ISSN (Print) 2307-6968, ISSN (Online) 2663-2209
Bueni 3anmcku Yuisepcutery «KPOK» No2 (50), 2018

VJIK 338.2

AKIIOBYAYBATHU E®EKTUBHY CUCTEMY HABYAHHSA HA POBOTI.
PO3JIYMH ITPO TEOPIIO I IPOMO3UIIIL 1151 IPAKTUKHA

Xomenko O.10.
MBA, CPCC, ACC, suknaoau 6 Cestar College of Business, Health and Technology,

Toponmo, Kanaoa, 3anpowenuti suxnaoau biznec Illkonu KPOK

HOW TO MAKE ON THE JOB LEARNING WORK.
REFLECTIONS ON THEORY AND SUGGESTIONS FOR PRACTICE

O. Khomenko
MBA, CPCC, ACC, Lecturer in Cestar College of Business, Health and Technology,
Toronto, Canada; Visiting Instructor of KROK Business School
DOI: https://doi.org/10.31732/2663-2209-2018-130-148

Anomauyia. Y 1l cTaTTl aBTOp MoOpylye mnpodieMy Opaky KBamiiKOBaHUX
¢daxiBuiB B VYKpaiHi, II0 BXE CTa€ JOCUTh MacmTaOHOw. Tak, MOBOJI Tema
e(eKTUBHOTO PO3BUTKY YMPABIIHCHKOTO Ta JIIIEPCHKOTO TaJlaHTy HabyBae 0cOOIUBO1
BaXIMBOCTI. OCTaHH]1 TEHAEHIIT B 00JIacTI yIpaBiIiHHS MEPCOHAIOM JEMOHCTPYIOTh
MOMITHE 3MIIICHHS akKIeHTy 3 ¢GopMalbHOTO Ha HedopmanbHe, 3 JOTPUMAHHS
JUCITUTUIIHU Ta KOPCTKOI CyOOpauHalii 10 OUIBII JIOSIBLHOTO MiAXOAY 1 BUIBHOTO
pPO3BUTKY TanaHTiB. OJIHIEIO 3 NPUYUH TAKOi TEHAEHI[l CTAJI0 MIMPOKO MOLIUPEHE
npaBuio 70-20-10 nans iHBECTHINIH B PO3BHTOK. Y Il CTaTTlI PO3TISHYTO B
npoOiemMu: HaAiHICTh 1 npuaatHicTh npaBuia 70-20-10 Ta skicTh HepoOpMaTbHUX
1HIIIaTUB B 00JIaCTI PO3BUTKY. Y IIbOMY Matepiaii KOPOTKO MOJAHO BU3HAYCHHS Ta
ictopis mpaBusia 70-20-10, a TakoX OUTBII TPYHTOBHO Ta JACTAJILHO BUBYEHO 1
3MaJIbOBAHO  TEOPETHYHI Ta MPAKTHUYHI MiAXOAM €(PEeKTHUBHOrO He(hOpPMaIbHOIO

HaBUYaHHA Ha poO0Ti. be3yMOBHO, Taka MpaKTHUKa MOXE CTAaTH MOTYKHOIO PYIIIAHOIO
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CWJIOIO Ha NIISAXY 0 BJOCKOHAJICHHS Ta PO3BUTKY OYIb-sIKOT KOMIIaHIi Ui YCTaHOBH,
a/pKe PO3KYTUH MpAIiBHUK, HAIIJIEHWA HA TBOPUICTh Ta YCHIX SIK BIACHUM Tak 1
KOpPIIOpaTUBHUM, Oyjne Habarato e(QeKTHBHINIUM, TEHEPYHOYH TBOpYl i7ei Ta
nepeOyBarouM B MPOIIeCi Mi3HAHHS HOBOTO 1 3MOXKE CTaTH B pa3u KBai(hiKOBaHIIIUM
Ta SKICHIIUM (axiBueM. BrpoBamxyroun mMoaiOHI METOAM MOXKHA HE JIMIIE
MIIBUIIUTH (AXOBHM PIBEHBb CIIBPOOITHHUKIB, JOCSATTH BIIEBHEHOTO CTa0lJILHOTO
PO3BUTKY KOMIIaHIM, aje W 3arajoM BUPIIUTH MpoOieMy Opaky KBaii(hiKOBaHUX
daxiBiiB B YKpaiHi, Opo sKy Bxke Huuiocs Bume. Ll crarta npusHayeHa s
BIJIKPUTOTO OOTOBOPEHHS, JJISI BEJCHHS Jiajory MK BUYEHHMHM 1 MPaAKTUKAMHU IIPO
e(eKTUBHI CIIOCOOM PO3BUTKY TajaHTy. OOroBOprOBaHI TYT MaTrepiaid 1 BUCHOBKHU
MOXYTh OyTH KOPHCHUMH SK JUIs (paxiBIiB 3 yHpPaBIiHHS MEPCOHATIOM, TaK 1 JJIA
MEHE/IKEPIB, HE MOB'SI3aHMX 3 IEPCOHAIIOM YU MPOCTO AJIA (PaxiBUiB 3 PO3BUTKY.

Kniowuoei cnosa: mnsx A0 3MiH, 1HHOBaIll B 00JacTli PO3BUTKY, MPAKTHUYHUN
JIOCBIJl PO3KPUTTS TAJIaHTy, MOPaJU MEHeHKepaM, mopaau (paxiBIsM 3 YIPaBIiHHS
nepcoHangoMm, eheKTUBHE HaBUaHHS Ha poOOTI, oOcTaHHI TeHJeHlii B oOmacti HR,
PO3BUTOK YIPABIIHCHKOTO Ta J1AEPCHKOTO TAJIAHTY.

Dopmyn: 0, puc.: 1, mabn.: 0, 6ioa.: 27.

Annotation. The shortage of the qualified professionals in Ukraine is becoming a
widely discussed issue (Pavlushenko, 2018; personal communications with clients).
Subsequently, the topic of effective development of the managerial and leadership
talent has grown in importance. Recent HR trends demonstrate a noticeable shift of
focus from formal to informal talent development [1]. One of the reasons stated is the
widely popular 70-20-10 rule for development investment. This article aims to consider
two concerns: the robustness and applicability of the 70-20-10 rule and the quality of
the informal development initiatives. | will first briefly discuss the definition and
history of the 70-20-10 rule and then discuss potential theoretical and practical
approaches of effective informal learning on the job. This article is intended as an

opening of a debate between scholars and practitioners on effective ways to develop
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talent. The material and conclusions discussed here may be a useful introduction to this
topic for both non-HR managers and development professionals.

Key words: a path to change, innovations in the field of development, practical
experience of revealing talent, advice to managers, advice to personnel management
specialists, effective training at work, recent trends in the field of HR, development of
managerial and leadership talent.

Formulas: 0, fig.: 1, tabl.: 0, bibl.: 27.

Introduction. Before starting my research on leadership, | spent 15 years
managing cross-cultural teams on three continents. My background makes me an
experienced user of HR services, especially in the area of management and
organizational development, both as a customer, requesting developmental strategies
for the companies | managed, and as a participant of developmental programs of
various modalities. In my experience, the most engaging and effective developmental
actions were inspired, steered, and overseen not by HR experts, but by line managers
and corporate leaders. As a management scholar, | see my role in connecting academic
research with the needs of practicing leaders and managers to support them in building
human capital necessary to create sustainable business success. This article serves
precisely this purpose.

Since 1990, the management development community had increasingly followed
the 70-20-10 rule for training investments. This rule was proposed in the 1980s by
M.MccCall, M.Lombardo, and R.Eichinger from the Centre for Creative Leadership, a
reputed global leadership development firm. This rule summarized the view that the
majority of workplace learning (70%) is informal and should take place on the job;
20% of learning happens as a result ‘learning from others’; and the remaining 10% of
development is provided by a formal off-the-job training (later ‘70% rule’). Almost
three decades after the 70% rule became a rule; we see a growing number of reports on

cuts in training budgets, most often attributed to the reduction of investment in formal
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training (Clardy, 2018). At the same time, there is a growing concern with the quality
of talent development [2].

* 81% organizations admit that they are not effective in developing leaders (Loew,
2015) [3];

. 76% of managers believe that their learning and development functions are
ineffective (Mitchel et al., 2017) [4];

* 11% of global executives felt that their leadership development efforts achieved
desired results (Feser et al., 2017) [5].

Part of the reason may be that shifting the organizational focus from the formal
training does not automatically improve quality of other developmental modalities.
Despite the hopes that, motivated by their work-related challenges, people will figure
out what and how to learn, informal development is a complex and risky endeavour.
Sometimes people perceive their environment as risky and choose to stick to the ‘tried
and true’ instead of venturing into learning new approaches (see Edmondson, 2019).
Sometimes people learn on the job something that is not right, effective, or relevant for
business[6].

So if in their pursuit of operating efficiency, businesses are to lean on the informal
development on the job, perhaps, it is worth to critically consider the 70% rule from
two perspectives. First, why 70% and how is it justified? Second, what is effective
informal learning? Finally, if we were to outline a practical approach to informal
learning for the effective development of managerial and executive talent, how should
approach this task?

Analysis of recent research and publications. Despite its widespread popularity
and acceptance as a ‘rule,” the scientific and theoretical basis of the 70-20-10 rule is
not very strong (Clardy, 2018). While the authors originally formulated it as a ‘call for
action and not a ‘rule’ (McCauley, 2013, para. 11), there are almost no empirical
studies published that would support the exact breakdown of recommended activities
(Clardy, 2018, Scott & Ferguson, 2014). Clardy (2018) provided a comprehensive
review of the origins and empirical support for the 70% rule and concluded that most
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studies that could be linked to the proposed ratio were related skills training and
ignored the differences in development based on the job level. For unskilled workers
shadowing and apprenticeship are main modalities; to prepare for a technical expert
position would require structured formal training (Clardy, 2018)[7; 8]. As this article
Is concerned with management and leadership development, it is worth noting that
most executive and leadership competencies are learned from practice, self-reflection
and discussion with peer communities (CITE?).

Learning from experience is a complex process. On the job, experiences could be
positive or negative and result in success or failure. Often work experiences are loaded
with social risks. Researchers in the area of leadership, management, entrepreneurship
and social psychology confirmed social learning as cognitively and emotionally
demanding process (Catino & Patriotta, 2013)[9]. Finally, experiential learning on the
job may result in costly mistakes and waste of resources (Mansoori, 2017), missed
deadlines and declining motivation Adults learn in a specific way and to be effective
in their self-development endeavours, they need to know how to learn and where to
find support. Below I discuss a theoretical model that may provide a useful perspective
on how to approach effective informal learning at work[10].

Setting objectives.This article is intended for open discussion, for dialogue
between scientists and practitioners about effective ways to develop talent. The
materials and conclusions discussed here will be useful both for HR specialists and for
non-staff managers or simply for development specialists.

Research results. A comprehensive review of all contemporary theories related
to informal learning in organizations is not the purpose of this article. Organizational
learning, the behavioural theory of the firm, the model of learning organization,
sensemaking theory, and the organizational learning theory have contributed to a
deeper understanding of various aspects the learning on the job, so comprehensive
review of these theories deserves a special dedicated effort. Here | discuss only one

theoretical model, which in my opinion reflects a pragmatic multi-disciplinary
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approach to experiential learning and which is supported by peer-reviewed empirical
studies.

Experiential Learning Theory.

David Kolb formulated the experiential learning theory in 1984 based on the
philosophy of pragmatism, social psychology, and adult developmental theory (KELT;
Kolb, Boyatzis, & Mainemelis, 2000). Kolb established learning as the major process
of creating knowledge through a transformation of experience (Kolb, 2015). As an
ultimate adaptation process, learning includes decision-making; problem-solving; and
other, more specialized adaptive processes (Kolb, 2015) [11; 12].

One of the major contributions of KELT is the concept of the learning cycle.
Kolb’s learning cycle includes a dialectic relationship between the two types of realities
and two types of reality transformation. In every experience, an individual faces
concrete and abstract forms of reality and engages in reflective observation or active
experimentation, as the two modes of experience transformation. The learning cycle
becomes a process of resolving dialectic tensions between action and reflection and
between experience and abstraction (Kolb, 2015). Kolb summarized this dialectic
interaction into four stages of the learning cycle: (a) concrete experience, (b) reflective
observation, (c) abstract conceptualization, and (c) active experimentation. Thus,
learning is happening constantly, at every stage of life and in every social setting;
concrete experience becomes a basis for observation and reflection, and reflection
creates abstract concepts that motivate actions. Finally, experimenting with new
actions gives rise to a new experience (Kolb, 2015).

Researchers of individual and collective processes of learning outside education
tested KELT’s application to managers, teams, and organizations and confirmed that
the stages of the learning cycle are present and meaningful in an organizational setting
(McCauley & McCall, 2014). Moreover, the ability to create knowledge from
experience might be a critical distinguishing characteristic of learning managers
(Matsuo, 2015) and learning teams [13; 14].
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Application of KELT to organizational context. Applying KELT to the business
organization context, Matsuo (2015) proposed a framework for understanding factors
that shape and facilitate experiential learning as a tool for organizational development.
Matsuo broadened Kolb’s original theory by including factors that would precede and
facilitate the experiential learning of managers in the work context.

Facilitators of experiential learning at work. By including the three following
factors as facilitators of experiential learning at work, Matsuo (2015) further addressed
the critique of KELT. In Matsuo’s opinion the employee behaviours like seeking
challenging tasks, critical reflection, and enjoyment of work facilitate conditions for
employees to learn from work experiences (Matsuo, 2015). These three behaviours
may serve as guidance for the practical steps managers can take to encourage their
employees to learn from experience.

Seeking challenging tasks. Experience is the starting point and the main material
for learning (Kolb, 2015). However, not every job experience brings relevant learning
to a business. To facilitate the necessary competencies and skills, the experience should
relate to business, have meaning (Matsuo, 2015) for the employee, and be salient
enough to enable transformation into learning. Seeking challenging tasks is close to the
concrete experience and active experimentation stages of the Kolb’s learning cycle
(Matsuo, 2015). Creating learning experiences is a popular tool for management
development. One of its applications is developmental assignments, which often
involve higher responsibilities, developing a new course of action, coping with
employee issues, or solving inherited problems (Day & Dragoni, 2015) [15]. To create
meaningful and relevant learning from on-the-job experience, people need to seek
challenging tasks actively (Matsuo, 2015). Managers can use other types of challenging
experiences to create learning opportunities for their subordinates, like task forces,
innovation labs, cross-functional teams, or job swaps.

Critical reflection. Recognizing the influence of social context and the role of
power, influence, and control issues underlying organizations, Matsuo (2015) added

critical reflection as a second facilitator of experiential learning at work and highlighted
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the difference between reflection about the meaning of experience and critical
reflection that challenges presupposed beliefs. Such reflection includes a re-
examination of existing assumptions, established practices, and ingrained cultural
norms. As employees transform their work-related experiences into new knowledge,
there is a need to reassess the impact of established assumptions, attitudes, and actions
of other people and the work environment (Cunliffe, 2016; Schippers, Edmondson, &
West, 2014)[16;17]. Reflective practices create conditions for managers and
employees to slow down and to adopt an attitude of inquiry (Matsuo, 2015), which is
especially important when acting in an unfamiliar or unpredictable environment and
leads to the discovery of innovative solutions or work methods.

Enjoyment of work. The third facilitator of experiential learning in organizations
Is the enjoyment of work (Matsuo, 2015). Matsuo built upon the studies of positive
psychology and the theory of flow, developed by M. Seligman and M.
Csikszentmihalyi, respectively. Enjoyment of work is necessary to maintain motivation
for challenging tasks and for engagement in deep critical reflection (van den Hout,
Davis, & Weggeman, 2018). Such a state often exists when a task both presents a high
level of challenge and requires a high level of skills, which is what Csikszentmihalyi
called flow (Tse, Fung, Nakamura, & Csikszentmihalyi, 2016) [18;19].

Facing a challenging task and performing to the edge of their abilities stretches
employees’ capabilities and creates a possibility to learn something new and build a
sense of self-efficacy. Such a combination may produce feelings of enjoyment that
boost motivation. Enjoyment of work supports active experimentation and reflection
and positively relates to performance and career (Matsuo, 2015). Experience of flow
can happen at the collective level when teams perform at the peak of their capabilities
and report a higher level of enjoyment compared to an individual’s experience of flow
(Aube, Rousseau, & Brunelle, 2018). Knowing factors that facilitate such experiences
can help managers to create better conditions for experiential learning[20].

Antecedents of experiential learning at work. In addition to the individual attitudes

and behaviours that facilitate learning from experience at work, Matsuo (2015)

137



ISSN (Print) 2307-6968, ISSN (Online) 2663-2209
Bueni 3anmcku Yuisepcutery «KPOK» No2 (50), 2018

considered external conditions that promoted those behaviours. These antecedent
conditions are learning goals and developmental networks. The antecedents work in
combination with the facilitating behaviours to shape a social environment that
motivates and supports learning from experience in organizations (Matsuo, 2015). By
influencing those antecedent conditions, managers shape the environment for their
teams to encourage and facilitate learning from experience.

Learning goals. Goals orientation refers to a mindset that guides behaviour in
situations that challenge abilities or involve competition (Heslin & Keating, 2016).
Two types of goals orientation are performance goals orientation and learning goals
orientation (LGO; Heslin & Keating, 2016). Performance goals orientation refers to a
mindset that includes a focus on proving abilities, characterized by risk aversion and a
limited learning curve (Heslin & Keating, 2016)[21]. Learning goals orientation refers
to an orientation to persist through the challenge, seek developmental feedback, and
sustain effort to perform in an unfamiliar or uncertain situation (Matsuo, 2015). In
application to a business setting, a strong performance goals orientation leads to
choosing tasks and activities that provide an opportunity to demonstrate existing
abilities with a focus on delivering a performance outcome and avoiding risk (Porter,
Franklin, Swider, & Yu, 2016). In contrast, a strong LGO motivates a preference for
tasks that lead to acquiring new knowledge, mastering new skills, and learning from
experience (Porter et al., 2016) [22]. Researchers have confirmed a positive
relationship between LGO and performance outcomes in leaders and teams (Heslin &
Keating, 2016, Hezlett, 2016) [23].

Managers can influence team performance by setting objectives, providing
resources, and shaping team culture by role modelling attitudes and behaviours. Porter
et al. (2016) confirmed the positive influence of managers’ LGO on teams’ task
commitment and performance. Learning-oriented leaders help their teams succeed in
performance-oriented environments (Heslin & Keating, 2016; Porter et al., 2016). Led
by managers with a strong LGO, teams become learning-goals oriented, pursue more

ideas, and engage in more experimentation (Porter et al., 2016).
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As LGO has a greater impact in situations with a high level of challenge and high
personal importance of tasks (Heslin & Keating, 2016), this orientation is fundamental
for promoting a search for challenging tasks, which is a key facilitating behaviour of
experiential learning (Matsuo, 2015). Also, because LGO predicts behaviour that is
more positive after setbacks and overall higher intrinsic motivation, this trait can
support persisting at all four stages of the experiential learning cycle. Matsuo (2015)
included LGO as one of the two antecedent conditions for experiential learning at work.

Developmental networks. The second antecedent condition for experiential
learning is developmental networks, defined as person-centric and context-relevant
parts of social systems that serve employee learning and development (Matsuo, 2015).
Developmental networks consist of external and internal supporters that take active
interest and action toward advancing their protége’s learning and growth (Harvey,
Moeller, & McPhail, 2017; Yip & Kram, 2016) [24; 25]. Matsuo (2015) defined
developmental networks as consisting of different types of relationships: individual
mentors and mentoring circles, intra-organizational networks, and discussion groups.
In addition to those, coaches and career sponsors are valuable members of a manager’s
networks of development (Harvey et al., 2017; Opengart & Bierema, 2015) [26].
Participation of direct supervisors in the employees’ developmental networks is
critical, especially in the early career stages (Dunn, 2017; Harvey et al., 2017) [27].

The comprehensive framework that facilitates experiential learning at work
described in this section is summarized in Figure 1. This framework incorporates
findings from various social science disciplines, such as management decision-making,
adult learning theory, positive psychology, as well as various organizational learning
theories that lead us into the next section.

The above theoretical review is by no means comprehensive and reflects my
research on and practice of developing leaders in organizations. Nevertheless, even
such a brief overview could be summarized in three conclusions that are worth

considering for design of effective approaches to talent development. Moreover, apart
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from initial set up investment, that such approaches do not have to be budget-heavy to
start bringing results in terms of engagement, motivation and competency building.

1. To be effective and relevant, on-the-job learning needs to be structured around
the main stages of the experiential learning cycle, that includes concrete experience,
reflective observation, abstract conceptualization and direct experimentation.

2. To reap the results of informal learning, managers need to create an
infrastructure that would support antecedents and encourage behaviours that facilitate

experiential learning.
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( A Critical Reflection . [ .
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. J 4 N
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Figure 1. A framework for facilitators of experiential learning [14]

3. To facilitate effective informal learning in their organizations, managers need
to be directly involved in setting and supporting the experiential learning infrastructure
and role-model learning goals orientation and critical reflection.

Conclusions. “So what?” — Implications for managerial practice. However
selective and brief, the above theoretical review provides a good starting point to

develop recommendations for managerial practice. In the spirit of bridging theory and
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practice and inviting a discussion between scholar and practitioners, | propose the
following principles of successful developmental interactions for the volatile,
uncertain, complex and ambiguous operating environment.

1. The 70-20-10% rule should be taken with a grain of salt. Given the difficulty of
establishing the solid empirical base for this ratio and the radical change of working
environment since its inception, the divide between formal and informal, relational and
personal has created unhelpful schemata that more often hinder than support people
development at the workplace. Instead, as proposed by Clardy (2018), we should seek
to develop a range of developmental initiatives from those based on fully structured
curricula to the ad-hoc on the spot developmental interactions between people on the
job.

2. Line managers and direct supervisors should play a leading role in creating and
supporting workplace learning. To be able to request, inspire and steward relevant and
effective developmental initiatives for their teams, managers need to understand the
leading theories and empirical science behind adult learning. Perhaps the notorious 5%
of classroom training should be dedicated to precisely these topics.

3. Management should consider investment in creating a solid infrastructure to
allow learning from the work-related experiences. Creating processes and culture that
support reflective observation and abstract conceptualization of the concrete on-the-
job experiences could be the first step. Promoting learning goals orientation among
managers so they could build organizational culture open for experimentation, is a
potential second move. Investing in the creation of developmental networks and design
of challenging assignments to generate rich learning experiences that could be reflected
upon with support of trusted mentors is another fruitful path. Organizations could
choose which path to pursue in what sequence based on their business needs and
availability of resources.

4. To be able to design meaningful developmental interventions for their teams,
managers themselves need to be open to experimentation, demonstrate tolerance to

mistakes, and know how to provide coaching to their teams. To prepare managers for
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these critical tasks, organizations ought to allocate budgets and time to develop their
managers as learning leaders.

Finally, in the VUCA world, no useful learning could be brought from the outside
to be downloaded into people’s operating systems. In this day and age, effective and
business-relevant learning can only be co-created inside organizations by its employees
with the support of flexible and robust structures based on empirically proven science.
To be able to establish such structures and reap their rewards, leaders need to become
learners themselves, and perhaps this should become a focus of the learning and

development strategies that work.
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