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That 70s Show

The Main Star of the 70:20:10 Learning Model
Mary Windeshare: Good morning, good afternoon, or good evening, depending on where you are in the world, and welcome to today's webcast, Changing the Learning Culture - That 70s Show - The Main Star of the 70:20:10 Learning Model. I'm Mary [Windeshare], today's moderator, and we have a few announcements before we begin. 

This webcast will be interactive. At the bottom of your console you'll see a number of widgets that will give you control over the way you view today's webcast. You can submit questions by typing yours into the Q&A box and clicking Submit. We'll answer as many as we can during the question and answer session, and if we aren't able to get to your question, we will respond to you directly shortly after the webcast. 

To download today's slides, click on the Resource widget and you'll see the Download Slides link. During the event, we encourage you to actively participate on Twitter using the hash tag smarterworkforce--all lower case. That's smarterworkforce, and it's all lower case. You can also find the handles of our speakers on the second slide of today's presentation. At this time, we recommend that you disable your computer's popup blocker. This will allow the slides to advance automatically throughout the event. If you are experiencing any technical difficulties, please visit our webcast help guide by clicking on the Help widget below the presentation window. In addition, you can contact our technical support help line, which is also located on the Help widget. 

Now, let's move on to the presentation, Changing the Learning Culture - That 70s Show - The Main Star of the 70:20:10 Learning Model. Discussing today's topic is Scott Edwards, Product Manager Smarter Workforce at IBM, Cheryl Burgess, CEO of Blue Focus Marketing, and Mark Burgess, President of Blue Focus Marketing. They are also co-authors of the book The Social Employee. Welcome everybody, and Cheryl and Mark, let's have you get us started today.

Mark Burgess: Thank you, Mary. Good morning to everyone. Cheryl and I are really very happy to be here today. 

Cheryl Burgess: Good morning, everyone. I'm also looking forward to today's webinar.

Mark Burgess: All right, so actually I love this quote. When you think about it, indeed employees are the brand at IBM, but importantly this can be true and should be true for every organization from a startup to a global giant. One of the most important revelations in the IBM chapter in our book, The Social Employee, very simply is the acknowledgement that employees are the brand. IBM is all about encouraging and amplifying open employee communication to harness the collective brain power of a very geographically distributed workforce. 

It's important then to recognize that employees are instrumental in building digital communities by generating captivating content that people find helpful and engaging. Essentially, content really helps to fuel the engagement. It's really critical in the engagement across all of those digital communities that you're creating and participating in. Importantly, IBM provides training and reward systems that foster high rates of employee buy-in and social media advocacy. I think one of the key goals here for every brand is that over time the goal is to create an army of social employees to create a competitive advantage for that business. Your employees essentially are the voice of the brand. 

Cheryl Burgess: What is a social employee? A social employee is an engaged, passionate worker, a true believer in the firm's mission, vision and values, and a strong brand ambassador. They are highly skilled in the use of social media tools, and they are the company's most valuable business asset. Studies have proven that employees' voice is actually the most authentic and more believable than even a CEO. Creating social employees in your organization starts with listening and identifying employee evangelists. Next it is essential to provide employees with the proper training, so they understand the guidelines and how to use social technology to communicate internally, as well as externally. 

Today we are seeing a clear win-win for both companies and employees. For the companies, we see more authentic branding coming from its employees, the ability to retain high-valued employees, and to increase leads and sales. Today's workers are expected to change jobs as many as 10-15 times in their careers. For the social employee, there is an opportunity to build their personal brand through creating their unique portfolio of skills that ultimately makes them more employable, and that's important. Social employees may even earn rewards along the way by participating in leader boards as they work to find valuable ways to connect internally and with customers and with the prospects around the world.

Mark Burgess: All right. Thanks, Cheryl. This is one of my favorite quotes. I actually used it in a recent Ted talk that I had an opportunity to deliver in New Jersey. It's a powerful quote. Hockey great, Wayne Gretzky tells us that you actually miss 100% of the shots you never take. Think about what that means to employees who are open to opportunities to learn new skills through various forms of training--and a lot of them we'll talk about today--in the new learning ecosystem. 

We all know that the pace of change today is accelerating, and so is the need for employees to constantly refresh their skills to retool and to learn at every stage of their lives. This need for continuous learning basically to gain new competencies in new areas has really never been greater. Today we learn in highly individualized ways, taking both formal and informal pathways to learning, as the social employee continues to work to grow in knowledge. I think, importantly, this knowledge can lead to competitive advantage, not only for the individual, as Cheryl talked about in the win-win, but for the organization itself. It's a combination of opportunities. 

Cheryl Burgess: Back in the late 1990s, Tom Peters wrote a famous article for Fast Company magazine titled The Brand Called You. He was a visionary, a true visionary, and today we all have access to social technologies that help us create our own personal brands. Today the challenge is not to train top leaders. It is training the first and second line managers who presents the biggest challenges. Organizations need to invest in their employees at all levels. Employees need to invest in their own future. This is the new ecosystem of learning that will enable leaders to bubble up to the top.

Of course, it's important to understand that learning is a journey. You don't just justify to become a leader and transform overnight. This is an ongoing process of learning and knowledge sharing. Now, Scott, I'm going to turn it over to you and let you show your slides here.

Scott Edward: Great. Thanks, Mark and Cheryl, and good morning, everyone. I'm going to spend the rest of the webinar talking about big changes that are coming in learning. Now, the quote you see on the screen--I've been using it a lot lately, because it's something I truly believe. The way we're all learning today and the way we want to learn today is changing more than it's changed at any time since we hit the new millennium. Let's take a quick walk through the last 15 years to see how.

At the turn of the century, the LMS was just starting to become mainstream. Of course there was still a classroom training, and there will always be classroom training, but e-learning was getting all of the attention. We were moving away from the CD-based CBT courses and to online courses delivered and tracked by an LMS. 

Five to ten years ago, we saw the rise of social platforms, both as independent applications and as new collaboration features within the LMS. There was a lot of discussion about formal learning and informal learning and what exactly informal learning means. We were all also jumping on the mobile learning bandwagon, usually without any real strategy behind it other than something like I want to support iPads. 

Today the discussion is more about your workforce taking learning into their own hands. That means, as employees, we've become much more social and collaborative as Mark and Cheryl discussed. The concept of performance support is not part of the learning discussion instead of an entirely different trend. The 70-20-10 model definitely seems to be the direction our learning culture is headed.

What is the 70-20-10 learning model? The theory itself, as far as I can tell, popped up in the late '80s, maybe early 90s, but I'm not going to go into much history. You can Google it as easily as I can if you're interested. 

In recent years, 70-20-10 has become much more commonly discussed in training circles. There is even an entire online community devoted to it, and the concept makes sense. Most of what we learn, we learn on the job. The majority of our learning happens not in formal settings, but continuously as you go about your day, so let's quickly walk through that theory.

You should all be very familiar with the 10%. This is what most of you have been doing as a career. Corporate learning strategies have forever treated learning as an event. The event could be instructor led training. It could be e-learning, or it could be a webinar like this.  This type of learning is typically goal-based. The goal is usually to complete some required training for compliance or to advance your career, but the 70-20-10 model says that this is not how we learn best and this isn't how we best retain information. 

The 20% represents the portion of what we learn from others. Collaboration can be many forms--the typical water cooler conversation, an online discussion, coaching, mentoring, or even file sharing in an online community. There are many tools today available for us to be constantly connected to our corporate peer group, even if our peers are distributed around the world. .

The 70% is usually called on-the-job training. Now, I'm not telling you something you don't already know, but very little of our learning happens in a classroom. It happens as you get through every day of your job. You have stuff you've got to get done. You don't know exactly how, so you try stuff. You make mistakes. You read. You figure it out. You learn and you remember. If you're learning to drive a forklift, for example, there will definitely be some classroom training involved, but you're never going to learn how to drive a forklift until you get behind the wheel and drive. This type of learning is much more task-based. You have a specific task to complete and you need to learn something to complete that task. Historically, very little of our learning investment has been spent to support and improve our learning on the job. 

Why now? If the 70:20:10 model ahs been around since the '90s, maybe late '80s, why are we all of a sudden talking about it? You've probably all seen or at least heard of the movie Avatar. James Cameron, the director of the movie, said his script had been ready since 1999, but he was waiting for technology to catch up with him before making the movie. He waited almost ten years before filming began. That's one of the reasons why we're not actually discussing the 70:20:10 model, but there are others. We actually have several influences that all seem to be converging right now at the right time to trigger the changes that Bergson has been talking about. 

First, is the top-down influence. According to an IBM CEO study, 71% of CEOs cited human capital out of everything else in their organization as the number one source of sustained economic value. Human capital was ahead of the products that they sell, their customer relationships, and their brands. Executives realize the importance of their people, but very few of them have figured out how to make this kind of learning operational. It's been a real challenge to figure out how to leverage the technology that's out there that will help them match their learning strategies to their overall business strategies, but the important thing is that these leaders are asking for change in their learning strategy. 

Next is the bottom-up influence. I just pointed out that the business leaders are asking for change while the learners are also asking for change. As a learning professional, you have a tremendous challenge. Technology is changing faster than you can keep up, and your learners are changing as well, so that's kind of a double whammy. More and more people are self-teaching, so when you're looking for instruction on how to do something, what do you do? Do you go to your LMS? I doubt it. I go to Google at least ten times a day. I go to YouTube all the time to find a video, even if it's a subject that I know is covered somewhere in a course I'm enrolled in in the LMS, I don't have time to go there and find it. I'm going to look someplace else first. 

People have shorter attention spans. Multiple studies have been conducted that tell me I'm lucky if 25% of you are still even paying attention to me. The other 75% are already off checking email or exchanging words with friends. It would be interesting to take a quick survey to find out how many of you have your phones in your hands right now while this webinar is going on. I'm not being critical, because I do it too. That's because we're all changing. 

We're all also becoming more visual. Now, to prove this to you, I performed a comprehensive case study. This study included me and my 16-year-old daughter. Now, those of you with teenage kids know that, as they grow older, it's harder to stay connected to them. Being the good father that I am, I try to connect to my daughter with simple text messages usually when she's at school and she's not supposed to have her phone out. I send her a simple text message and say, "How's your day going? How was your test?" Typically, I get something back like this. With her it's not, "I'm okay. I did good. I'm bored." I get a selfie. 

I come home from work. She is up in her room doing her homework, on her social media with her friends. Again, being the good father that I am, rather than walk up the stairs to actually speak to her, I'll send her a text message, "Hey, how you doing? How is everything going?" I typically get something back like this. She sends me another picture, let's me know that she's really busy and she's got a lot of homework. 

Just the other night she wanted to drive a movie to her friend, and she's only had her license a couple of months. Now, those of you who have teenage kids and know when you're handing them the keys I think every parent in the world says exactly the same thing--"Text me when you get there." That lasts for about a week after their get their license, and they're pretty good about it. She was going to the movie with her friends. I handed her the keys, and I said, "Text me when you get there." Of course, that never happened. Twenty minutes later I follow up with a text to say, "Hey, did you make it okay?" Rather than saying yes, I get another picture of the movie theatre. 

The last example happened and I was at the grocery store, and like a lot of people I have a garage frig, which is my beer frig. I like to make sure we have enough extra milk and everything there. I asked her, "Hey, I'm at the grocery store. Can you let me know if we have milk in the beer frig?" expecting just say yes or no, but of course, I get another picture showing me the contents of my frig outside. This is just an example in my case study of how we're all changing. We're becoming more visual, and that's a good thing. That whole picture is worth a thousand words adage. It's important here, this last picture, to know that all of you probably have teenage kids. Those of you that have teenagers will understand that this picture was very alarming to me. This is my beer frig. Down near the bottom you see I have a completely empty shelf. Knowing that, I also knew I needed to stock up on more beer.

It's not just her generation that's changing. I think we're all changing. In my case study I wanted to prove to her that I could change as well. One night rather than sending her my typical dinner's ready text, I sent her a picture of the dinner that I cooked which this night was chicken Paul. I got a real kick out of what I got back from her in doing that, which is my final picture of my case study, and you can see the message she sent me. What does my case study tell me? It tells me that we're changing and our learners are changing, and we need to be thinking about learning strategies that can support those changes. 

Finally, the technology is catching up to the vision. There have been major innovations in the last several years to help us provide the tools that we need to support the 70:20:10 model. I'm going to touch on some of them today, including video, micro content, mobile, and analytics. 

The growing popularity of video is one of the main reasons the 70:20:10 model is getting a lot of attention today. Video is perfect for self-teaching. There are so many innovations with video that I have an entire hour long presentation that I've been giving at some of the learning conferences. Today we obviously don't have that much time, so I'm going to highlight just a few of them. 

Now, you've all probably walked into class at some point in your life and seen the video cart sitting there. Now, you knew when you saw that it was going to be a good class, right? Now, full disclosure--I am of an age--and that's what old people say--I'm of an age--when we didn't even have VCRs. We had one of these, right? Anybody remember this? I think every school had one of these, and no one in the school knew actually how to set it up and use it. Now, the reason I'm showing the video cart is because--take yourself back to the classroom. Your teacher would (technical difficulty) and if you had a question, what did you do? You would raise your hand. The instructor would pause the video. You could ask your question. The instructor could answer or you could collaborate within your class about the video at that point in time and about the question you had. Well, we actually do that now with new technology. 

What you're looking at here is a screenshot from an IBM technology that's married our player with our social platform. In this screenshot you see the video, and on the right-hand side, you can see a column for comments. Our player allows you to pause the video and make a comment or ask a question that’s married to our social platform, other mentors or other people that are watching the same video can respond to your question and start a discussion. The comments can be bookmarked, so if you have a comment that makes a lot of sense you can bookmark it for easy access later. 

The other nice is thing is along the bottom there are queues along the video timeline that show you where users have actually made questions and are having discussions. In this case, the larger the little square or the visual queue, that means the more comments have been added to that discussion or it's been a more active discussion. Now, as you watch the video, the comments scroll long with the video, so you can listen to the video and you can follow the comments as well or pause it to get caught up on the comments. You can collaborate just like you could in class with the video card. 

Another video innovation that applies to 70:20:10 is the video transcript. Now, a transcript in and of itself isn't exactly innovative, but this transcript is not only dynamic, but it gets created automatically. When you publish a video using our technology, we automatically create a transcript of the video narration, and that transcript gets fully indexed. That's very important because as we start posting more videos as videos become more popular, one of the keys to this whole model in self-service learning is that I can find the content. I don't care how good your video library is, if nobody can find them it's not doing anybody any good. As this transcript gets created, it also gets fully indexed, which means it's fully searchable. Every term in the video is searchable, so when I'm searching for video, the opportunity for me to find what I'm looking for increases greatly. 

The other nice thing about this transcript is that it scrolls along with the video, so you can read--like closed-captions--and you can also navigate from the transcript. You can glance ahead to see the section you're looking for, click ahead that way, and go exactly to the spot you're looking for. 

One of the major areas of innovation for video is with video interactivity. Now there are several vendors that are doing some really cool stuff with interactive video. This is a screenshot from a company called HapYak. What HapYak allows you to do is overlaying your videos with questions. Those questions might be for practice only, or you can put some together--string them together--and have them scored like an assessment. As you're going through the video it will pause. Questions can appear. You can answer the questions, and you can move on. You can use those questions for branching scenarios. You could set up decision trees and things like that. That's one form of video interactivity. 

Another form is called Linx, so you can pause the video or the software will pause the video and pop up a little window that says something like "To learn more, click here," and it will take you to a specific location on the web to learn more.  

Now, one of the other types of interactions they call chapters. What chapters are used for--you may have a whole video library, and maybe it's a video library that's got pretty lengthy, bulky videos that aren't really great to consume in small chunks. The chapter interaction allows you to actually bookmark specific locations and set it up so that you can navigate easily through the video and just jump to the chapter that you want. Rather than having to re-record videos, that particular interaction lets you break it up into smaller chunks and navigate more easily that way. 

There are a lot of vendors, like I said, that are doing some really cool stuff with interactivity. I would encourage you, if you're interested, just do a Google search on interactive video and you'll see a lot of those, or you can reach out to me after the webinar and I can help you find some of those as well. 

I'm sure somewhere in your career you've heard the expression content is king. Mark talked about content fueling the engagement. Never has that been more true than the with the 70:20:10 model. Without granular, contextual, and accessible content, the whole model falls apart. Your content has to be different. Learners aren't looking to watch the Titanic for three hours, sticking obviously with the James Cameron theme. They want to find what gives them what they need in six seconds. The content needs to stand on its own and provide learning value on its own, but it still needs to fit into your larger content strategy. I realize this is all easier said than done. You might have hundreds of hours of formal content created, but more than likely it's not accessible and consumable in granular chunks. More than likely, it's not in a format that's consumable on a mobile device. 

Enter the LCMS. Most of you were probably aware of something called the LCMS. It stands for learning content management system. The value of the LCMS is that it creates granular and single source content objects which can be assembled in countless ways, depending on the desired output. It basically takes what was an artisan approach to creating contents and turns it into more of an assembly line approach. Authors create content objects or parts, and those objects can then get assembled into multiple published outputs. 

Historically, the conversation about LCMSs has been focused on creating e-learning content and then repackaging that content for print output like instructor guides and student guides for instructor led training. In today's world, that message is a little dated because the LCMS is actually more relevant today than ever because of the 70:20:10 model. This has to do with the performance and support and mobile bullets that are highlighted. Content today needs to be consumable in small contextual chunks. With an LCMS you have no choice but to create content in small chunks, and that’s most of the battle right there. Also, as an author, you don't know that that content is going to be viewed on a 24-inch desktop monitor or on a smart phone, nor should you have to know or care. The LCMS is responsible for optimizing the content for whatever device it's viewed on. 

To show you an example of what I mean, here are some screenshots of content being delivered by the IBM LCMS. Now, the first screenshot is of our content player being viewed on a large desktop monitor. It includes a menu. It includes a breadcrumb trail and obviously the content. The content itself isn't all that exciting, so don't get too hung up on that, but I want to show you what the response of delivery means. This is the desktop view. Now, what about an iPad? Now, if I move to iPad delivery, you can see that the player has adapted for the smaller screen. The breadcrumb trail has gone away. The content, the text, is wrapped differently, and the content itself is positioned differently. It's now positioned vertically rather than horizontally because there is less real estate. Now, as an author, I didn't have to do anything. The LCMS is taking care of this. 

How about down to a smart phone? It changes even more, so everything gets narrower. In this case the content doesn't look that much different other than the word wrapping, but you would see all of your content be repositioned differently as your available real estate changes. This is what we mean by responsive delivery. 

The advancement of mobile technology has really turned us all into self-service learners. According to Lectora, 65% of information searches today start on a smart phone. That's an amazing number. Mobile is the perfect component for 70:20:10 support. It's always in your hand. It's always on. It's almost always connected, and I say almost always. We get a lot of questions about supporting offline learning. I feel like, as time moves forward, that's going to become less and less of an issue, because you can probably think of very few places today that you're not actually connected. Mobile devices have smaller screens, so they're kind of good for some more focused learning. They support games, which add a lot of fun. They're built in social features. By design, they are communication devices, so they have great features for collaboration.

Location awareness is key as well. It's all about finding contextual content. If my device knows where I am and can communicate that to the system, it knows more about what kind of content I'm looking for and what to deliver me. Also, there's voice recognition. Rather than performing a search, I can speak to my device to perform a search. A lot of these reasons make it the perfect component for this kind of learning--just-in-time learning directly at the point of need. 

What's next for mobile learning? We all know that mobile technology will continue to advance at a crazy rate, but I'm going to skip the tech talk for now and talk about what's next for us as learning professionals. For the most part, mobile learning has been considered as something separate from your other learning. Here's kind of here's your learning strategy, and here's your mobile learning strategy. I'm sure you've all been asked at some point what's your mobile learning strategy? Honestly, I'd be happy if the term mobile learning went away completely. We're well beyond the wouldn't-it-be-nice-if-I-could-view-the-content-on-my-iPad? question. Mobile support today is simply expected. Everything I can do on my desktop I want to be able to do that on my mobile device and more. Your mobile strategy simply needs to be an extension of your overall learning strategy. This is basically what Jason Haag from ADL is saying here.

Let's talk about analytics. Content analytics provides a view into how your content is really being used, but your user activity has to be tracked at a much more granular level than it was in the past. You're going to want to track things like how many page views does this troubleshooting guide get each week, is anybody looking at these new job aids, and what about the quizzes--do people get the questions right? That video we made--was it worth it? Should we make more? With the right analytics, you can access the information you need to make good decisions, allowing you to revise, update, and plan your next project. 

One of the challenges of self-service learning is how can you, who's responsible for the strategy and the contents and the reports--how can you show your boss that you're earning your keep? How does everything get measured? How do you know that your strategy is working? What about surveys? Well, you all know that people hate filling out surveys, right? How about tests? How do you develop tests for ad hoc on-demand learning?

Now, you may have heard of something called the experience API, which is also known as the tin can API. My guess is it's something you've looked into, explored a little bit, but have wondered about specific use cases that would apply to your business. Well, the 70:20:10 model is a perfect use case. The API itself was developed to keep track of all kinds of learning, including and especially ad hoc learning. It creates a simple language that everyone, both people and machine, can understand. The language itself is something very simple like Scott clicked here. 

All user activity is captured in a central learning record store--something called an LRS, which maybe you've heard that acronym as well. Now, all activity doesn't mean necessarily and exclusively learning activity. Any kind of event, any type of an experience can be captured and tracked, not just that you're taking this e-learning course. It could be obviously the ad hoc learning that you're doing. It could be the video that you're searching for. It could be actually something from a completely different system like an HRIS system and activity you do there for performance management. That's one of the really nice things about it. It's not exclusive to learning as well. It captures any kind of raw data you want to capture. You're got this whole learning record store full of a tremendous volume of raw data, so the challenge is what are you going to do with it? 

Big data is coming to learning. We'll soon be capturing more data using the experienced API about your learners than you ever dreamed possible. The data goes well beyond who completed what and what score did they get, which is the kind of the traditional metrics we captured. We can now capture data about the content views--things like the number of views, who viewed it, where did they view it from, when did they view it, how long did they view it? We can capture data about the technology that was used to view the content--like what device was used, what was the device resolution, what was the bandwidth used to consume the content? We can capture data about the user actions. Did they pause the content? Where did they pause? How long did they pause? Did they replay the content? Did they ask any questions? Did they make any comments? 

This data can tell us both about our content and our users. About our content it can tell us where our gaps are. We can use this data to improve our content over time. Which content gets viewed the most? Which content gets viewed the least? It tells where the gaps are? Where do people have the most questions? Where are they replaying the content? This is a great way to determine where you as the content developer, where you need to focus your efforts. 

These analytics can also tell us about our users. What are their viewing habits? How long do they typically sit and look at content? What's their view time and their dwell time? When do we get the most traffic? What are the most popular devices people are using to view our content, and what are our bandwidth challenges? Do people viewing our content typically have high bandwidth Wi-Fi or are we getting a lot of cellular connections? 

As the technology continues to advance, our capability to analyze the incredible volume of data we're getting back continues to advance as well. This isn't just about pulling reports to find out who did what or monitoring dashboards to see who's doing what right now. At IBM we're investing heavily into cognitive computing and predictive analytics. At the end of the day, you want to know not just how the system is performing, but how it can perform better in the future, how you can get the content that your learners are looking for out in front of them quicker, how you can determine if it is the right information for improving business performance or how you can invest better today to trigger the change you want in the future. 

According to David Robinson, our investments today are being made in the wrong place. If you read this quote, he says, "Ideally, only 10% of learning and development's budget, time, and resource should be spent on one-off learning sessions that equip employees with new skills. The other 90%," according to David, "should be spent on developing a sustainable learning system that helps employees apply their new teachings on the job and seize and 70%. It should be a system that moves your culture away from people just tuning up to a training event not knowing why they're there or how they're going to apply these skills, to one where learners and their managers treat training as an integrated part of their daily role." 

To wrap up, I'm going to leave you with something to think about. Think about your current learning culture. This is one of those look-in-the-mirror moments. I want to ask you is your current L&D strategy part of the problem or is it part of the solution? Thank you for your time and attention. I hope you were able to get through at least a few levels of words with friends while we were doing this. We'd love to hear from you. You can find us on Twitter, and you can find us on LinkedIn as well. Let me now turn it back to Mary and see if we have any questions. 

Mary Windeshare: Thank you very much, Scott. Boy, no bigger compliment from a 16-year-old than you are me, right? I'd also like to thank Carol and Mark for your presentation. Now, we'll move on to the final segment of our webcast which is the question-and-answer portion of the event. As a reminder, to ask a question all you have to do is type it into the ask a question box and press submit. By the way, if we don't have an opportunity to answer your question during the Q&A session, we will follow up with you individually after today's webcast. Let's go ahead and start out with a question for you, Mark. What is the value of social employees in an organization?

Mark Burgess: That's a great question. First of all, when you think about social employees, the goal here is to make them brand friend ambassadors. As I said earlier, they represent the voice of the brand, and that voice basically is more powerful than the CEO's voice. For an organization, it's an opportunity to be more authentic in your branding, and it's also a great opportunity to think about retaining the high value employees who would love to be part of that environment and that opportunity. 

It's kind of that win-win for both the companies and the employees. For the employee, it's an opportunity to continue to build your own personal brand which is one of those great buzz words we all hear a lot about, but which is so, so important to build that network, and at the same time to earn that recognition and you become more employable as an individual. It's a great benefit to the brand because, again, it's going to leverage a more authentic voice. 

Mary Windeshare: Thank you very much. Hey, Cheryl, how about this one? Should employees be forced to become social employees? 

Cheryl Burgess: Absolutely not--no. What you want to do is identify employees who have the interest and the skills necessary to become good social employees. You really need to find opportunities to train them, but they need to be focused on doing things in their comfort zone and this is very, very important to keep them in their comfort zone, especially for senior executives. For example, if they like to tweet, that is great. If they like to blog, again, that makes sense because they are staying in their comfort zone, so that's pretty much it on keeping them feeling they have the freedom to upshot at any time, even if they do agree to join and become social ambassadors. You need to give them that flexibility. 

Mary Windeshare: Thank you very much. Let's get you in on this as well, Scott. What is the name of the IBM product that puts the social panel to the right of the video?

Scott Edward: The name of the product is kind of generic. It's called Social Learning, and that's how it can be referenced today. Actually, one of our initiatives for 2015 is to do a little better with the name and to productize better than we have in the past.

Mary Windeshare: Could you say the name of it again? Some of your answer might have been cut out. Social Learning?

Scott Edward: Yeah, it's called simply Social Learning today, which I said, which is very generic and in typical IBM fashion, very unexciting. We are looking as part of our strategy to package it differently this year and hope to have some marketing announcements about that.

Mary Windeshare: Okay, great. Let's see. Maybe we could go to you, Cheryl, for the answer to Mary Rose's question. Do you have any suggestions for getting funding to support the 70:20:10 approach?

Cheryl Burgess:  I guess, basically, you really do need to get senior buy-in on any social learning. I would really begin with that. Mark, did you want to add something on that?

Mark Burgess: Yeah, I just want to add to that. Many of you have probably heard of Tom Peters that we mentioned in the talk, for example. His whole thing is about the power of training--that it is the number one objective or should be for any organization out there. It's powerful. It's critical. I think more and more companies need to elevate training higher up in their system.

Cheryl Burgess: I think that Mark answered that quite perfect because Tom Peters really does emphasize training. It's not just Tom Peters that does that. Everybody is really pushing training in an organization. What Scott is talking about, it's fundamentally important. It's critical. We really can't move to the next phase of social business, social media, unless we really have that fundamental training and support by senior executives. The funding for those initiatives need to begin at the top and really work its way through the entire organization.

Mary Windeshare: Thanks a lot. Scott, could you also weigh in on this one?

Scott Edward: Could you repeat the question? I'm sorry, Mary.

Mary Windeshare: Sure. It's about how you get the funding when you're trying to get this in your company. They're just looking for the funding to support the 70-20-10 approach.

Scott Edward: A lot of change typically happens when there is a ground swell from below. This is something that the learners are all strongly pushing. Think about all of you and how you feel about your own corporate learning today and how you would like it to be different. I think the executives are ready to hear that message. That's the best start is talk to your leaders and move up the chain. There is a lot of data coming out now as well. It's not just me. There is a lot going on, and like all of the analysts are saying, learning is changing, so there is a lot of data out there that you can present.

Mary Windeshare: All right, let's take a look at this question. Alicia says, "Should the social education or social learning be prioritized against the self-paced one?" Let's start with you on that one, Mark.

Mark Burgess: I think part of it and the great thing about learning today is that we've got 24 hours of available time, right. Some we dedicate to more of the formal training. Some we take a look at other kinds of opportunities. As Scott had mentioned, we're learning kind of on the fly. We're learning as we go. I think the opportunity is to always think about where are the nuggets of information that we can integrate into our process, into everything that we're doing, whether we're on the job or thinking about that or even when we're away from the work environment, thinking about what can we learn to make a big difference. 

Mary Windeshare: Did anyone else want to weigh in on that--perhaps you, Scott--about the prioritization?

Scott Edward: Yeah. The interesting thing is, you're all aware, obviously, we're big proponents of social learning, but I find as I talk to a lot of customers, there is certainly a wariness about opening up a platform like this. There is a reluctance to allow their employees to share like this. Some of that has to do with a specific industry, certainly, but others it's just like, "Well, I don't know if my people are ready to do that." I guess what I mean by that is it depends then on your own culture. Obviously, we're telling to look at your learning strategy holistically, right, as social, mobile, performance support--the whole 70-20-10--look at it that way.

Others are looking to compartmentalize it more, and maybe they're not ready for each of the components. I think it depends on your individual unique culture and environment. Again, your strategy needs to look at all of those and put a game plan together for getting there. 

Mary Windeshare: Great. All right, and how about this one, Scott? Do you think that this model of social learning applies to all industries? The same kind of question--is this one size fits all?

Scott Edward: Think about the companies with high levels of security--Department of Defense and things like that. I think, as far as self-directed learning or performance support, yes, I think that applies to everything, but I think some of the social aspects, again, it depends on your industry. Here's the thing. We're all going to find answers to our question, whether our learning system supports it or not. What this model is saying is let's invest in the technology that helps our employees find this information rather than allowing them just to go try to find whatever tools they can to get the job done.

Mark Burgess: Mary?

Mary Windeshare: Yes?

Mark Burgess: Yeah, Mary. It's Mark. I just wanted to add one thing on the previous question. We were talking about the importance of culture. If you think about and ask yourself what is more important--culture or strategy--and you pause and you think about it. The answer generally is culture. That culture eats strategy for breakfast. There was actually a sign on the board room I think at the Ford Motor Company a few years ago that helped drive change within that company. The idea on focusing on building a social culture fundamentally is really critical. All of these different elements of learning and the opportunity to--the idea that we're all self-directed learners is to focus on ways and tools that Scott is talking about today that really help facilitate and improve that learning. 

Mary Windeshare: Cheryl, you said something earlier about everybody is going to want to do something that they excel in, that they're attracted to. How do you activate social employees in an organization, if you've got them?

Cheryl Burgess: Really, yeah, it does begin when you're really in your comfort zone, but here at Blue Focus we have this five-step process that we use to help drive social employee engagement. 
It's rather an elaborate process. It could take like almost a day just to go through the entire process, so I'll try and do it with just a few minutes here. Basically, it starts with gathering insights and developing a social media policy and then training. Content development and delivery of the content is critical and very, very important. There's a whole entire strategy on content development. In fact, we're going to be releasing a video soon on the strategies of content development and how to deliver it to your community. 

Then lastly, it's important to be part of the process of determining the metrics and how your metrics align to your business goals. Even after you do your entire campaign, you need to go back, analyze the metrics, but then start the whole process over again, be flexible in your analysis, and try to understand culture is the driving force here. See what the feedback is with your organization. See how your employees enjoy the learning process and how you can better improve the strategies and get them more encouraged to participate. 

Mark Burgess: Mary, I just want to add to that. I think when you think about the whole area of activating social employees, it really starts with listening and learning and training. The idea is not that you flip a switch and turn every employee on tomorrow to be a social employee. If you do it with a stepwise approach, if you think about doing it in a measured way, and a pilot is a great way to think about it--and basically proven the value that people are comfortable with, policies, and what you're really doing. Then you continue. There are many brands that have done that--that filter out--and all of a sudden you have a huge number of employees who are technically social employees. Again, you don't just flip a switch.

Cheryl Burgess: I think what Scott had said too--we can talk about how do you activate and how do you really change the culture. Going back to what Scott was saying, trying to educate companies what really needs to happen to advance better process to whole learning throughout the enterprise. What's really important I think is that we educate senior leaders to give them a better understanding of what learning platforms are and why they are important to the change in your culture within your organization, because things are changing. Everything Scott mentioned was critical. I hope people were listening, because we are changing the way we learn, the way we communicate, and the way as consumers purchase. 

Mary Windeshare: Great. Thank you very much. Hey, Scott, how do you track learning that's happening off-domain, so like websites, social platforms--that self-learning you were talking about?

Scott Edward: It's funny. I get this question a lot from usually the instructional design community whose job really, up to this point, has been to develop those linear classes with the tests afterwards. When you don't have that, what do you measure? You can measure--we talked about the experienced API and measuring activity and measuring things like paychecks. In the new world, maybe that's all you want to do is seeing are people using our content? If they're using it over and over, you can assume that they're learning something. Otherwise it wouldn’t be used. If you need, for whatever reason, to know that they are actually remembering and assimilating all of this information, then you can still put tests together in marrying the formal with the informal, and test them that way, but I find that most of the people don't really need that level of testing, right--that the metrics that we're moving to now--just usage and the activity--is good enough. 

Mary Windeshare: That addresses one part of Melissa's question, but she also asks when you integrate this approach to learning, how do you keep people accountable when the learning is happening right there on the job?

Scott Edward: I don't think you can ever keep people accountable. We're all accountable for our own careers and our own learning. That's one of the things that I think is important about this whole model. It puts you in control. 

Mary Windeshare: You as the employee, and not you as the employer?

Scott Edward: You as the employee--right--it's on you. Cheryl and Mark talked about engagement. All of these systems--it's definitely not one of these if you build it they will come scenarios. You have to work at putting in the content that is there to engage employees, but a lot of it is on the employee as well. You have to give them a reason to go there. Again, you can't just send out an email and say, "Hey, we've got this new system. Give it a try if you want." Through the strategy, there's got to be a reason for them to go there. The content has to be there. The social community has to be there and where everybody is engaged and working together. Then sometimes it takes time. A lot of this falls on the learner. Some of us want to learn and excel, and others don't so much.

Mary Windeshare: Mark, isn't it a little bit what you're talking about with corporate culture as well?

Mark Burgess: Yeah. I think very much it is. Back to Scott's point about we're all accountable for our own careers, our own learning and putting together the right kind of a path to make sure we are going in the right direction. I'll give you a quick example. There is something called micro credentials today. I happen to be involved in a program at Reuters University where you can come in and you can get a certificate in social media or digital marketing. The credential then adds to that individual's personal branding and overall skills and value. I think we all need to look at where are those opportunities, where can we get them, where can we fit them into our lives, but it is that notion of continuing to learn every day. You don't do it for a while and you're done. 

Mary Windeshare: Thank you very much. Scott, let's stick with you for this question. Actually, no. Cheryl, I want to start with you on this one. How do you avoid having social media and socially engaged employees become distracted versus productive? I think was Scott was joking when he said I hope you got levels up on the words with friends, but truly I assume that people are going to worry about that.

Cheryl Burgess: Yeah. That's kind of a lot of thinking that really needs to change because really it starts with training. If you really train your employees and set clear goals and objectives for the employees, they will participate and they will participate where they are focused, because they've been trained. They understand their goals. What Scott just said a little while ago, it really has to be the employees have to take responsibilities for their own careers. That was very important. That goes back to what Tom Peters said. It's the brand called you--in the 1990s. That is very important. You have to set clear expectations for your employees, so they know what is expected of them, and they will deliver. If you trust your employees--if you can't trust your employees, who can you trust? That was actually an IBM quote. I just took that one from IBM, but that is a very true quote. Take the responsibility as an employee. They need to bring this training. They need to be focused, and that's what empowerment is all about. 

Scott Edward: Just to piggyback off of that too, when we talk about the social platforms within corporations, all of your activity is tracked and you're a known commodity. These communities self police themselves. If somebody is going off on a tangent, everybody else is going to read about it and know about it. The community kind of polices itself that way.

Mary Windeshare: Scott, are the LCMSs part of larger solutions or can they be point solutions?

Scott Edward: They can be point solutions as well--standalone this is our content management strategy. We have a lot of customers that have an LCMS strictly to produce printed output or strictly to produce e-learning. They can do much more and be part of certainly an ecosystem, but there is tremendous value in having a LCMS standalone as well.

Mary Windeshare: Unfortunately, that's all of the questions we have time to take, but we do have out speakers promise that they will follow up with you individually after today's webcast. We'd like to say thank you to all of our speakers--Scott, Cheryl, and Mark, of course, and to say thank you for attending today's webcast, Changing the Learning Culture--That 70s Show - The Main Star of the 70-20-10 Learning Model. 

This webcast will be available for replay on demand and we will send you and email indicating availability. Please continue the conversation on Twitter using the hash tag smarterworkforce--all lower case. That does conclude today's IBM webcast. I'm Mary Windeshare, and on behalf of our guests, Scott Edward, Cheryl Burgess, and Mark Burgess, thank you for participating. 


