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Andy Newell-Smith is the Founder and Managing Director of 
iConnect. His interest in adult learning began whilst working at 
a Brighton based e-learning company. Increasingly frustrated 
by the apparent disconnect between learners knowing what 
to do and actually doing it, he started work at the University 
of Sussex to gain a deeper understanding of the problem. 
Research indicated that modelling, observation and feedback 
were critical to adult learning but were difficult to scale within 
large distributed organisations. Emerging technologies, such as 
digital video, offered a potential solution to these challenges. 

Andy founded iConnect in 2008 to develop a platform-based 
approach to video learning. The company has grown rapidly; 
over 2000 organisations in 16 countries now use iConnect’s 
tools and services to address their unique learning challenges. 

Andy regularly speaks at education technology and research 
events and contributes to ongoing educational research. He is 
excited by the impact of technology on learning but challenged 
by the continuing divergence between educational research 
and practice. He believes it’s not just learners with a disconnect 
between knowing what to do and actually doing it; it’s the 
whole learning profession. 

In this paper, he argues that if we are serious about addressing 
our challenges we need to get serious about supporting 
adaptivity, skill transfer and knowledge management. To do 
this, we need to deliver system-wide collaboration and revisit 
some of the old cornerstones of learning along the way.
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It’s been said many times before; the way information is generated and shared has changed forever. Markets 
have shifted, technologies proliferated and competitors emerged.  In this new landscape, many products 
and services are only a plucky start-up away from becoming obsolete. 

In the midst of change, one old truth holds true: an organisation cannot be more effective than its people. 
It’s more important than ever that teams are equipped with the right knowledge and expertise to adapt to 
challenges they face and drive innovation, wherever they are.  

In this dynamic environment, there are three key considerations for building competitive advantage:

• We need to think differently about expertise. We need to nurture, through the act of learning,  
adaptive experts who not only cope with change, but lead it. 

• We need to apply what’s known about skill transfer so we can make rapid and sustainable changes to 
working practices and respond to new challenges and opportunities. 

• We can no longer think of learning and knowledge management as separate disciplines. They need to be 
part of the same systematic, organisation-wide approach. 

Sadly, in many businesses, the learning tools, processes and values work directly against these objectives.

All change

“If “content is king”, we are its servants.”

Cause Effect

Research indicates that it’s not what you learn but 
how you learn it that most affects the extent to which 
you can apply your knowledge to new problems.  Over 
reliance on the transmission of polished content and 
summative assessment undermines adaptivity by 
reinforcing passive, disempowered learning cultures.

“Why won’t they take 
responsibility for their own 
learning? Do we need a course 
for everything?”

Transmission-based models like workshops or 
traditional e-learning are spectacularly ineffective for 
skill transfer.

“They know what to do, why don’t 
they do it?”

Top-down models create learning bottlenecks, 
excessive costs and knowledge silos which fail to 
deliver the learning people need when, where and how 
they need it. We need to find a more sustainable way 
to support our people.

“I’m sorry we’re slammed and the 
budget’s not there, perhaps next 
year?” 

https://en.wikipedia.org/wiki/Adaptive_expertise
http://www.colorado.edu/physics/phys4810/phys4810_fa08/4810_readings/Schwartz_transfer.pdf


Many organisations have invested heavily in learning technologies to try and keep up with exponential 
learning needs. But, just as Amazon™ hasn’t improved books, most learning technologies only really 
address issues of access and scale. They’ve done little to activate the learner in the process of building 
knowledge nor do they apply what is known about skill transfer. 

“Wider access to ineffective learning = ineffective learning squared”

We need to dig deeper and go to the heart of the skill transfer process to understand the critical 
interactions needed for success. The real challenge for ed-tech is to make these interactions scalable 
and sustainable within complex distributed organisations.

Failure to give learners access to all of these activities sees a radical reduction in skill implementation, yet 
most learners demonstrate high levels of understanding after just being presented with the theory. 
This lures training teams into believing they are being effective when in reality, less than 5% of course 
attendees actually implement what they have learned through a transmission only approach (Joyce and 
Showers 2002).  We call this misleading feedback the “implementation trap”.

If actual behaviour change matters to your organisation, your ed-tech needs to go beyond adding 
scale to transmission based learning and summative assessment. It must help overcome the practical 
barriers of time, cost and distance of exposing people to authentic examples of skill and gaining 
feedback on their own. 

To achieve this, we need to use the social media revolution to drive a fresh approach to the creation and 
sharing of new knowledge and skills within organisations. If the story of 10 years of growth in the world of 
social media has taught us one thing, it’s that broadcasting information cannot compete with models that 
invite people to contribute, curate, adapt and refine knowledge. 

To sustainably implement a skill, research shows the following activities are critical: 

• Seeing authentic examples of practice in context

• Understanding the theory behind the practice

• Practising in context and getting feedback 

• Working collaboratively in context to refine skills over time 

Current ed-tech: 
Ineffective squared?

Skill transfer

“If content is King, context is Kingdom.”

http://literacy.kent.edu/coaching/information/Research/randd-engaged-joyce.pdf
https://www.google.co.uk/search?q=joyce+and+showers&espv=2&biw=1312&bih=605&tbm=isch&imgil=PfX2C0UAYsbtOM%3A%3BkwDYYamyVki1mM%3Bhttp%3A%2F%2Fwww.keyword-suggestions.com%2Fam95Y2UgYW5kIHNob3dlcnMgbW9kZWw%2F&source=iu&pf=m&fir=PfX2C0UAYsbtOM%3A%2CkwDYYamyVki1mM%2C_&usg=__Go-c_BK-qDUxTYwKzzx5xy8Yn50%3D&ved=0ahUKEwiPm_Xp5cjOAhWkHsAKHZHABNMQyjcIMQ&ei=wYa0V8-2O6S9gAaRgZOYDQ#imgrc=PfX2C0UAYsbtOM%3A
http://marketingland.com/state-of-the-news-media-everything-in-decline-but-digital-36477


The chances are that your organisation already has what it takes to thrive in changing times. Think 
about the wealth of skills and expertise locked up in individuals across the organisation. Imagine if your 
company stopped providing training and started building systems to routinely allow people to learn 
from and share what they do.  In learning organisations, structured collaborative learning is just part of 
the day job (Senge 1990).

To build learning organisations, we need to stop thinking about knowledge management and learning 
as a separate business process. Within learning organisations, they are one and the same thing. 
To enable this fusion of knowledge management and learning, we need to reflect on the difference 
between tacit and explicit knowledge. 

Tacit knowledge or know-how is locked up 
in practices, whereas explicit knowledge is 
recorded and visible to others. There is far more 
tacit knowledge than explicit; like an iceberg 
there is far more below the water than above!  

In “The Knowledge Creating Company” (1995), 
Nonaka identified that real innovation comes 
from a constant and structured dialogue 
between tacit and explicit knowledge, both 
within an organisation and its broader context. 

Nonaka identified a spiral process of 
externalisation, combination, internalisation and 
socialisation of knowledge as the hallmark of 
highly successful and creative organisations.  
Think of this as an organisation-wide process 
of questioning and refining assumptions and 
processes based on explicit knowledge and the 
experience of others.

Critically, the interplay of tacit and explicit 
knowledge incorporates learning activities 
linked to each stage of a cycle. These learning 
activities far better meet the needs of adult 
learners in terms of skill transfer and the 
development of adaptive expertise. They are 
job embedded; involve learners in planning and 
evaluation, most importantly they are problem 
based and experiential. (Knowles 1984)
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Learning organisations

https://en.wikipedia.org/wiki/Learning_organization


Phase Activity Learning

Externalisation
Make tacit knowledge 
explicit

Capturing, reflecting on and 
explaining practices to others to 
identify opportunities and challenges

Combination
Apply explicit knowledge 
to challenges and 
opportunities 

Regular structured meetings drawing 
on research and the organisation’s 
knowledge bank. Collaborative 
application of knowledge to identified 
challenges and hypothesising about 
effective changes to practice

Internalisation
Make new explicit 
knowledge tacit

Following learning programmes, 
deliberate practise and refinement of 
skills and processes

Socialisation
Share tacit knowledge 
within organisation

Peer observation, informal advice, 
coaching and mentoring to ensure 
new approaches and behaviours are 
embedded into practice

Video platforms built specifically for social learning can embody cultural values and build capacity 
across large and diverse learning communities. If you want to support organisation-wide knowledge 
creation, video is critical. It opens up communication, allows people to reflect on and share their 
tacit knowledge and supports the internalisation and socialisation of explicit knowledge back into 
practice. Critically, digital video enables these processes in a way that can quickly and easily be 
embedded in existing workflows, as it allows simple capture, time shifted analysis and feedback.

Video holds the key to 
learning organisations



It’s often difficult to translate theory into practice. However, by taking an incremental change management 
approach, the sales team at Accordance have used collaborate video learning to boost sales revenue by 
24% in a little over a year. 

1) As a communication tool:  
Video is a remarkable medium. It is the 
most human, and therefore powerful, 
way to communicate over distance on 
demand. It supports the communication 
of nuance, detail, and most importantly, 
context in a way that would be virtually 
impossible otherwise.  It’s engaging 
too; employees are 75% more likely to 
watch video than read text. 

Imagine: The sales manager records the meeting where 
she introduces a new sales strategy. The key concepts are 
shared with the global team. She uses video commentary 
tools to start a dialogue with the team about what the new 
strategy means to them. 
Compare: What resources and materials would you 
otherwise need to share this information? How much would 
that cost? How effective would it be? How engaged would 
staff be with the end result?

2) Making tacit knowledge 
explicit:  
The critical advantage of video is the 
way it empowers your team to make 
their knowledge visible to others. 
If you can show and tell, you can 
build great, engaging, meaning-rich 
content which clearly explains a 
process or approach. 

Imagine: Asking your top sales performer to record their 
most effective pitches and annotate the video to illustrate 
their use of the new strategy. Once recorded, they share the 
content and invite questions from other team members. 
Compare: How much shadowing or role-play would it take 
to expose a whole team to the expertise locked up in one 
person’s practice? How long would it take? How much 
would it cost? 

Case study

3) For internalisation and 
socialisation:  
Video delivers learning in context. It 
supports the process of refinement 
and skill transfer by enabling specific, 
meaningful feedback. With iConnect, 
your team can record themselves 
putting new strategies into practice. 
They can then securely ask for 
feedback from a peer to help them 
refine their work.

Imagine: A junior sales person reviews the overview of 
the new sales strategy and examples of more experienced 
colleagues using it. They then record themselves and share 
with their peers. Feedback about technique is focused on 
specific moments in the video creating an informed and 
effective dialogue. The process is repeated until the new 
strategy has been refined and implemented with fidelity.
Compare: How effective are coaching conversations that 
take place after the event? How impactful is the feedback? 
How sustainable are traditional coaching programmes?

Thinking differently about learning can clearly deliver resilient outcomes in changing times. Yet many 
organisations continue with more traditional approaches to learning and development. Often this is due 
to concerns about the potential for disruption as a company shifts to new ways of working. If you want to 
unlock potential and become a learning organisation it’s essential to have a plan for managing change.   

As they have moved towards becoming a learning organisation, Accordance has used 
video in the following ways:

“Context is kingdom and video is the key to the realm.”

http://www.iconnect-online.com/2016/08/02/accordance-vat/
http://blog.hubspot.com/marketing/video-marketing-statistics#sm.000116uf67121he5tz4gvm7gxbcbh


Trust and shared ownership will support a shift of learning culture in which teams are seen and see 
themselves, as both learners and as contributors. It’s important to address concerns about the process 
of change, which meet people where they are, rather than “diving into” technical training on yet another 
system. We can work with you to build a tailored implementation plan that addresses concerns and builds 
ownership.

Changes to culture are often driven by asking teams to think differently about their learning community. 
Asking staff to reflect upon who their true stakeholders are and how to best address them can break down 
organisational silos and lead to a better understanding of the needs of both customers and the wider 
organisation. We can support a process of outcome mapping that delivers clear learning goals to teams.

Once learning communities have clear goals, they can focus on delivering the kind of professional 
learning that supports the release of individual’s tacit knowledge into explicit knowledge that will benefit 
the whole organisation. They can support the translation of explicit knowledge back into practice through 
collaborative learning, driving innovation and thereby improving outcomes. 

Capacity is critical. The resource demands of learning organisations can undermine sustainability. Seek 
systems and processes that drive down costs by harnessing the remarkable scalability of social media and 
empower your staff to take responsibility for their own professional growth. Critically, these tools must fit 
seamlessly into the workplace and make the creation of new knowledge a by-product of what people are 
already doing. Most importantly, the changes we propose should be approached incrementally and within 
the existing resourcing framework. Big change needn’t cost the earth.

Changes to learning don’t happen 
in a vacuum. We have worked 
with more than 2000 organisations 
to help them on their journey. 
We recommend incrementally 
addressing issues of professional 
learning, culture, community and 
capacity. 

Critically, customer needs must be 
kept at the heart of the process.

iConnect  
learning 

organisation 
matrix

Customer needs

  Customer needs

Professional learning

Community

CapacityCulture

How could we better meet the customer needs?

How can we refine our work?

How will we know if our changes are effective?

Which activities will support this change?

How will we support collaborative refinement?

Where is tacit knowledge?

What do we need to know?

Is professional learning 
sufficiently prioritised?

Where can we go 
for support?

Is our infrastructure resilient?

Who is leading now and 
in the future?

Where will we find the time?

How will we develop and 
share our values?

How will we meet people 
where they are?

How will we develop our 
openness and tolerance?

How will we build trust 
and ownership?

What learning culture do we  
want in our professional learning?

Who are our stakeholders?

How will we share our findings?

How will we involve the customer in our work?

How can we best engage them?

Who do we need to work with inside 
and outside organisation?

Management of change



iConnect was developed to overcome the barriers to becoming a learning organisation. We provide 
both the technology and the guidance needed to help you achieve your vision for learning.

With iConnect you can:
 

• Deliver powerful learning in a secure, seamless, permission based environment

• Harness video to make tacit knowledge explicit across your organisation

• Drive down the cost and increase the impact of collaborative learning activities like peer coaching 
and group reflection to get theory into practice

• Effectively fuse knowledge management and learning into a single process

• Radically simplify the process of onboarding and build a common language of learning across your 
organisation

• Reach all team members and even your end-users.  Break down silos within your business and 
equip everyone to communicate, contribute and learn informally, easily and effectively

• Save thousands from travel and learning budgets

• Give more people, more effective learning, more often

About iConnect

When considering the cost of becoming a learning organisation, it’s important to place the decision 
in the context of what’s happening in the broader learning and development market and the inherent 
inefficiencies of more traditional approaches.

Traditional e-learning costs, on average, £20,000 per hour of learning to develop. From the moment it’s 
created it going out of date. Things don’t look much better in the realm of face-to-face training. It’s been 
estimated that 65% of course costs go on travel, accommodation and venue hire.

In contrast, iConnect’s video learning platform is extremely cost effective. By fusing knowledge 
management and learning within a continuous cycle, new insights are routinely captured and shared 
ensuring your learning materials are always up-to-date. Because we harness existing business 
processes to produce sustainable learning, we radically reduce cost of production. System costs are 
often covered through efficiencies within a single budget centre like travel and accommodation. From a 
firm ROI base, you can incrementally attend to change management considerations and widen usage 
within your organisation.

Sustainability

For a full overview of iConnect please visit: www.iconnect-online.com/platform
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