A practical guide for
connecting learning

to work, growth,
and outcomes

& cornerstone

Formal, scheduled training is for a world that
no longer exists. To adapt to today, you need
“invisible learning,” or development that
happens in the normal flow of work instead
of in focused sessions. Bringing invisible
learning to your organization requires three
support pillars:

1. Connecting learning to work
Searchable microlearning that employees
can pull on demand

2. Connecting learning to growth
Adaptive systems that respond to real
performance signals

3. Connecting learning to outcomes
Al learning agents that deliver coaching
inside the workflow

With this guide, you can evaluate if your
organization is ready for invisible learning
and how it can be.
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How to connect
learning to work

To reach invisible learning, ask yourself if your current
learning systems can facilitate it. If you answer

“yes” to three or more of the following, your learning
architecture is still creating friction.

YES

O

O

U

NO

(] Do your employees need to leave their
current tool or platform to access learning
support when they need it?

(] Does development happen on a schedule
set by L&D?

(1) Is your learning assigned based on roles or
seniority?

(J Is your employee development something
separate from the natural flow of work?

Actions to take now

1. Map where your employees actually work and check
whether learning lives there

o List the five tools your workforce uses most
and answer about each tool:

— Does development support exist inside this tool?

— Does this tool require the employee to go
somewhere else?

2. Choose two high-friction moments and design
support specifically for them

4

o Pick two situations where capability gaps are
most visible, like a:

— Recurring task that generates errors
— New tool people are struggling to adopt
— Process that creates frequent escalations

o Start there rather than trying to embed learning
everywhere at once
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What to look
for in a platform

Q- Workflow integrations that

embed learning directly
into the tools your people
already use

©- Contextual nudges that

deliver targeted prompts
at the exact moment a
relevant task or decision
is in front of someone

- Adaptive coaching that

adjusts the development
experience in real time
based on how someone
is actually performing

> Skills inference that builds

a live picture of capability
from behavioral

signals, without requiring
self-reporting
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How to connect

learning to growth

Invisible learning creates visible growth that opens
opportunities across organizations. If you answer

“no” to three or more of these questions, then it’s too
difficult for employees to see a clear line between what
they’re developing today and where it can take them.

YES NO

()] () Doemployees see current internal
opportunities in one place without having to
ask a manager or HR?

(] (] Isdevelopment organized around skills rather
than job titles?

(1) Are managers having informed growth
conversations with their teams based on skills
data rather than impressions?

(] () Hasinternal mobility measurably improved in
the last two years?

Actions to take now
1. Do a line-of-sight audit before you change anything
else
o Ask ten employees how they’re developing right
now connects to an opportunity they want
o If the answers are vague, that’s a gap that content
can’t close until the line of sight is clear
2. Shift manager conversations from performance to
trajectory
o Equip managers with skills data, a growth
conversation framework, and a conversation
schedule
o A trajectory behavioral shift often moves
engagement faster than any new platform feature
3. Treat managers as learning multipliers
o Managers shape how work is assigned, feedback
lands, and people stretch into new responsibilities
o Without managers, the connection between
development and growth stays theoretical
o Equip managers with skills data and a simple
framework for regular growth conversations is
your highest-leverage action
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What to look for
in a platform

Xe]

Skills-based growth pathing
that shows employees which
skills they need to progress,
with visibility into where they
currently stand

- Internal talent marketplace

that surfaces relevant
roles, projects, and stretch
assignments matched

to an employee’s skills

and trajectory

Manager visibility
dashboards that give
managers a real-time view
of their team'’s skills and
readiness so growth
conversations are informed
rather than impressionistic
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How to connect

learning to outcomes

To know if invisible learning works, you need visible
outcomes. If you answer “no” to any of these
questions, you may only be measuring how much
learning happened instead of the impact of learning.

YES NO

(J (J Do you report on capability growth rates and
skill movement, not just course completion
and hours consumed?

(J () Do you know where critical skill gaps will
emerge in the next 12 months before they
become performance problems?

(J (J Areyour development investment decisions
driven by capability data instead of content
preferences or last year’s budget allocation?

Actions to take now
1. Anchor your measurement to the capabilities that
matter most to the business right now
o |dentify the two or three skills most directly tied
to your strategic priorities
o Establish a capability baseline
o Build your measurement framework outward
from there
2. Translate every significant capability gap into
business risk before it goes to the entire C-suite
o Ask, “What does the business not get to do if this
gap persists for 12 months?”
o Quantifying approximate answers changes the
stakes of the conversation
3. Leverage Al agent data as a live measurement layer
o When you embed Al learning agents in the
workflow, they generate continuous, granular
data on capability
© You can see where proficiency is building, where
gaps persist, and where the workforce is ready
to stretch
o Turn measurement from an end-of-cycle
reporting exercise into something leaders can
actoninreal time
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What to look for
in a platform

Q- Continuous skills data

capture that builds a live
view of workforce capability
over time rather than a
static end-of-cycle report

J- Skills gap modeling that

identifies where shortfalls
will emerge before they
surface in performance data

) Executive-ready reporting

that presents skill velocity,
time-to-competency, and
internal mobility rates in
formats suited to C-suite
conversations

Learn how to
bring invisible
learning to your
organization with
Cornerstone

CScheduIe a Demo )
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