuous learning and collaboration - ultimately, these are the 
behaviours now critical to growth. 

To create that culture shift, organisations need to re-imagine the way they engage 
with their employees and continually develop the new skills demanded by this 
dynamic business environment.
 
In a world where individuals now check their mobile phones 80 times a day(1) - (US 
figures) - employees expect stimulating, rewarding and consumer-grade experiences. 
But often our learning experiences feel disconnected and disjointed from the other 
‘healthy habit’ forming products we use in our personal lives; they feel stuck in the past.

“The game has changed and so have the rules.”
Deloitte Global Human Capital Trends - 2017

A new age
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Introduction  
A new

 age

our smartphones are changing our health patterns and our mindsets, how we learn 
languages, how we get from A to b, and now it’s time for them to change how we learn 
too. our learning experiences must now be at once mobile, social, and personalised.
 
For those organisations shifting to delivery of this new always-on, experiential and 
habitual learning environment, the rewards are significant – collaborative learning 
platforms for example can deliver a 30% increase in activity and engagement(2)  
compared to passive learning environments. Socially connected users are also 10x more 
likely to form a daily learning habit when they’re connected with just 8 others(2). Plus, 
some buyers of this new learning tech report 11x roI from reduced training spend and 
a reported payback time of just 3 weeks(2).
 
To understand more about the process of switching to a new era of learning, we 
interviewed 30 learning thought leaders in companies with more than 1000 employees, 
gaining valuable insight into the challenges and benefits of their transformation 
experiences. The results are distilled into this report.

Users are 10 X more 
likely to form a daily 
learning habit when 

they’re connected 
with just 8 others

8
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The end of workplace 
learning as we know it

Chapter 1

before we move onto the present and future, it’s worth taking a brief look at the recent 
history of workplace learning delivery and why it became ineffective.
 
engaging employees with learning content is a challenge that many ceos and Hr 
directors have met in recent years. Having moved away from the traditional training 
course structure – and the associated stigma it holds for many – many L&D leaders 
turned to learning management systems (LMS) to house both course booking and 
readily available learning content, as well as vast content libraries often containing 
thousands of pieces of interactive content.
 
but leading analyst Josh bersin has studied(3) the usage of the LMS and concludes that, 
while well intentioned, these tools ultimately fail to deliver value to employees:
 
“LMS systems tend to be very hard to use, there are often thousands of courses to look for, and 
most employees simply find them of limited value.”

Many of the clients Hive Learning speak to go further, telling us that 90% of their learning 
resources never get read. Why? Because many traditional LMSs are simply designed 
to house classroom content and paper-based manuals in a digital format. They aren’t 
designed with how we learn in mind or built to embrace the power of a mobile workforce 
with an increasingly overwhelming workload.

couple this with the changes in the way employees communicate, consume content and 
learn - via smartphones, tablets, apps, social media, games and whilst on the move - and 
it’s no wonder few are motivated to go to what is effectively a workplace library, trawl the 
shelves with no real purpose and sit quietly reading a random resource that only might 
be useful.

The biggest challenge L&D teams face is to help employees form a relationship 
with learning. And the only way they can do that is by enabling people with greater 
opportunities for purposeful and relevant learning, that adds value, and is available in a 
way that’s easy to consume.
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The new age 
of everyday learning

Chapter 2

Tapping into what motivates employees to learn is key to organisations turning their 
learning strategies around. In his best selling book ‘drive: The Surprising Truth About 
What Motivates Us’, Daniel Pink reveals:
 
“To achieve great results, people must be motivated by something beyond rewards and 
consequences. They need purpose, autonomy and an opportunity to work towards mastery.”
 
Learning content must be purposeful and relevant to the needs of every individual, 
helping them grow in the areas most important to them and the business. Team learning 
environments should also be collaborative – it’s been shown in a Dublin University study(6) 
that collaborative learning environments increase activity and engagement by 30%.

And according to Bandura’s Social Learning Theory, we learn best when we observe 
the behaviours of others - proving that adding a social element to learning content can 
quickly increase the virality of your message.  
 
When you bring together just 8 or more linked participants in a digital learning 
environment, returns to the learning environment increase by a factor of 10. 
 
Further motivations like gamification and the ability to consume learning on a 
smartphone, on the move, further increase the effectiveness of what is effectively a new 
era in workplace learning practices – a model fit for purpose, to meet the skill challenges 
needed for large organisations to remain competitive in a digitally transforming world.

All of these factors are critical for encouraging employees to learn everyday - the only 
way to ensure that your workforce is ready for what’s next. 
 
In essence, the new model is:

•   A learning experience that is stimulating, engaging and always-on 
•   consumable on mobile
•   Social, collaborative and gamified
•   Personalised and intelligent 
•   Daily – turning learning into habit
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“It’s all about behaviour change.”
Jose Franca

The challenges 
L&D leaders face

Chapter 3

Introducing new behaviours into any part of a large business is challenging, though 
perhaps especially so when asking employees to go over and above what they perceive 
as their ‘day to day’ to learn new skills. 

To gain insight into the challenges faced by companies making the move, Hive Learning 
interviewed 30 learning and development leaders in companies with over a thousand 
employees to understand more about the real life operational challenges of workplace 
learning transformation. 

Mindset change
 
While investing in a new strategy and buying the technology to deliver it is a vital first step, 
further work needs to be done to win over hearts and minds. 
 
Nick Halder, Global Head of Learning at Fidessa, puts it this way:

“The foundations of our world have shifted a lot. Everyone should be empowered to own their 
own learning journey now but I still encounter a lot of people who don’t want to own it. The 
mindset is you deliver it up and I will consume it.”  

Whether it’s a hangover from the old LMS, or the fact that encouraging everyday learning 
means changing behaviour patterns, Halder highlights that the promise of ‘magic tech’ sold 
by many learning vendors never holds true:
 
“Just because you have the technology does not mean that people are going to embrace and 
use it. How do you get people to look at it and keep coming back to it?” 
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Chapter 3  
The challenges L&

D
 leaders face

Halter’s experience is something that Jose Franca, Head of Learning and Development 
Europe at Edelman identifies with. Describing the need to change learning behaviours 
within organisations as a first point of business:

“It’s all about behaviour change. You try to drive new behaviours around learning and to do 
that sometimes you need to stop doing certain things that were being done before that were 
reinforcing the same behaviour.” 

The key to unlocking continuous engagement in learning for employees is to create a rich 
experience that’s easy, snackable and personalised, so it becomes something employees 
seek out for its rewards. 

Organisations must work hard to take away the LMS-induced stigma that learning is  
something they have to do not something they want to do.

Turning learning into a habit
 
every leader we spoke to sought to turn learning into a daily habit to equip their workforce 
with the skills they need to survive and thrive in Industry 4.0. donna Warrener, Group 
Head of Learning at Lloyd’s Register describes it in these terms: 
 
“The major challenge will be getting the people within the organisation to use the tools.  There 
is a lot of work on engagement across the business, trying to turn learning into a habit, rather 
than waiting for it to be pushed to them.” 
 
Warrener wants employees to think about workplace learning in the same way they might 
think at home:
 
“If your washing machine breaks down at home and you want to learn how to fix it, you 
Google it yourself and find the manual. We are encouraging staff to seek answers online in a 
similar way when it comes to workplace learning and to think of it as an integral part of their 
day, not as a distinct ‘thing’ that they do now and again.”

When learning tools offer a consumer-grade experience that’s easily searchable, 
referenceable and easy to consume in bitesize chunks, learning becomes an automatic 
habit. 

Creating a learning culture
 
one of the major challenges, allied to behavioural change, is for organisations to create a 
culture of learning that is embedded into the organisation’s dNA. Not only does this mean 
thinking about the ways you can activate learning in your organisation, but it also means 
making strategic and structural changes that make it easy and desirable to learn. 
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Chapter 3  
The challenges L&

D
 leaders face

Lena Reyad, Learning and Capability Development Manager at Vodafone, says they have 
committed to physically building learning-focused environments:
 
“We build learning plans that align to organizational and functional strategies with learning 
priorities focused this year on Digital Marketing, Data Science, Organizational Agility as well 
as Technology key areas in AI, API, Cloud, IoT.. etc. where individuals can still pick the learning 
they need and the methodology (ie online, virtual, classroom). It’s about owning their learning.”
 
reyad is not alone in taking a blended approach - often learning technology is most 
effective when it combines face-to-face and offline engagement with digital. Cultural 
change isn’t effective when it’s constrained to just one channel.

Global challenges
 
Sally Glover is Head of Talent development at the european bank for reconstruction 
and Development. She makes the point that for organisations like hers, with staff all over 
the world, moving to a new way of working might be challenging but for an international 
organisation it offers attractive time savings:
 
“As a global company we have to fly people in all over the world which is expensive.  We use 
board games and simulations, old fashioned lectures, presentations and speaker sessions but 
there needs to be a huge reduction in classroom time.”

Glover is looking to largely replace classroom learning: 
 
“In its place there will be opportunities to learn wherever you are globally and achieve without 
paying the airfares. Remote access to learning is something we are looking at.  We are going to 
be heavily focused on that change.”

Time & pressure
 
Cutting classroom time is also high on the agenda for Andy Hurran, Head of Learning at 
RWE npower, however the time needed to teach employees how to learn more efficiently 
presents something of a catch 22:
 
“It’s difficult getting people released from their day job, so they can learn without the pressure of 
making mistakes. That is a paradox of going digital - we have cut time from the classroom to go 
to digital but you need some allocate time to learning.” 

What’s more, the forgetting curve is real. If learning isn’t reinforced, we forget half of what 
we’ve learned in just 24 hours. 

When companies convert to a daily, snackable learning strategy based around ‘bitesize’ 
content, Hive Learning has found that 50% of the usage actually happens outside of office 
hours, equating to zero downtime for departments, plus the acquisition of new skills for 
employees, constantly increasing roI.   
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Chapter 3  
The challenges L&

D
 leaders face

Measuring learning
 
New learning strategies require new performance metrics that go beyond traditional, 
standard analytics and dive deeper into looking at behaviours and everyday examples 
of learning in action. 
 
This is an area Jose Franca is revising his approach to:
 
“How can you measure the learning? How long is a piece of string? How are you going to 
measure the ROI, for example, on a leadership development intervention? You’ll need to 
look at elements such as what has been the retention and have the team of people been 
promoted to leaders or stayed in their roles after engagements, or have their engagement 
scores gone up, or is their function making a profit?” 

New measurements and a long-term view are needed in Franca’s opinion:
 
“You need to look at elements rather than the traditional L&D happy sheets at the end of 
the course. For me it’s not about measuring that hard ROI because sometimes it might 
be two or three years later before an individual has that ‘ah ha’ moment, especially when 
we’re looking at some of the softer skill sets.”  

For many of the organisations interviewed, measurement and analytics were an 
essential feature. but what Franca describes is something that goes over and above 
simple engagement statistics and an overview of who viewed what, when. 

The most critical challenge that many organisations face is the ability to align learning to 
business outcomes and behaviours - which is something that even the most advanced 
automated analytics will struggle to offer. Instead, learning technology providers must 
become true partners who are able to deliver strategic advice and analysis that goes 
beyond basic reporting.
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“We unlock our phones 9x per hour” (4)

The future of effective
workplace learning

Chapter 4

Accessible and bitesize
 
you just have to look at a railway station platform to understand what we do with our 
moments of daily downtime and it’s no surprise then that 65% of Hive Learning users 
access learning via mobile. This always on, everywhere learning delivery method is 
something edelman’s Jose Franca enthuses about from personal experience:
 
“On my way home last night I was doing some online learning on a cloud based mobile 
app which was great and convenient. Not only does it provide more flexibility, it also means 
individuals can take control of their learning and development at the point of need.” 

Sally Glover at the european bank for reconstruction and development also recognises 
there is a great opportunity for learning via mobile:
 
“We now have people prepared to learn from content downloaded on to a phone. They can 
put 5 minutes on a train journey to good use learning something - especially e-learning which 
can split into very tiny modules: reading, watching a video, completing a quiz or listening to a 
podcast. Nobody wastes a second being idle anymore.”

Andy Hurren at rWe npower says his company has gone as far as providing employees with 
smartphones for learning, saving the company thousands of hours in training downtime:
 
“They (the employees) are not well equipped from a tech point of view, but we do provide 
them with smartphones. Any time off the road or in the training room is costly. By delivering 
training content using the mobile devices, we have saved thousands of pounds of man hours 
and helped the operation stay on target with Smart meter installations. The content features 
a combination of video, simulations of the system – it is a revision guide not just a video. The 
simulations tell them the next steps until they are feeling confident.” 
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Intelligent content
 
employee-centric design and personalisation are now critical priorities for learning leaders, 
according to deloitte’s 2018 Human capital Trends report(1) but where do you start? 
 
To turn learning into habit, changing behaviours is critical; you need to change how people 
think, engage with and consume learning.
 
Scottish Rugby, a client of Hive Learning, used quizzes, polls and multimedia to engage 
their coaches in compliance ‘microcourses’ which enabled users to comment and tag 
others on every piece of learning content. A reward system was built in which gave 
learners a pat on the back when they completed a course as well as sending their peers a 
notification that they’d done so. 
 
This use of intelligent content enabled and delivered via mobile microcourse has meant 
4000 users have now completed the Scottish rugby compliance training. 

As well as introducing a social-driven element amplified by intelligent notifications, many 
Hive Learning clients also utilise AI to curate content relevant to the needs of both 
employees and businesses - pushing this content to users at their point of need to bring 
them back to the learning tool.
 
Lloyd’s Register’s Donna Warrener is another fan of AI and personalisation – believing it has 
a bright future:
 
“AI and personalised training is the future, providing a personalised learning experience so that 
it becomes a bit like Amazon in recommending learning for you, based on your role and past 
requirements. It’s adaptive learning - working out what you need and providing it. We see a 
definite move towards staff pulling personalised content, rather than it being pushed at them.” 

Personalisation is increasingly important for helping people build a relationship with 
learning. AI-driven nudges and notifications delivered to learners at the point when they’ll 
learn best, with intelligent personalised content curation can deliver content relevant to 
learners based on their roles, skills and organisational goals. 

A group centred social experience
 
Adding a social layer to the learning experience is a key factor in boosting engagement. 
Hive Learning has found that when learners are socially connected to just eight others, 
they are ten times more likely to regularly return to the platform and begin to form a daily 
learning habit. 

“It’s not about one size fits all.” 
Lena Reyad

Chapter 4  
The future of effective w

orkplace learning
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Chapter 4  
The future of effective w

orkplace learning

 
To tap into this social learning ‘accelerator’, FTSe 100 company Halma, in partnership with 
Hive Learning, set up a collaborative centre in ‘HalmaHub’ to unlock business growth by 
enabling faster and purposeful knowledge sharing between its 5,000 employees.
 
HalmaHub – now the group’s central learning experience platform – has been a 
spectacular success and is now an established part of Halma’s core business strategy, 
appearing as one of their seven core growth enablers. 
 
While typical L&D departments languish with a minus eight net promoter score - according 
to deloitte, an impressive 85% of HalmaHub users rate it as a useful tool. 

Daily action
 
Learning in the flow of work, as Deloitte’s Bersin describes it, means creating a learning 
delivery system where people are given the information they need to do their jobs, as and 
when they need it.

Most critically, learning must be designed to inspire daily action - where people do 
something with the things they’ve learnt.
 
Making learning content available in this Martini mode - anytime, anyplace, anywhere - and 
amplifying it with daily nudges and notifications results in a natural, dynamic daily learning 
environment for the smartphone generation.

“We’re employing more interactive 
even gamified experiences” 
Lena Reyad

“I’m always asked the question,  
‘How do we get people to use the 
content we’ve built?’ Learning in the 
flow of work is the answer.” (5)

Josh Bersin 
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The results of our survey of 30 learning and development leaders raised some 
consistent themes. Leaders highlighted the importance of changing mindsets and 
behaviours, so employees move from seeing learning as an occasional chore to a 
dynamic, social, collaborative activity, where learning is useful and can happen everyday, 
anytime, anywhere.   
 
As Scottish Rugby, Halma (and many others) have discovered, gamified, social learning 
accelerates the delivery of learning outcomes, providing employees with new skills 
and new learning habits that enable both people and organisations to readily and 
consistently adapt to the challenges presented by always-on transformation.  
 
With less classroom time required, digital learning can help large, and especially global, 
organisations save time and money whilst creating a valuable learning resource that 
employees will value more highly than a traditional LMS. 
 
A motivated, fast learning and agile workforce must be the aim of any organisation in 
these turbulent times. L&D are fast becoming the go-to team to help businesses stay 
ready for what’s next.

Conclusion 
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Final thoughts from Hive Learning

What’s clear from this report is that while the tools L&D leaders look to to deliver daily 
learning experiences are rapidly evolving, turning learning, collaboration and knowledge 
sharing into daily routine remains a challenge for many organisations.

In Hive Learning’s experience, reducing face-to-face training time and increasing learning 
retention through spaced, bitesize repetition can lead to 11X roI and 1.5X learning 
retention in comparison to traditional methods of learning. but our most successful 
clients aren’t simply looking at technology to solve all of their problems for them. 

A mobile-first, personalised, social and intelligent learning platform is critical for achieving 
automaticity when it comes to creating powerful learning journeys. but getting over the 
initial hump of adopting a learning tool is tough. All of our interviewees talked about 
‘engagement’ or ‘getting people to use the tool we’re paying for’. 

Adoption of tech platforms is at an all time low; our client partners who see the most 
impact from their learning programmes - Barclays, Jaguar Land Rover and Deloitte - are 
most successful because they use specialist, person-to-person activation techniques 
to help people reform their relationship with learning as a positive one. only when 
you combine technology and ongoing learning activation do you see the greatest 
performance improvements.

And as we look to the learning platforms of the future, we anticipate that not only will 
the level of intelligence and personalisation increase, but they will be more focused on 
encouraging to users to take action based on what they’ve learnt. Those actions will be 
smartly tied to specific, desirable and necessary business outcomes critical for growth.

only when you turn learning into action and improvement do you really move the needle 
on your organisation’s performance.
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