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It is time to move beyond traditional approaches to executive education. To successfully meet the challenges of today's business world, the organizations and people who manage them must make greater use of online learning resources and networking opportunities. SAVE SHARE BUY COPIES To
understand how the cloud of personal learning is changing the way companies think about developing leadership talent, HBR editor Amy Bernstein and senior editor Daniel McGinn spoke with three L'D leaders. Sankarararayanan Paddy Padmanabhan is executive chairman of Tata Business Excellence
Group. Samantha Hammock is American Express's chief training officer. Nick van Dam was previously a global director of training at McKinsey, where he is currently an external senior adviser; he was recently appointed Chief Teaching Officer of IE University. (Disclosure: Three firms are or have been
clients of HBR's parent company, Harvard Business Publishing, which sells executive development programs.) Edited excerpts follow. HBR: Paddy, how is the development of leadership at Tata changing? Development has gone far beyond class: Today it's more of a conversation. Sankaranarayanan
Padmanabhan Executive Chairman, Tata Business Excellence Group Padmanabhan: Back in the 1960s we created the Tata Management Training Centre, and for many years this has been the main way to develop leaders. But over the past 15 years, we've gone beyond that. For very senior executives C-level people in our business, and often to the next level down, we look at external institutions including Harvard Business School, Stanford University, University of Chicago, Indian Institute of Management and London Business School. We nominate people for development programs in these schools,
and employees are ready to participate. Since Tata is a $110 billion holding company with dozens of operating companies, we are also launching a cultural culture management program. It is very important that people are exposed to different companies in Tata, so we send executives to spend two or
three days in different parts of the group. They dive, meet people and create informal networks. We also do a lot through webinars. Development has gone far beyond the classroom: Today it is more of a conversation, with a greater emphasis on creating a network of knowledge. Samantha, what are the
biggest changes in American Express? Hammock: Traditional learning and development has gone from instructor-led classroom training to virtual, global, scalable options. We did it because the work has changed. Companies are not only more global; they are more virtual. More and more people are
working from home, making it impossible to study in the classroom at all times. The virtual approach also gives people the flexibility and to the fact that they want to learn to learn Some employees do programs at night. Others want to do them during working hours. The biggest thing we get from virtual
programs is that people can fit them into their lives. Nick, what about McKinsey? Van Dam: We work in the field of intellectual capital, so we need constant development and training. This is a central part of our core talent strategy. McKinsey is often referred to as a factory-leader; we have more than 440
graduates working as executives of multibillion-dollar companies. The biggest change in the last five years is the growth in demand for development. Our culture is now very inclusive in this regard: we look at all 28,000 of our people to determine how they can develop themselves. This requires expanding
and deepening our capabilities. Customers expect us to be at the forefront of thinking and making and sharing ideas, so we need to accelerate the development of people's capabilities. With careers becoming less linear, is it hard to know what skills people need? Padmanabhan: When you have a flatter
organization and fewer career ladders, growth can become a problem. We are coping with this by creating a competency system that will address the challenges required for each leadership role. If you are going to be the head of our American business, it outlines the opportunities and attributes that you
should have. If you are going to be a motor plant manager, you need different skills and attributes. These frames are only 50% or 60% perfect. Attitude, behavior and human presence also matter, so we give people the opportunity to develop them. As ladder promotions become less common, career
growth happens through the movement through our group companies. This is not a C-suite problem; it becomes a level or two down problem when people have 10 to 15 years of experience and are ready to become the head of the unit or take the VHS property. That's where bottlenecks can happen. Is
anything lost as talent development programs shift online? The virtual approach appeals to the fact that people want to learn differently. Samantha Hammock Chief Educational Officer, American Express Hammock: You can never replace face-to-face interaction. Feedback from our great sessions shows
the value of bringing people together. But it is no longer possible or effective to have that to be 80% of your model. Technology creates more efficient ways of virtual learning. People can join from anywhere and feel like they're in class together. Has the combination of soft and hard skills changed in your
programs? Van Dam: It's hard to cite a percentage because a lot of development isn't about what's going on in the classroom or on the digital learning platform. Leadership development is an ecosystem. There's learning on There is customer experience. there's a staffing schedule, a schedule, Mentoring.
Each of them is a building block. So is our culture of execution. We have very clear expectations of people at different points in their careers and we give extensive feedback that delivers current development goals. This allows people to personalize their development; we call it Creation's own McKinsey.
The goal is to ensure that people lead their own careers by exploring what they want to do and make their own choices. We give ownership of the development to individuals. Hammock: In terms of tough and soft skills, they may change in the future, but I don't think they've changed dramatically to date.
What has changed is how quickly rigid skills can become obsolete, especially in technical roles. People are struggling to stay ahead on the technical side and they tend to have reactive expectations to see how the technology is evolving so they know they need to learn next. How difficult is it to personalize
talent development? Van Dam: There are problems. One of them relates to how you define people's career paths. Experience development will vary depending on the career path, and different roles require different competencies. Even in a classroom environment, different people will require different
levels of knowledge. When it comes to digital learning, we oversee content that we think is best suited to people's empowerment. Our people would like to know what is expected of them and they don't want to spend a lot of time trying to figure out which of the 50 digital learning objects might be right for
them. They want us to direct them to the best, most relevant content. Some people would like to learn by watching a video rather than reading a PDF. This is another level of personalization. Finally, personalization is also about how much time people can devote to training programs. When employees
learn virtually, how important is it to form relationships with other participants? Hammock: Cohorts are crucial. Even with virtual work, the main factor of success is a comprehensive, diverse cohort that helps people feel involved. We take great care in assembling these groups to ensure that our employees
have a positive experience. With the transition to digital learning, are you worried about whether people are taking time to participate? Padmanabhan: For mid-level and lower employees, most knowledge comes through digital media. Each company has its own method. Take a store manager to a retail
chain. This person will receive content on their smartphone, which is focused on creating the capabilities needed to manage the store. This kind of content is pretty much about convenience, so there can be 15-minute modules. Convenience increases For people in their 25s or 30s who have grown up on
YouTube and online, this form of learning is common, so use is not a problem. For people over 45 and older, digital not so often. For them, leadership development continues in the classroom and at work, in part because it provides the best networking opportunities. How do you measure L'D's success?
Padmanabhan: For CEOs who run about 100 Tata Group businesses, we evaluate them based on their performance. In the few years after the move to the job, can the CEO manage several stakeholders? Is it convenient for the CEO in this role? Much contributes to the way each CEO develops, but we
look at whether training and development programs and rotation jobs have contributed to the creation of an effective CEO, CXO, or group leader. It is very difficult to measure the effectiveness of these programs for leaders. At lower levels, there are more measurable skills - communication with
performance or improved customer satisfaction. But at a high level, it is difficult to attribute leadership to the effectiveness of learning in any systematic manner. There's a huge opportunity to turn the workplace into a learning place. Nick van Dam Retired, Director of Global Learning, McKinsey and Van
Dam: For us, it's a question of how we can make sure we can have a greater impact on our customers and how we can expand our reach. Can we make it better? We can only grow if we have more partners in the firm, so one of the measures is how well we develop people to become partners. We also
see the value of investing in LDO when attracting people. Today, more people are deciding to join the organization because they believe it is a place where they can take their skills to the next level, so L.D. is associated with recruitment. No one at McKinsey will ever ask me to make a purely financial
return on every dollar we spend on training and development; You can't do that. But we know that there is a ROI and a huge customer impact. We also know that formal leadership development is just one piece of cake. All over the world and in various industries, the typical person spends something like
40 hours a year in official training programs, from 1,800 hours to work. So there is a huge opportunity in many organizations to promote workplace development by turning the workplace into a learning place. Is it difficult to justify the cost of talent development when people can leave the firm for their next
job? Hammock: We spent a lot of time discussing this, especially last year when we made a big investment in our flagship leadership program. In the end, we decided that we wanted to raise great leaders, and we want American Express to be known for it. For example, we encourage employees to list
the certificates they earn their LinkedIn page, even if it increases their visibility beyond. Ideally we want them to find the next opportunity internally, but we know that some of them will move on, and that's fine. That's all right. There are three reasons for meeting the needs of organizations or individuals. (2)
Suppliers do not develop the soft skills the organizations need. (3) It is often difficult to apply lessons learned in the classroom to the real world. Solving a growing range of online courses, social platforms and learning tools from both traditional providers and check-ins helps close gaps. The need for
leadership has never been more pressing. Companies of all kinds understand that to survive in today's unstable, uncertain, complex and ambiguous environment, they need leadership skills and organizational capabilities, different from those that have helped them succeed in the past. There is also a
growing recognition that leadership development should not be limited to the few who are in or near the C-suite. With the proliferation of collaborative problem-solving platforms and digital adhocracy that emphasize individual initiative, employees across the board increasingly need to make consistent
decisions that are consistent with corporate strategy and culture. It is therefore important that they be equipped with appropriate technical, relational and communication skills. However, the leadership industry is in a state of turmoil. The number of players offering courses to give the hard and soft skills
required of corporate managers has increased dramatically. Yet organizations that spend billions of dollars each year to train current and future leaders are increasingly frustrated with the results. Several large-scale industry studies, along with our own in-depth customer interviews, show that more than
50% of higher education leaders believe that their talent development efforts do not adequately develop critical skills and organizational opportunities. Senior training staff believe that traditional programs no longer properly prepare managers for the challenges they face today and those they face
tomorrow. Companies are looking for the communicative, interpretive, affective and insightful skills needed to conduct consistent, active collaboration. But most executive education programs, designed as an extension or replacement of MBA programs, focus on skills based on discipline, such as strategy
development and financial analysis, and seriously underestimate important relational, communication, and affective skills. Unsurprisingly, CLOs say they are having trouble justifying their annual training budgets. Leadership training programmes also do not fall away from their own stated purpose. Lifetime
learning has been a buzzword in corporate and circles for decades, but it's still far from reality. Traditional executive education is simply too episodic, exclusive and expensive to achieve Goal. Unsurprisingly, leading business schools, including Rotman and HBS, have seen a significant increase in
demand for individual, cohort programs that address the special needs of companies in talent development. Corporate universities and the cloud of personal learning - a growing mix of online courses, social and interactive platforms, and teaching tools for both traditional institutions and upstarts - are filling
the gap. There are three main reasons for the disparate state of leadership development. First, it's a gap in motivation. Organizations invest in the development of the executive for their own long-term benefit, but people are involved in improving their skills and advancing their careers, and they do not
necessarily stay with employers who have already paid for their tuition. Second, the gap between the skills that build executive development programmes and the skills required by firms, especially the interpersonal skills needed to thrive in today's flat, networked, increasingly collaborative organizations.
Traditional service providers bring deep experience in learning cognitive skills and measuring their development, but they are much less experienced in teaching people how to communicate and work with each other effectively. The third reason is the gap in the transfer of skills. Simply put, few leaders
seem to accept what they learn in the classroom and apply it to their work, and the further the locus training is removed from the locus application, the more this gap becomes. In order to develop key leadership and management talents, organizations must bridge these three gaps. One of the biggest
complaints we hear about leadership education is that the skills and opportunities developed do not apply at work. This challenges the very foundation of executive education, but it's not surprising. Research by cognitive, educational and applied psychologists dating back a century, along with later work in
neuroscience training, shows that the distance between where a skill is learned (locus acquisition) and where it is applied (locus application) significantly affects the likelihood that a student will put that skill into practice. Indeed, it is much easier to use new skills if the locus acquisition is similar to the locus
application. It's called almost transmission. For example, it is easier to learn the aluminium industry's map as a value-related activity chain than it is to develop a semiconductor industry (far-transfer) or strategic consulting (further transfer) analysis. Of course, when we say distance, we don't just mean
physical range. New skills are less likely to be applied not only when the locus application is far from the locus acquisition time and space (as in MBA MBA class applying skills years later at work), but also when social (Who else is involved?) and functional (What do we use skills for?) Contexts are
different. Unofficial data on skills transfer show that only 10 per cent of the annual expenditure of $200 billion in corporate training and development in the United States yields concrete results. This is a staggering amount of waste. What's more, it raises the urgency for the corporate training and
development of the executive industry to rethink their learning experience. The good news is that the growing range of online courses, social and interactive platforms, as well as learning tools from both traditional institutions and upstarts, which make up what we call the Personal Learning Cloud (PLC),
offers a solution. Organizations can select components from PLC and adapt them to the needs and behaviors of individuals and groups. PLC is flexible and immediately accessible, and it allows employees to pick up skills in the context in which they should be used. In fact, it is a 21st century form of
learning at work. In this article, we describe the evolution of leadership development, the dynamics of change and the ways in which the emerging PLC is managed for the benefit of both the firm and the individual. State leadership development Traditional players in the leadership development industry business schools, corporate universities, specialized training companies and consultants - have joined a host of newcomers. These include human resources advisory firms, large management consulting companies such as McKinsey and BCG, and digital start-ups such as Coursera and Udacity. It's a
fast-paced landscape of service providers, but it's a world we've learned intimately as educators, consultants and executive education leaders at Rothman (in the case of Mihnea) and Harvard Business School (in Das's case). And to understand all this, we built a table that compares players (see below).
As the demand for executive education increases, which is configured, tracked and markedly effective, new competitors emerge. Business schools, consulting companies, corporate universities and digital platforms struggle to provide skills development programs, and each player has certain advantages
and limitations. ADVANTAGE CONSTRAINT Business Schools with Open Programs Big Store of Intellectual and Educational Capital Limited opportunity to provide contextualized business school training with individual programs Can adapt content to the challenges facing the customer organization and
provide the transfer of basic skills Inadequate follow-up when the setting reaches the field of personal learning and design Strategic advice Highly contextualized approach to skill transfer and development technologies and know-how And Feedback Human Resources Consultants can identify core
participants skills to create fully customized coaching and development lack of experience in appropriate functional areas Corporate universities can deliver content that is immediately relevant to the organization, and in a context in which skills will apply limited ability to measure skill acquisition and
application remote personalized training platforms Low-cost alternatives to programs that transfer functional and technical knowledge limits to contextualized learning and development , affective and collaborative skills We are now seeing powerful trends changing the industry and fueling the emergence
of PLC as a network learning infrastructure. First, PLC has reduced the marginal cost of creating its own learning environment and has allowed the chief human resources officers (CPSO) and the Chief Training Officers (YPG) to make more discerning decisions about the right experiences for people and
groups in their organizations. The Unicon study reports that the number of corporate universities that provide education in-home, on-demand, and, often, at work, has exploded to more than 4,000 in the United States and more than twice as many as worldwide. However, we believe that in the future, while
firms will offer training opportunities to more managers in all their organizations, a change in the cost structure resulting from the digitization of learning environments will result in only a small increase in leadership resources. The second trend is the decline of standard training programs for the
development of the executive branch, such as those offered primarily by business schools and universities. Most organizations require prior and post-graduate acquisition and application of appropriate skills, such as communicative competence and leadership acumen, which traditional programs have
never been designed to implement. A third trend is the growth of customized learning environments through platforms and applications that personalize content in accordance with student roles and the needs of their organizations. The dominant platforms are now edicting millions of participants on
individual courses and tens of millions of total users. These trends are interconnected and form a cohesive model: as learning becomes personalized, socialized and adaptive, and as organizations become more sophisticated in assessing the return on investment in talent, the industry is moving from

prepackaged universal materials and instead into PLC. PLC allows you to quickly and inexpensively create corporate universities and their own curricula in the same way as platforms Facebook and Instagram contribute to the formation of discussion groups. It is the Petri dish that contributes to the rapid
growth of learning And it is very important that managers are involved and grow at work. At the heart of these trends is the rapid digitization of content and interaction that changes the leadership industry in three important ways. First, it allows you to disaggregate (or unbundly) low-cost elements of the
program from inexpensive. The profits of education providers depend on their ability to link low-cost content - lectures, discussion in cases, exercises and the like - with high value, such as personalized coaching, project-based training, and intensive group classes. The more high-touch services included
in the package, the more the vendor can charge. Second, digitization makes it easier to ensure value more effectively. For example, classroom lectures can be videotaped and then viewed online by more students at a convenient time. Similarly, discussion groups and forums to deepen understanding of
the concepts of lectures can be organized online, often through platforms such as Magnify, Skype, and Google Hangouts, allowing many more people to participate, and with fewer problems and costs. Millennials are already comfortable with social media-based interactions, so the value of being
physically present on campus can wear thin anyway. And since the discrete components of the online educational program - individual lectures, case studies and so on - can be evaluated and sold independently, the cost of developing different skills has decreased, especially technical and analytical
skills, whose training and training have become quite routed. Finally, digitization leads to disintermediation. Traditionally, universities, business schools and management consultants have been intermediaries linking companies and their employees with academics, consultants and coaches. Now,
however, companies can go online to identify (and often curate) high-quality individual teachers, learning experience and modules, not just high-quality programs. Meanwhile, instructors can act as free agents and take on the highest paid or most satisfying teaching gigs, avoiding the procedures and
salary restrictions of their parent organizations. The Revolt of Personal Learning Cloud PLC has been taking shape for about ten years. Its components include MOOCs (massive open online courses) and platforms such as Coursera, edX and 2U to deliver interactive content online; LinkedIn Learning,
Skillsoft, Degreed and Salesforce Trailhead's enterprise learning and development ecosystems focused on rapid and certified mastery of core skills in an interactive environment; on-demand, solution-oriented leadership approaches from the likes of McKinsey McKinsey Academy, BCG Enablement and
DigitalBCG; and talent management platforms such as SmashFly, Yello and People who link learning needs and learning outcomes to recruitment, retention, and promotion decisions. PLC has four important characteristics: 1. Training is personalized. Employees can continue a skills development
program or practice that suits them at their own pace, using media that are best suited to their particular learning style and work environment. PLC also allows organizations to track student behavior and results and to thrust the development and deployment of modules and content on thefly to meet the
changing needs of individuals and groups. 2. Training is socialized. As the experience of The Harvard HBX series and McKinsey's Academy has shown, learning is best when students collaborate and help each other. Knowledge, both know-how and know-how, is social in nature. It spreads inside and
between groups of people who use it to solve problems together. PLC enables the organic and planned formation of teams and cohorts of students who are jointly involved in the development of new skills and opportunities. The training is contextualized. As our interviews have shown, and as the latest
LinkedIn Learning data has shown, most CEOs value the opportunity to get professional development at work in a way that is directly related to their work environment. PLC allows people to do this by allowing them to learn in the workplace and helps ensure that they actually apply the knowledge and
skills they pick up. The results of the training can be transparently tracked and (in some cases) verified. The rise of PLC does not imply the demise of certification or the termination of the signaling value of degrees, diplomas and certificates. On the contrary: it leads to a new era of skills and opportunities
based on certification, which stands to completely unleash a professional degree. Indeed, in an increasing case, it no longer needs to spend time and money to complete a professional degree because organizations have adopted certificates and micro-certifications that show training in specific skills. And
seamless, always on authentication is fast becoming a reality with the advent of blockchains and distributed registries such as Block.io and Learning Machine. In this way, microcrement expands as THE PLC provides a safe, tracked and verifiable check of registration and achievement. PLC allows CLOs
and CHROs to be accurate both about the skills they want to develop and about the educational programs, instructors and learning experience they want to use. The expanding PLC ecosystem encompasses a wide range of skills. On the one hand are functional skills (such as financial reporting analysis
and big data analytics) that include cognitive thinking calculations) and algorithmic algorithmic (Do it first, it's next). PLC is already adept at helping people learn such skills at their own pace, and in a way that fits the challenges they face at work. At the other end of the spectrum are skills that are difficult to
teach, measure, or even articulate; they have significant affective components and are largely non-alcoholic. These skills include leading, communicating, communicating and activating groups. Skill depends on practice and feedback, and PLC is getting better at matching talented coaches and
development experts with individuals and teams that need such training. But this is just the beginning. PLC is proving to be an effective response to the skills transfer gap, making it so difficult to acquire communication and relational knowledge in traditional executive education settings. Significant, longterm behavioral changes are complex and timely personalized leadership. Startups such as SHIFT and Butterfly Coaching provide executive teams with a fabric of interactive activities that emphasize mutual feedback and allow them to learn at work by doing the work they always do. The ubiquity of online
learning materials allows the YPG to choose between the components of executive education at levels of detail that have so far been simply impossible. They can only acquire the experience that is most valuable to them, usually at a lower price than they will pay for bundled alternatives- from a host of
suppliers, including coaches, consultants, and anywhere, anytime plc offers. Managers can gain experience that performs targeted tasks, such as the development of new networks, from institutions such as Singularity University and the Kauffman Founders School, which are specifically designed for this
purpose. For students, PLC is not only an interactive learning cloud, but also a distributed micro-certification cloud. Blockchain-tracked microdoses, which are awarded for specific skills (rather than specific topics) of coursework allow people to reliably signal (i.e., invariably) both their organizations and the
market that they are competent in skills. In addition, PLC bridges the motivation gap by allowing both organizations and managers to see what they are buying and to pay only for what they need when they need it. Finally, the PLC drastically reduces the cost of developing the executive branch. Traditional
programs are expensive. Courses take an average of five days to complete, and organizations typically spend between $1,500 and $5,000 per participant per day. These figures do not include selecting participants or measuring how well they apply their newly acquired skills and how well these skills
merge into organizational capabilities. The figures also do not take into account losses incurred if participants choose to reduce their new powers and social capital to work elsewhere. Assuming conservatively, these pre- and post-training costs could amount to about 30% of the cost of programs
externally provided by executive development could cost the company $1 million to $10 million a year, depending on the industry, organizational culture and structure, and the nature of the programs in which the enterprise invests. In contrast, PLC can provide skills training to anyone at any time for a few
hundred dollars a year. In addition, these cloud services allow organizations to match the cost; Offer customer relationship management tools that can include pre-assembly and management tracking. and provide specific functional skills from the high-quality of all on-demand vendors through specialized,
high visibility, highly reliable platforms. Thus, an organization of 10,000 people could provide half of its staff with an intensive year-round skills development programme with internally created and supported cloud training fabrics for part of what it currently pays existing providers for equivalent programs.
What the future holds for companies that use PLC, fixed talent development costs will become variable costs with measurable benefits. Massively distributed content and learning knowledge bases will provide low marginal costs per student as learning adapts. The ability to clearly identify the skill sets to
be invested in and the ability to measure the improvement in the level of individual learning and the capabilities of firms will ensure that the (variable) cost base of a corporate university can be optimized in accordance with the organization and, if necessary, adapted. Individual students will benefit from a
wider range of more focused offerings than the current ecosystem of degrees and diplomas, with the ability to reliably signal skills and transfer skills to a secure distributed computing environment. People will be able to map out individual learning journeys that will teach them both the needs of their
organizations and their own development and career needs. And as PLC reduces the limits and opportunities of learning key skills and while making it easier to demonstrate skill, many more people will find it affordable and worth investing in professional development. Meanwhile, with CLOs having a
large In the development skills of the drawings that are used by suppliers, signaling the value of traditional supply providers will decrease because their programs will become easy to reproduce. That's already true. from the increasing number of bake-offs in which leading B-schools must participate to win
the corporate business. Recently, one of the world's leading financial companies considered offers to train at least 10 high-level schools in the final round of assessments, reflecting competition in a market that would not have occurred even five years ago. Increased competition will force officials to focus
on their comparative advantages, and they should be mindful of how this advantage develops as PLC gets more sophisticated. We are already seeing that the disaggregation of content and the growth of free agent instructors has made it possible for new entrants to work directly with brand name
professors, thereby reducing the importance that many executive education programs traditionally provide. Now PLC is starting to crash into a higher-touch classroom experience, with live learning cases and action learning programs that include web discussions and customized opportunities to solve
real-world problems. These advances have been made possible by the ability of online learning environments to offer synchronous multi-staff sessions and monitor participants through eye-tracking and eye-watching technologies. For example, the IE Business School in Madrid uses technology that tracks
mymies to measure the involvement of students and facilitators in their online leadership training programs. The Rotman School of Management's Self-Development Laboratory uses an emotional spectroscopy tool that records people's voices, faces and views as they speak. Business schools will need to
significantly rethink and restructure their current offerings to match their specific capabilities to create learnable and learning content, as well as to track specific learning outcomes. They must establish themselves as competent curators and designers of reusable content and learning experience in a
market where organizations will need guidance on how best to develop and test new skills. Given the high limits and educational costs of campus, business schools should reconfigure their offerings toward mixed and individual programs that use the class only when needed. Meanwhile, newcomers to
leadership development are benefiting greatly from the distributed nature of PLC-cherry content, modules and instructors from across the industry to gather the most compelling offerings for their client organizations. Large consulting companies such as McKinsey and BCG can use their in-depth
knowledge of organizational tasks, activities and opportunities to provide clients with a new generation of flexible learning experiences, along with their traditional strategic, operational and financial solution plans. Other participants, such as the person consultants can rely on their privileged access to
organizational talent data (selection metrics and features of the most sought-after applicants) to develop a PLC with personal travel development support for new employees, guided by best practice to create skills and track learning outcomes. For individual students, acquiring new knowledge and putting
it into practice in the workplace entails significant changes in behavior-something the transfer gap skills tells us very difficult and expensive to accomplish through such purely didactic techniques as lectures, quizzes, and exams. However, PLC applications, which measure, track and shape user behavior,
are a powerful way to make recipes and bans actions every day. In the past, it has been difficult for traditional leadership players to ensure ROI on the various parts of their programs. But PLC allows you to measure the acquisition of skills and transfer skills at the level of the participant, team and
organization - on the basis of each program, per session, for interaction. This will create a new paradigm of micro-optimization in leadership education that makes learning and learning less distinct. The gain would be significant because if a new concept, model or method is to make a difference to an
organization, it should be used by its leaders and not simply understood intellectually. And as platforms change the nature of talent development, leaders will have the skills and enough real practice to do the right thing, at the right time, for the right reason, in the right direction. Michnea Moldova is a
professor of integrative thinking of Marcel Desautel; Deputy Dean of Training, Innovation and Executive Programs; and Director of the Desautels Center for Integrative Thinking at the Rothman School of Management at the University of Toronto. Das Narayandas is Edsel Bryant Ford Professor of Business
Administration and Senior Associate Dean of External Relations at Harvard Business School; he is also a senior assistant dean at Harvard Business School Publishing. His academic credentials include a Bachelor of Technology degree in Engineering from the Indian Institute of Technology, Bombay, after
a degree in management from the Indian Institute of Management, Bangalore, and a doctorate in management from Purdue University. Over the past two decades, the Internet has changed our daily lives and the business world, so it's no surprise that it's transforming the way companies develop talent.
The advent of the personal learning cloud makes it convenient and accessible for people to access new learning methods. And it's necessary: to keep up with changes and avoid disruptions, business leaders need to become what we call students - those who not only like to learn, but also feel like a
constant constant acquire new skills. The leaders and destroyers we meet in Silicon Valley and around the world are at the speed at which they are buttoned up by the learning curve. Regardless of age or industry, endless students are different from those who are terrified when suddenly they need to
learn something new, they find the challenge exhilarating. Among the leaders we meet, however, very little of this training takes place in formal classes or programs, including online. Even as the courses go virtual, executive education will struggle to keep up if the company's environment is constantly
changing. Choosing courses from the catalog will not provide the tools you need to adapt. We have interviewed many dozens of successful entrepreneurs and executives over the years for our books and podcasts, and we cannot recall those who said that the executive education class was vital in their
success. The most successful leaders we know learn differently: using what we call network intelligence. Think about how Reed solved the big business issue at PayPal, drawing on the knowledge of his network. At the time, PayPal was suffering seemingly endless delays in launching PayPal Japan. Each
week, his lawyers will find new regulatory issues that delay the process. Reid called eight well-connected friends in Japan and asked who they knew who could help. The three mentioned the same name: Joy Ito, a venture capitalist and entrepreneur. One introduction later, Reid spoke with him about the
situation. Ito found a consultant who received a letter from a Japanese financial services agency stating that PayPal could run its service immediately until the site was in Japanese; English-language websites are not legally considered valid in Japan. PayPal Japan debuted soon after, and Reed and Joy,
who currently runs the MIT Media Lab- struck up a friendship and collaboration that will continue to be strong. Of course, it is usually easier to build a training network if you work for a well-known firm, have a wide existing network, or something in the background that will encourage people to respond to
your request. But it's worth the effort, given the potential of learning through one-on-one conversation. In this environment, people often offer comments that they can't share in a large group, online, or in writing. And because learning through conversation is determined by your questions, lessons are
delivered at your level. It also requires you to do your homework-no lurking passively in the (literal or virtual) back row. Here's another example of the power of one-on-one learning. When Brian Heskey, a true endless student, scaled Airbnb, he sought advice from people like Warren Buffett. If you find the
right source, you won't Heskey told the class we teach at Stanford. I had to learn to look for experts. I wanted to know about security, so I went to George Tenet, the former head of the CIA Yet the world is full of experts who lack bold names. Talk to other entrepreneurs, not just well-known entrepreneurs,
Dropbox co-founder Drew Houston told Reed on the Masters Scale podcast. Look for people who are one year, two years, five years ahead of you. You will learn very different and important things. Online courses can be very useful in some cases, especially for learning certain technical skills (such as
coding) or management tasks (such as performance review), which is so ubiquitous that it rarely requires customization. Chris's teenage son takes online courses to develop his computer animation and video game design skills and finds them very comfortable and effective - he can learn on demand from
the comfort of his bedroom. This type of online training is included in any leader's toolkit. But it is reasonable to consider formal classes as a source rather than a source of learning. Two decades ago, Bill Gates wrote: The most important way to distinguish your company from your competitors, the best
way to put the distance between you and the crowd is to do an outstanding job with information. How you collect, manage, and use information will determine whether you win or lose. This couldn't be more true today, but the way we were socialized thinking about information and knowledge is not enough.
Our formal education system sees knowledge as the main asset acquired at a certain stage of life. In fact, knowledge is constantly changing, and good leaders never cease to acquire and assimilate them. At network age, every day is an exam day full of new, unpredictable tasks. Often the best way to
learn how to meet them is to talk to people who have experienced similar situations. All you have to do is ask. To understand how the personal learning cloud is changing the way companies think about leadership talent development, HBR editor Amy Bernstein and senior editor Daniel McGinn spoke with
three L'D leaders. Sankarararayanan Paddy Padmanabhan is executive chairman of Tata Business Excellence Group. Samantha Hammock is American Express's chief training officer. Nick van Dam was previously a global director of training at McKinsey, where he is currently an external senior adviser;
he was recently appointed Chief Teaching Officer of IE University. (Disclosure: Three firms are or have been clients of HBR's parent company, Harvard Business Publishing, which sells executive development programs.) Edited excerpts HBR: Paddy, how is the development of leadership at Tata
changing? Development has gone far beyond class: Today it's more Sankaranarayanan Padmanabhan Executive Chairman, Tata Business Excellence Group Padmanabhan: Back in the 1960s we created the Tata Management Training Centre, and for many years this has been the main way to develop
leaders. But over the past 15 years, we've gone beyond that. For very senior executives - C-level people in our business, and often to the next level down, we look at external institutions including Harvard Business School, Stanford University, University of Chicago, Indian Institute of Management and
London Business School. We nominate people for development programs in these schools, and employees are ready to participate. Since Tata is a $110 billion holding company with dozens of operating companies, we are also launching a cultural culture management program. It is very important that
people are exposed to different companies in Tata, so we send executives to spend two or three days in different parts of the group. They dive, meet people and create informal networks. We also do a lot through webinars. Development has gone far beyond the classroom: Today it is more of a
conversation, with a greater emphasis on creating a network of knowledge. Samantha, what are the biggest changes in American Express? Hammock: Traditional learning and development has gone from instructor-led classroom training to virtual, global, scalable options. We did it because the work has
changed. Companies are not only more global; they are more virtual. More and more people are working from home, making it impossible to study in the classroom at all times. The virtual approach also gives people flexibility and appeals to the fact that they want to learn differently. Some employees do
programs at night. Others want to do them during working hours. The biggest thing we get from virtual programs is that people can fit them into their lives. Nick, what about McKinsey? Van Dam: We work in the field of intellectual capital, so we need constant development and training. This is a central part
of our core talent strategy. McKinsey is often referred to as a factory-leader; we have more than 440 graduates working as executives of multibillion-dollar companies. The biggest change in the last five years is the growth in demand for development. Our culture is now very inclusive in this regard: we look
at all 28,000 of our people to determine how they can develop themselves. This requires expanding and deepening our capabilities. Customers expect us to be at the forefront of thinking and making and sharing ideas, so we need to accelerate the development of people's capabilities. With careers
becoming less linear, is it hard to know what skills people need? Padmanabhan: When you have a flatter organization and fewer career ladders, growth can become a problem. We're coping with this by creating a system which which which Leadership. If you are going to be the head of our American
business, it outlines the opportunities and attributes that you should have. If you are going to be a motor plant manager, you need different skills and attributes. These frames are only 50% or 60% perfect. Attitude, behavior and human presence also matter, so we give people the opportunity to develop
them. As ladder promotions become less common, career growth happens through the movement through our group companies. This is not a C-suite problem; it becomes a level or two down problem when people have 10 to 15 years of experience and are ready to become the head of the unit or take the
VHS property. That's where bottlenecks can happen. Is anything lost as talent development programs shift online? The virtual approach appeals to the fact that people want to learn differently. Samantha Hammock Chief Educational Officer, American Express Hammock: You can never replace face-toface interaction. Feedback from our great sessions shows the value of bringing people together. But it is no longer possible or effective to have that to be 80% of your model. Technology creates more efficient ways of virtual learning. People can join from anywhere and feel like they're in class together.
Has the combination of soft and hard skills changed in your programs? Van Dam: It's hard to cite a percentage because a lot of development isn't about what's going on in the classroom or on the digital learning platform. Leadership development is an ecosystem. There's learning at work; There is
customer experience. there is staffing, apprenticeships, mentoring. Each of them is a building block. So is our culture of execution. We have very clear expectations of people at different points in their careers and we give extensive feedback that delivers current development goals. This allows people to
personalize their development; we call it Creation's own McKinsey. The goal is to ensure that people lead their own careers by exploring what they want to do and make their own choices. We give ownership of the development to individuals. Hammock: In terms of tough and soft skills, they may change in
the future, but I don't think they've changed dramatically to date. What has changed is how quickly rigid skills can become obsolete, especially in technical roles. People are struggling to stay ahead on the technical side and they tend to have reactive expectations to see how the technology is evolving so
they know they need to learn next. How difficult is it to personalize talent development? Van Dam: There are problems. One of them relates to how you define people's career paths. Experience will vary depending on ways, and different roles require different competencies. Even in class, different people
will require different levels of level When it comes to digital learning, we oversee content that we think is best suited to people's empowerment. Our people would like to know what is expected of them and they don't want to spend a lot of time trying to figure out which of the 50 digital learning objects might
be right for them. They want us to direct them to the best, most relevant content. Some people would like to learn by watching a video rather than reading a PDF. This is another level of personalization. Finally, personalization is also about how much time people can devote to training programs. When
employees learn virtually, how important is it to form relationships with other participants? Hammock: Cohorts are crucial. Even with virtual work, the main factor of success is a comprehensive, diverse cohort that helps people feel involved. We take great care in assembling these groups to ensure that
our employees have a positive experience. With the transition to digital learning, are you worried about whether people are taking time to participate? Padmanabhan: For mid-level and lower employees, most knowledge comes through digital media. Each company has its own method. Take a store
manager to a retail chain. This person will receive content on their smartphone, which is focused on creating the capabilities needed to manage the store. This kind of content is pretty much about convenience, so there can be 15-minute modules. Convenience increases usage. For people in their 25s or
30s who have grown up on YouTube and online, this form of learning is common, so use is not a problem. For people over 45 and older, digital learning is not that common. For them, leadership development continues in the classroom and at work, in part because it provides the best networking
opportunities. How do you measure L'D's success? Padmanabhan: For CEOs who run about 100 Tata Group businesses, we evaluate them based on their performance. In the few years after the move to the job, can the CEO manage several stakeholders? Is it convenient for the CEO in this role? Much
contributes to the way each CEO develops, but we look at whether training and development programs and rotation jobs have contributed to the creation of an effective CEO, CXO, or group leader. It is very difficult to measure the effectiveness of these programs for leaders. At lower levels, there are more
measurable skills - communication with performance or improved customer satisfaction. But at a high level, it is difficult to attribute leadership to the effectiveness of learning in any systematic manner. There's a huge opportunity to turn the workplace into a learning place. Nick Nick van Dam Retired,
Director of Global Learning, McKinsey and Van Dam: For us, it's a question of how we can make sure we can have a greater impact on our customers and how we can expand our reach. Can we make it better? We Are We grow only if we have more partners in the firm, so one measure is how well we
develop people to become a partner. We also see the value of investing in LDO when attracting people. Today, more people are deciding to join the organization because they believe it is a place where they can take their skills to the next level, so L.D. is associated with recruitment. No one at McKinsey
will ever ask me to make a purely financial return on every dollar we spend on training and development; You can't do that. But we know that there is a ROI and a huge customer impact. We also know that formal leadership development is just one piece of cake. All over the world and in various industries,
the typical person spends something like 40 hours a year in official training programs, from 1,800 hours to work. So there is a huge opportunity in many organizations to promote workplace development by turning the workplace into a learning place. Is it difficult to justify the cost of talent development
when people can leave the firm for their next job? Hammock: We spent a lot of time discussing this, especially last year when we made a big investment in our flagship leadership program. In the end, we decided that we wanted to raise great leaders, and we want American Express to be known for it. For
example, we encourage employees to list the certificates they earn on their LinkedIn page, even if it increases their visibility outside. Ideally we want them to find the next opportunity internally, but we know that some of them will move on, and that's fine.
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