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A Framework for Member Conversations

The mission of Gartner’s CEB Leadership Councils is to help executives and their teams harness their growth potential by taking 
insights from the best companies to save time and make better decisions. When we bring leaders together, it is crucial that our 
discussions neither restrict competition nor improperly share inside information. All other conversations are welcomed and 
encouraged.

Confidentiality and Intellectual Property 

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

Legal Caveat

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

Note: This presentation has been enhanced with 
interactive elements. Below is a legend of these items 
that you will see throughout the document for quick 
reference.

Your Response
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proactively influence talent  
and business decisions.
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“Emerging” Business Expertise“Traditional” L&D Expertise

Project # 170113

Catalog # LDR 170113

Year Range xxxx–xxxx

L&D Terrain 
Knowledge

L&D  
Process  

Skills

Analytical  
Skills

Client- 
Specific  
Business  
Acumen

Advisory 
Capability

Project # 174881

Catalog # LDR174881

Year Range 2014-2017

KEY LEARNING ADVISOR SKILL SETS
The Learning Advisor Model

Source:	CEB analysis.
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ROADMAP

What is an 
Effortless 
Learning 

Experience 
and Why 
Does It 
Matter?

How Do I 
Build More 

Consumable 
Learning 

Solutions?

How Do 
I Ensure 
Learning 
Solutions 

Are Easy to 
Access?

How Do  
I Enable  
Career 

Application  
of Learning?
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RISE OF THE DIGITAL LEARNER
Digital Learner Traits

n = 23,764.
Source:	CEB 2014 Learning Culture Survey.

Empowered

Seventy-six percent of 
employees report that they 

will do what they need to do 
to learn effectively.

“I have more tools to take 
learning into my own 

hands.”
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RISE OF THE DIGITAL LEARNER
Digital Learner Traits

n = 23,764.
Source:	CEB 2014 Learning Culture Survey.

Networked

Sixty-nine percent of 
employees regularly seek out 
new ways of doing their work 

from their co-workers.

“I learn from a broader  
network of peers.”

Empowered

Seventy-six percent of 
employees report that they 

will do what they need to do 
to learn effectively.

“I have more tools to take 
learning into my own 

hands.”
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n = 23,764.
Source:	CEB 2014 Learning Culture Survey.

Networked

Sixty-nine percent of 
employees regularly seek out 
new ways of doing their work 

from their co-workers.

“I learn from a broader  
network of peers.”

Impatient

Sixty-six percent of 
employees expect to learn 

new information  
“just-in-time.”

“I can find the information I 
need, when I need it, much 

more quickly.”

Empowered

Seventy-six percent of 
employees report that they 

will do what they need to do 
to learn effectively.

“I have more tools to take 
learning into my own 

hands.”

RISE OF THE DIGITAL LEARNER
Digital Learner Traits



 13© 2016–2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR181073

02-Feb-2018

Graphics standard notes.

ENGAGING THE DIGITAL LEARNER
Typical L&D Approach

Making  
Learning Fun

Seventy-nine percent of L&D 
functions have redesigned 
learning content to make  
it more enjoyable in the  

last three years.

Proliferating  
Learning Channels

Sixty-seven percent of  
L&D functions have increased 

the number of learning 
channels they offer in  
the last three years.

Responding to Immediate 
Learning Needs

Fifty-nine percent of  
L&D functions prioritize 

immediate learning needs for 
employees’ current jobs.

n = 112; 9,071 employees.
Source:	CEB 2016 Head of L&D Digital Learner Survey; CEB 2016 L&D Digital Learner Survey.

The average L&D function has increased spending by 16% in the last three years to keep pace with the 
Digital Learner. But, only 37% of learning is applied on the job.$
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EFFORTLESS LEARNING EXPERIENCES WIN
Maximum Impact of Different Learning Characteristics on Learning Application

Ease of 
Career 

Application

Ease of 
Consuma-

bility

Immediate 
Relevance

Peer  
Networking 
Opportu-

nity

Information 
Retrieval 
Speed

Employee-
Created 
Content

Enjoyable 
Products

Diverse 
Channels

Ease of 
Access

0%

20%

40%

  

33%

28% 27%

20%

16% 16%
14%

12%
9%

n = 9,071.
Source:	CEB 2016 L&D Digital Learner Survey.

The effortless learning experience has the 
greatest impact on learning application …
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EFFORTLESS LEARNING EXPERIENCES WIN
Maximum Impact of Different Learning Characteristics on Learning Application

Ease of 
Career 

Application

Ease of 
Consuma-

bility

Immediate 
Relevance

Peer  
Networking 
Opportu-

nity

Information 
Retrieval 
Speed

Employee-
Created 
Content

Enjoyable 
Products

Diverse 
Channels

Ease of 
Access

0%

20%

40%
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n = 9,071.
Source:	CEB 2016 L&D Digital Learner Survey.

The effortless learning experience has the 
greatest impact on learning application … … but shouldn’t learning require effort?
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WHAT SHOULD BE HARD ABOUT DEVELOPMENT
Learning Activity Breakdown

What Could be Hard What Should Be Effortless

!

!

!

Identifying your personal learning goals  
and objectives

Investing the time required to learn a  
given skill

Putting forth the effort to practice new skills  
on the job

Finding the learning when and where you  
need it

Consuming learning in a format that is easy  
to use

Understanding how to connect learning to your 
job and career

Source:	CEB analysis.
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THE EFFORTLESS LEARNING EXPERIENCE
Our Model

Effortless  
Consumability

Design learning  
solutions based on  
learner values, not  
learner enjoyability.

Effortless  
Accessibility

Prioritize placement  
of learning, not  
proliferation of  

learning channels.

Effortless  
Career Applicability

Boost career  
applicability, don’t just 
respond to immediate 

learning needs.

n = 9,071.
Source:	CEB 2016 L&D Digital Learner Survey.

Source:	CEB analysis.

Only 19% of employees work at organizations that deliver an effortless learning experience
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ARE YOUR LEARNING EXPERIENCES EFFORTLESS?
Diagnostic

1. �Do I understand learners’ workflows, environments, 
and personal priorities?

Yes

No
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2. �Do I embed learning into employees’ workflows  
and moments of need?

Project # 170113

Catalog # LDR170113PR

Year Range 2015-2017

1. �

Yes

No

ARE YOUR LEARNING EXPERIENCES EFFORTLESS?
Diagnostic
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3. Do I guide learners through the learning experience?

Project # 170113

Catalog # LDR170113PR

Year Range 2015-2017

1. �

2.

Yes

No

ARE YOUR LEARNING EXPERIENCES EFFORTLESS?
Diagnostic
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4. �Do I make connections between learning  
and career outcomes?

Project # 170113

Catalog # LDR170113PR

Year Range 2015-2017

1. �

2.

3.

Yes

No

ARE YOUR LEARNING EXPERIENCES EFFORTLESS?
Diagnostic
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5. �Do I teach managers how to connect employees’ 
learning to their careers?

Project # 170113

Catalog # LDR170113PR

Year Range 2015-2017

1. �

2.

3.

4.

Yes

No

ARE YOUR LEARNING EXPERIENCES EFFORTLESS?
Diagnostic
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RESULT

If you selected “NO” for many of  
these questions, then let’s get started.
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ROADMAP

What is an 
Effortless 
Learning 

Experience 
and Why  
Does It  
Matter?

How Do I 
Build More 

Consumable 
Learning 

Solutions?

How Do 
I Ensure 
Learning 
Solutions 

Are Easy to 
Access?

How Do  
I Enable  
Career 

Application  
of Learning?
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The business 
wants a 

classroom 
solution.

We have a mandate 
to make learning 

mobile compliant.

Employees 
have limited 

attention spans.
We can only deliver 

learning during work hours, 
because of the union.

We’re facing competing 
stakeholder pressures 

— everyone wants 
something different.

Employees have 
no time to learn.

Source:	CEB analysis.

WHAT YOU’VE TOLD US
Barriers to Making Learning Consumable 

They want a  
Netflix-like 

experience, but 
that’s expensive  

to build!
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Source:	CEB analysis.

We have a mandate 
to make learning 

mobile compliant.

Employees 
have limited 

attention spans.
We can only deliver 

learning during work hours, 
because of the union.

The business 
wants a 

classroom 
solution.

They want a  
Netflix-like 

experience, but 
that’s expensive  

to build!

We’re facing competing 
stakeholder pressures 

— everyone wants 
something different.

Employees have 
no time to learn.

Lots of competing inputs,  
little clarity around what makes learning consumable

WHAT YOU’VE TOLD US
Barriers to Making Learning Consumable 
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L&D Question Today? In the Future? How? 

Business 
Needs

What business needs 
should learning 
address?

Change 
management for 
new leadership

Changing customer 
expectations

Work closely with 
business leaders to 
consult on strategy.

Learner  
Needs

What personal 
learning value 
should learning 
create? 

Future career 
readiness

Change agility Conduct regular 
employee value 
analyses.

Learner 
Experience

How can we 
ensure effortless 
learning access and 
consumption?

Roll out new  
learner-centric 
learning portal.

Learner-directed 
activity and content 
ratings

Use data mining to 
understand where to 
embed learning.

How can we make 
learning experiences 
personalized to 
employees?

Employees select 
interests and needs 
within learning 
portal.

L&D as curators  
and moderators

Establishing a true 
social learning 
ecosystem

Organizational 
Context

What are our L&D 
strengths?

E-learning and 
virtual delivery

Digital delivery Offer development 
opportunities in 
emerging skills.

Where do we not 
want to play?

Mobile learning 
content creation

Web interface 
design

Work with vendors.

DESIGN AROUND LEARNER VALUES
Illustrative Learning Strategy Analysis

Typical L&D stop point

Source:	Westpac; CEB analysis.
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UNDERSTAND EMPLOYEE VALUE DRIVERS
Design Thinking Approach

Source:	Westpac; CEB analysis.

L&D Goal: Determine how to help employees perform at their full potential by determining what they want to 
achieve in their current jobs and careers that L&D can support.

Westpac’s Employee and Market Research Process

1.	Conduct interviews with employees and business leaders.

2.	 Complete secondary market research to solidify findings before ideating, prototyping, and testing learning 
innovations for the future.

Use Design Thinking to Derive Employee Values

Empathize
with employees’ 

practical  
daily work

environment.

Define 
employees’ 

learning values 
and learning 
environment.

Ideate
to determine 

ways L&D can 
provide value to 

employees.

Prototype to 
build out sample 

products.

Test to ensure 
product viability.

Employee Analysis Results

Top employee concerns at Westpac 
revolve around employability, future 
industry relevance, and technology savvy, 
not current success or promotion.



 29© 2016–2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR181073

02-Feb-2018

Graphics standard notes.

HOW TO BUILD EMPLOYEE UNDERSTANDING
Sample Research Methods

Benefits

Source:	CEB analysis.

Empathy 
Mapping

A reflection exercise 
to understand learner 
environments, experiences,  
and responses

Empathy mapping helps 
surface the root causes of 
learning barriers, not just the 
barriers themselves. 

Learner 
Ethnography 
Studies

A structured method of 
observing employee behaviors 
and conduct learner interviews 
over time

Observing learner behavior 
demonstrates how learning 
barriers manifest in practice.

Learner 
Value 
Questions

An interview-based method to 
gather employee perspective

Learner value questions 
can easily be incorporated 
into typical needs analysis 
discussions.

?
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TAILOR YOUR PROGRAMS

Instructions: Thinking about a recent learning program or offering you were asked to create or revitalize, 
answer the questions below. 

L&D Question Today? In the Future? How? 

Business 
Needs

What business needs 
should this offering 
address?

Learner Needs
What personal value 
should the learning 
offering create? 

Learner 
Experience

How can we ensure 
effortless access 
and consumption of 
learning?

How can we 
make the learning 
experience 
personalized to 
employees? 

Organizational 
Context

What are our L&D 
strengths?

Where do we not 
want to play?
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TAILOR YOUR PROGRAMS (CONT.)

Instructions: Based on your experience trying to fill out the chart on the previous page, answer the  
question below.

How can you fill in any information gaps?
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ROADMAP

What is an 
Effortless 
Learning 

Experience 
and Why  
Does It  
Matter?

How Do I 
Build More 

Consumable 
Learning 

Solutions?

How Do 
I Ensure 
Learning 
Solutions 

Are Easy to 
Access?

How Do  
I Enable  
Career 

Application  
of Learning?
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“JUST IN TIME” IS JUST TOO HARD
Barriers to Easily Accessible Learning

“I need to get this finished  
by 3 p.m. and I can’t find the  

right training tool.”

“I know I could improve, but  
I don’t know where to start.”

Employee 
Challenge

L&D 
Challenge

Employees don’t always know what they  
are looking for.

Hidden Moments of Need

L&D lacks visibility into when and where 
employees will need learning content.

Employees don’t have time to look for 
learning solutions.

Limited Reach Into Workflow

L&D can’t be everywhere for everyone and 
extensive embedding risks an unmanageable 
portfolio.

Source:	CEB analysis.
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SURFACE EMPLOYEE BARRIERS TO ACCESS
“Access Assessment” Used in Needs Analysis Conversations

Employee Access Assessment

1.	What would trigger an employee to use this learning solution? 
(regular task, periodic problem, new responsibility, etc.)

2.	 In what context would this need likely arise? (while 
completing a task, encountering a problem, etc.)

3.	Where would an employee seek assistance around this need 
today? (e.g., peers, internal portals, search engines)

4.	How much time could an employee devote to this on an 
average day?

5.	What might interfere with an employee’s ability to use this 
learning solution?

Learning 
Advisor

Line  
Partner

Alternate Sources for Understanding Employee Access

Source:	Ingersoll Rand; CEB analysis.

Source:	Ingersoll Rand; CEB analysis.

Access Assessment Partners

Collect perspectives from employees, 
business partners, and L&D colleagues 
for a more complete picture of employee 
access barriers.

Focus Groups ManagersL&D Colleagues
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LEARNING ACCESS BARRIERS
Sampling of Barriers

Physical Barriers Behavioral Barriers Temporal Barriers

■■ Hardware

■■ Software

■■ Network permissions

■■ Geographic proximity

■■ Places employees naturally 
look for learning

■■ Time employees carve out 
for learning

■■ Perceptions of what  
learning is

Awareness Barriers People Barriers

■■ Poor communication about 
learning channels/portals

■■ Poor awareness about where 
learning resides/happens

■■ Poor peer sharing of learning

■■ Poor manager guidance 
towards learning

■■ Time it takes to search  
for learning

■■ Time it takes to learn

Source:	CEB analysis.
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TECHNOLOGY CAN HELP
Examples of Learning Technologies in Use

Xerox developed 
a video- based 
workforce knowledge-
sharing platform that 
embeds employee 
contributions into 
workflows.

Cisco created a 
career portal to help 
employees keep up, 
in real time, with the 
changing direction of 
the business.

BP provides managers a 
team pulse app to gain 
greater insight into
the team’s motivations.

IBM developed a tone 
analyzer using Watson, 
to help provide real-
time advice on how 
to coach and give 
feedback.

Booz Allen Hamilton
created a MOOC-like 
virtual development 
offering to provide 
equal access to 
development at scale.

Genpact builds frontline 
management skills 
through a virtual reality 
game.

Microsoft India 
created a cloud-
based leadership 
development app 
that enables leaders 
to customize their 
development path on 
an interactive platform.

Source:	Xerox Corporation; Cisco; Microsoft India; BP; IBM; Booz Allen Hamilton; Genpact; CEB analysis.
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HOW CAN YOU OVERCOME ACCESS BARRIERS?

Instructions: With a specific learner segment (e.g. HIPOs, customer contact employees) in mind, use the 
sample questions below to brainstorm how to overcome the learning access barriers.

What are the most significant barriers these employees face when accessing learning?

Which barriers should you prioritize reducing first?

What are the short- and long-term solutions to remove these barriers?

What technology (if any) would help create easier access to learning in this instance?
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ROADMAP

What is an 
Effortless 
Learning 

Experience 
and Why  
Does It  
Matter?

How Do I 
Build More 

Consumable 
Learning 

Solutions?

How Do 
I Ensure 
Learning 
Solutions 

Are Easy to 
Access?

How Do 
I Enable 
Career 

Application 
of Learning?
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Manager as The Primary Actor  
in Career Development
Percent of Heads of L&D Who Agree

Actual Manager Support for Developing 
the Skills Employees Need in Their Future 
Careers
Percent of Employees Who Agree

OUR PRIMARY VEHICLE IS THE MANAGER

85% 
Agree

15% 
Disagree

36% 
of employees 

agree their 
manager 

helps them.

64% 
of employees 
do not agree 
that their 
manager 
helps them. 

n = 225 heads of L&D.
Source:	CEB 2017 Head of L&D Manager Effectiveness Survey.

n = 7,309 employees
Source:	CEB 2017 Head of L&D Manager Effectiveness Survey.

A Missed Connection

Employees fail to see the connection between 
their learning and careers, and they see the 
manager link as falling short. 

We must support managers to have better 
career conversations and build future-oriented 
development plans.
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SHOW BAD BEHAVIOR TO HIGHLIGHT GOOD
Accenture’s Career Counselors Behaving Badly Videos

For more videos of career counselors behaving badly, click on: 

1. Mr. Fantastic: The manager who does not deliver bad news.

2.The Workaholic: The manager who does not support team 
member mobility and development. 

4,325 Views

The Minimum Requirement

Tips
■■ Go beyond checking 

in with direct reports 
to ask them how they 
are accomplishing 
their development 
activities and what 
they have learned. 

■■ Don’t just tell 
employees what to 
do to develop; rather, 
ask them probing 
questions to help 
them reach their own 
conclusions and own 
their development. 

Yes, but I haven’t 
really seen any 
improvement.  

What should I do?

Since you have 
completed all of these 

learning activities, I 
think we’re all set here.

Prevent Bad Behaviors
At the end of each video, Accenture 
helps managers avoid making the same 
mistakes by giving them tips to coach 
employees and access to the Career 
Counseling at Accenture website, where 
they can find additional support.

Teach the Good by Showing the Bad
The “Career Counselors Behaving Badly” 
videos teach managers what not to do by 
showing them humorous bad interactions 
between managers and employees.

Source:	Accenture Plc.; CEB analysis.

Note:	The Career Counseling at Accenture website is an internal site where managers have access to current headlines, real-time information about employees 
they support, and personalized guidance to support a variety of career conversations. The Learning and Talent Development team writes the video plots and 
partners with the internal media team to produce the videos. After production, each three-minute video is uploaded to the Career Counseling at Accenture 
website. Accenture promotes the videos through e-mails, social collaboration tools, and newsletters as part of its effective career counseling strategy.

Why Accenture’s Videos Work
■■ The extreme behaviors that bad career counselors exhibit in the videos use humor to engage managers 
and help them relate to the employee’s position. 

■■ Focusing on one behavior and interaction in each video allows managers to reflect on specific behaviors 
and helps them think about how they can improve their own coaching skills in those particular areas. 

■■ Providing coaching tips and direct access to the Career Counseling at Accenture website at the end of the 
videos ensures managers know what to do and where to go for additional learning and support. 



 41© 2016–2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR181073

02-Feb-2018

Graphics standard notes.

MOVE BEYOND CAREER CONVERSATIONS
Employability Conversation Overview

Employability (def.): an employee’s capabilities, skills, knowledge, experiences, achievements, and personal 
attributes that make him or her more valuable internally and externally — and thus more likely to achieve 
success in his or her career.

Emma’s 
IDP

Emma’s 
IDP

Typical Career Development Conversation What Does an Employability Conversation Look Like?

Coincides with formal performance review
Employability can be discussed during performance 
reviews, but is ideally addressed in a setting in which  
the employee feels comfortable and open.

Links an employee’s current role to future 
opportunities along a linear career path

The conversation should aim to discuss the employee’s 
skill set and growth opportunities within an external, 
not just internal, career context.

Results in a short-term plan for success 
(often an individual development plan)

The result should be a longer-term plan for an 
employee’s internal development, to make him/her  
more attractive externally, within a field of interest.

Source:	CEB analysis.

Two Types of Career Conversations
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Current Status
■■ How would you describe your progress in your career thus far? Do you have questions 
about or interest in other careers?

■■ What are the most important skills you’ve learned for your career so far? Why?
■■ What are the most important skills that have made you more employable? 
■■ What have been the most impactful experiences you’ve had so far? Why?
■■ What is your favorite part of your current role? Your least favorite? 
■■ What is the one task or type of project you would like to do more frequently in future roles? 
Less frequently? Why?

Strengths Skill/Competency Gaps
■■ What do you do really well?
■■ What are you recognized or rewarded for  
most often?

■■ Which of your accomplishments are you 
proudest of? 

■■ Do people often come to your for help with 
one specific task or skill? What is it?

■■ Which of your current skills make you a 
competitive candidate for an external  
position in your current field? A different 
field? 

■■ What experiences or capabilities do you 
lack that people on a similar career path 
have?

■■ What experiences or capabilities do you 
lack that would make you more hirable 
externally?

■■ What do others perceive as your greatest 
weaknesses?

■■ What development gaps do you need to 
address before you can pursue your career 
goals?

■■ What other experiences (external or 
internal) do you need to have in order 
to accomplish your career goals (e.g., 
experiences in different functions, 
geographies, industries)? 

■■ How well do your career goals align with 
your current development opportunities? 

MANAGER EMPLOYABILITY CONVERSATION GUIDE
Sample Employability Conversation Questions

Add a few simple 
questions to typical 
conversations 
to address 
employability 
concerns through 
development.

Source:	CEB analysis.
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Effortless  
Consumability

Design learning  
solutions based on  
learner values, not  
learner enjoyability.

Effortless  
Accessibility

Prioritize placement  
of learning, not  
proliferation of  

learning channels.

Effortless  
Career Applicability

Boost career  
applicability, don’t just 
respond to immediate 

learning needs.

Source:	CEB analysis.

THE EFFORTLESS LEARNING EXPERIENCE
Our Model
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ACTION PLAN: GET STARTED

Instructions: Revisit the action steps you’ve thought through for each section, and spend a minute to make it more 
tangible. Make sure to break down larger action steps into smaller ones and give yourself some deadlines.

Effortless Consumability
As you continue to fill out the strategy map for a learning program or offering you own, what pieces of information do you 
need to gather about learners? 

	1.	

	2.	

Which information gathering methods (ethnography, empathy mapping, interviewing, etc.) do you plan to use? How?

Information Gathering Action Steps Dates

Effortless Accessibility

Think back to some of the key learner access barriers you brainstormed. For the learner group you focused on, which 
access barrier is most urgent or important?

	1.	

Can you take any immediate action to reduce or remove that barrier?

Action Steps to Remove Access Barriers Dates

Effortless Career Applicability
How can you help managers have better career conversations to enable future-focused and long-term development?

	1.	

Key Next Steps Dates
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