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70:20:10 L&D transformation in action 

This short paper summarises the key themes coming from a lively breakfast seminar at the Ivy 

restaurant, where despite the tube strike 27 senior L&D leaders gathered to hear case studies 

on the successful implementation of 70:20:10 initiatives.  70:20:10 is the L&D model that 

recommends that 70% of learning should be ‘on the job’, 20% through coaching, feedback from 

peers and networking, and 10% through formal, organised learning interventions.   

The case studies were presented by Caroline Carr, Head of L&D for Sales and Service at O2, 

Linda Davis, Senior Learning Professional for Lloyds Banking Group, and Connie Porritt, Head 

of Learning Programmes and Demand at Lloyds Banking Group.  Jo Thomson, a Managing 

Director of Imparta, also presented on her experiences helping companies transform their L&D 

function along the principles of 70:20:10.    

The themes below reflect those raised in the presentations as well as the table group 

discussions, general Q&A and post session discussions.  

 

1. Roles and responsibilities.  

70:20:10 initiatives are complex, particularly in large diverse organisations and those spread 

across many locations and countries.  Detailed project planning is vital.  Equally importantly 

each member of the L&D team must understand the goal of the transformation and have clear 

roles, responsibilities and accountabilities.  This is true of any change programme, but 

particularly so in 70:20:10 where there will be multiple work streams, interlocking activities and 

a dependency on key stakeholders in the business.  

2. Senior presence on the working team. 

70:20:10 projects will require everyone in the target business area to change their behaviours. 

Managers and experts will need to participate far more fully in the development of their people, 

IT departments will have to develop LMS and social media capabilities, individuals will have to 

adopt a new more proactive approach to learning.  Without the buy-in and active engagement of 

at least one senior and influential executive, L&D departments will struggle to acquire the 

resources and prioritise the activities needed.  The message from the case studies was ‘if you 

don’t have this buy-in, don’t start’.   

3. L&D must be part of the business. 

In companies where 70:20:10 initiatives have been successful the L&D team have been seen 

as part of the business, and not a separate support function.  Caroline Carr discussed that how 

for her, this meant making sure she was physically sitting with her business teams and making 

sure she was both active and visible at team and management meetings.  There is a huge 

amount of persuading and motivating to do, and this cannot be done by phone and email. 

4. Never underestimate the amount of change required to make it stick within the 

infrastructure of the business. 

Everyone involved in the development of people is impacted by these initiatives.  From senior 

managers, to business and knowledge exerts, learners, suppliers, IT teams, performance 

management teams, and many others.  A map of stakeholders needs to be developed early in 

the process, with clear communication plans detailed for each group and strategies for gaining 

the commitment and prioritisation of resources you’ll need.  
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5. The focus should be on helping people be brilliant in their current roles, as well as 

developing future expertise. 

A 70:20:10 initiative provides the opportunity to review and update all your legacy training 

materials.  In the experience of the attendees much existing training is deployed ‘because it’s 

there’.  eLearning purchased off the shelf often misses the mark and has little impact on 

performance.  Now is the time to review and refresh your training materials.  This requires a 

deep understanding of job roles, the core skills involved, and the additional skills needed to 

progress.  It’s better to start with less, but highly effective, highly focused training that materially 

helps learners and drives performance than providing an ‘smorgasbord’ of generalised 

resources.   

6. Be clear how 70:20:10 is to apply to each part of the business and development area.  

Regularly assess where you are on the continuum between directive learning to self-

directive learning. 

As well as refreshing and refocusing the content you need to be clear how 70:20:10 is going to 

work for each area of development.  There is unlikely to be a standard approach – for example, 

some skills will need more classroom based teaching, and others less.  Materials will need to be 

created to support peer and manager coaching, online modules will need to be organised and 

balanced between mandatory and non-directive learning.  Pilot projects can play a useful role in 

helping L&D departments understand what will work culturally, and practically in their 

companies.   

7. 70:20:10 is not about reducing training budget, it’s about making it more effective and 

targeted.  And making it stick.  

Too many L&D departments think 70:20:10 is about reducing face to face training and the costs 

associated with it.  This is a road that leads nowhere in development terms, and the wrong 

mind-set with which to approach a 70:20:10 project.  70:20:10 is about increasing the amount of 

training, development coaching and support taking place in the workplace through managers, 

peers, experts, social platforms and online support.  Although in the medium term there should 

be substantive cost saving and performance ROI, it is likely that in Year 1 that incremental 

budget will be needed to set up the platform infrastructure and organisational integration that 

will make the project a success.  70:20:10 is about making training more sustainable, and 

ensuring development is a core capability of the organisation.   

8. Think – Do – Share – has a dependency on leadership support. 

The framework Imparta has designed to make the best of real world and peer to peer learning – 

Think – Do – Share – is ideal for ensuring that Line Managers have active learning resources at 

their fingertips.  However the word of caution is that these resources cannot be handed over in 

a ‘pack’.  Managers need to embrace the change and go through elements of the learning 

themselves, so they experience first-hand what it’s like to move from classroom to reality.  The 

framework is an ideal way to ensure training becomes long tailed and in particular – its 

memorability works well for Managers looking for the next engagement with their teams.  

9. Link learning to a performance management tool so that personal development and 

performance management are part of one conversation. 

For many, learning is not considered a priority and is continually ‘put off’.  This is entirely 

understandable as short term pressures will always dominate.  Therefore, it is essential that 

development is linked to performance management systems, so that both personal 

development and where appropriate the development of others is a clear objective in appraisal 

and reward schemes.   
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10. The three pillars of success –Communications, Leadership, and Technology.  

The three pillars of success for any 70:20:10 project were well summarised by Caroline Carr of 

Telefonica as: 

1. Communications: Frequent, clear, positive and tailored to the different stakeholders. 

2. Leadership: Active participation from leaders able to support change, capture resources, 

and ensure continued prioritisation of the work. 

3. Technology: Essential to have a learning platform that allows for all forms of learning, 

integrates with performance management systems, is clear and easy for users, and 

provides the back end data and administration to allow comprehensive reporting and 

analysis.  

 

If you’d like to discuss your 70:20:10 project, or indeed anything raised in this paper, please do 

drop me an email at Jo.Thomson@imparta.com or call me on 0207 610 8800.   

 


