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The Bersin WhatWorks Membership
Program
This document is part of the Bersin Research Library. Our research is provided
exclusively to organizational members of the Bersin Research Program. Member
organizations have access to an extensive library of learning and talent
management related research. In addition, members also receive a variety
of products and services to enable talent-related transformation within their
organizations, including:
•

Research—Access to an extensive selection of research reports, such as
methodologies, process models and frameworks, and comprehensive
industry studies and case studies.

•

Benchmarking—These services cover a wide spectrum of HR and L&D
metrics, customized by industry and company size.

•

Tools—Comprehensive tools for HR and L&D professionals, including tools
for benchmarking, vendor and system selection, program design, program
implementation, change management, and measurement.

•

Analyst Support—Via telephone or email, our advisory services are
supported by expert industry analysts who conduct our research.

•

Strategic Advisory Services—Expert support for custom-tailored projects.

•

Member Roundtables®—A place where you can connect with other peers
and industry leaders to discuss and learn about the latest industry trends and
best practices.

•

IMPACT® Conference: The Business Of Talent—Attendance
at special sessions of our annual, best-practices IMPACT® conference.

•

Workshops—Bersin analysts and advisors conduct onsite workshops
on a wide range of topics to educate, inform, and inspire HR and L&D
professionals and leaders.

For more information about our membership program, please visit us at
www.bersin.com/membership.
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Introduction
Both formalized instructor-led training and self-paced e-learning1 are,
more often than not, built on the notion that knowledge is derived from
participation in a class or course. Although this is one way to acquire
knowledge, it is not the primary way adults learn on the job. It has been
commonly accepted that only about 10 percent of learning is through
formal education-based learning interventions, and the rest is through
informal channels.2
Although mobile devices can be used in formal training (see Figure 1),
their actual usage for learning tends to defy the class/course mind-set.
This is because the content accessed by mobile learners tends to be more
immediate, relevant, personalized, and ad hoc in a setting where learners

Figure 1: Use of Mobile Learning Based on Level of Formality
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Source: Bersin by Deloitte, 2013.

1

Our definition of “e-learning” is any form of electronically delivered learning

material with an emphasis on Internet-based technologies.
2
The 70/20/10 model for learning suggests that 70 percent of learning is through
practice and on-the-job experiences; 20 percent is through other people by exposure to
coaching, feedback, and networking; and 10 percent is through formal education-based
learning interventions. The 70:20:10 model originated in the work of Morgan McCall,
Robert Eichinger, and Michael Lombardo at the Center for Creative Leadership in North
Carolina in the mid-1990s, and even earlier with Alan Tough, now emeritus professor at
Toronto University.
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are often highly dispersed and connected. That approach supports the
idea that knowledge can be acquired continuously from content that is
created and/or shared by anyone and from anywhere.
It is becoming clear that the responsibility for (and control of) learning
is shifting, and mobile learning offers a unique opportunity for L&D to
better support informal learning by marrying the “anytime, anywhere”
construct and technology (see Figure 2). This is a shift that has placed
L&D in a position of redefining how it supports both organizational

Figure 2: Convergence of New Approaches to Learning and Modern Technology
Modern Approach to Learning
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Source: Bersin by Deloitte, 2013.

learning and how it can influence the behavior of today’s learners.
This convergence of new approaches to learning and modern technology
not only challenges our ideas of formal instruction but also gives us
an opportunity to weave formal-to-informal learning to performance
support. This is where mobile learning shines.
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What Is Mobile Learning?
Definition
The definition for mobile learning we have used for the past several
years is as follows:
Mobile learning allows employees to access networked
mobile technology for learning and performance in
a just-in-time, just-in-place context no matter where
they are physically located. Mobile learning is used by
companies to help people perform more effectively and
efficiently, and to align with the needs of the business.
The focus of our definition is on access, portability, performance, and
alignment. Many other definitions focus on the mobility of devices,
technology, and even content. Including performance and alignment
in the definition of mobile learning forces us to view the intent of any
“device” that can support learning: How is the device going to help
support improved performance in the workplace?

What Mobile Learning Is NOT
Mobile learning is not a version of e-learning. e-Learning is simply
electronically delivered learning material with an emphasis on online
delivery (historically via desktop or laptop).
Organizations looking to simply “lift and shift” e-learning content
from a desktop environment to a mobile learning device may miss the
opportunity to truly take advantage of the uniqueness of the mobile
learning experience.
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Recipe
Qualcomm’s Approach for Mobile Learning
w
Ingredients
Looking for opportunities to put content in people's hands
Understanding employees’ behaviors and how they use their mobile
devices so content can be formatted appropriately
Owning effectiveness and efficiency
Not shying away from other uses of mobile devices within the company

W
1. Start by recognizing the opportunity to put content in people’s hands.
Ten years ago, mobile learning at Qualcomm had a certain degree of the
“wow factor” (just as e-learning had 10 years prior to that), but it did not
really take off. Back then, screens were tiny and difficult to work with,
and few people had their own data plans. Mobile learning was held back
by unfriendly devices, costly service plans, and businesses audiences that,
frankly, were not ready for mobile learning. Obstacles were plentiful.
Today there is a proliferation of smartphones, especially with the iPhone’s
mobile browser and “apps,” and data plans have hit a price point that is
more attainable and usually not optional-allowing Qualcomm more
opportunities to put content in people’s hands.
2. Analyze your audience and situation. Qualcomm began by evaluating
mobile learning’s potential through trials and testing. The company did
this by conducting an internal survey to gain insight into how employees
actually use their mobile devices—through an internal survey. Qualcomm
discovered that phones were primarily used for “one hit” actions such as
reading email, texting, checking calendars, looking something up, and
making phone calls. Employees generally did not want to drain their
battery by playing games and watching videos. Qualcomm found that
the tablet, in contrast, can be used for longer periods of time for playing
games, watching videos, and reading books.
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Recipe (cont'd)
3. Understand what employees are trying to achieve. Qualcomm took
an approach to building content by determining whether the problem
requires a “click and out” solution or a solution requiring something
lengthier such as watching a video or playing a game. The company found
that format does matter for the type of content you want to provide and
recommends approaching mobile learning by asking, “what are we trying
to achieve?” Sometimes that requires a phone solution and sometimes a
tablet solution.
4. Help people do things more effectively and efficiently. As your initiative
progresses, you may realize, like Qualcomm did, that you are up against
many other uses for mobile devices throughout your company. “Learning”
might be the last thing employees want to do with their mobile device.
Qualcomm focused on helping people do things more effectively and
efficiently. For example, if an employee forgot how to create a pivot
table in Microsoft Excel, the company provided access to a quick video
segment. Qualcomm found that this worked better than either Excel’s
internal help screens or an entire Excel course. People do not want to go
through an entire course to find the one thing they need.
5. Do not limit your activities to learning; consider other uses. A key to
mobile learning activities for Qualcomm is to not shy away from other
uses of mobile devices within the company. As the organization noted,
“If you think you’re the department to do it [mobile alternatives] then
just do it. Claim it. When you see a need for something—whether a
mobile website, app, or maybe just business news—work to get employees
the support tools they need. Get information into people’s hands, or
your competitors will. Competitive advantage is getting information in
employees' hands.”
W
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How Do You Sell It?
The Business Case for Mobile Learning
Today’s business problems include changing demographics, new work
styles and expectations, global competition for skilled workers, and the
shift to a global knowledge economy, among others. That is why it is
more important than ever to accelerate time to competence and develop
organizational capability. To do that, organizations need to address
performance problems at the point of need, and this is where mobile
learning excels.
We found that enabling employee collaboration, network building, and
knowledge sharing, as well as developing and supporting employees'
fundamental ability to learn, differentiate high-impact learning
organizations from other organizations (see Figure 3). Organizations
with mature, effective L&D functions focus on improving performance
through training and other talent initiatives.

Figure 3: The Bersin High-Impact Learning Organization Maturity Model®

Level 4: Organizational Capability Development

Focus on organizational capability | Highly aligned with business executives | Broad range of tools and capabilities |
L&D function may be smaller but very agile | Highly focused on continuous and informal learning |
Career paths | Expertise directories | Building leverage | Understand audiences in detail

Level 3: Talent and Performance Improvement

Focus on talent and organizational performance | Fits into talent strategy | Includes performance consulting |
Development planning and leadership are integrated | Can do more than “deliver training” |
Recognition of the role of learning culture | Integration with talent management | Measures performance results

Level 2: Training and Development Excellence

Focus on training excellence – centralized L&D team or corporate university | Focus on governance and operations |
Focus on instructional excellence | A support function | May have a CLO or vice president | Traditional measurement models |
Some clear roles | Some standards for content and delivery | e-Learning as a “delivery type” | Not well-aligned with business

Level 1: Incidental Training

Focus on “making work more productive” | No central L&D organization | Training on the job |
Few or no L&D professionals | Many reactive or tactical solutions in place | Lack of standards |
Driven by local subject-matter experts | Some formal training, but lots of training activities

Source: Bersin & Associates, 2012.
Copyright © 2010 Bersin & Associates. All rights reserved. Proprietary & Confidential. Do not distribute
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A good place to start when making a business case for mobile learning is
to ask:
•

Why does this investment in mobile learning make sense?

•

Will it save money?

•

Will it bring more revenue?

•

Will it help the organization become more innovative?

•

Will it improve employee engagement?

•

Will it make customers more satisfied?

•

Will it improve our quality?

Next, you need to ask some difficult questions related to the business.
How will you determine which mobile investments to make? How
will you communicate return on investment for mobile initiatives? An
organization needs a systematic way of assessing and communicating
whether it will benefit from its investment. This might require outlining
the cost of not having a strategy in terms of issues and impact.
It is also good to articulate the benefits of the mobile learning initiative.
What will it do for employees? For managers? For business leaders? For
L&D and HR? For IT?
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Recipe
Qualcomm: Articulating the Benefit—Seeing
Is Believing
w
Ingredients
Finding willing partners within the organization to provide
stakeholders with proof of concept
Choosing content of high value
Creating something people can see in action
Understanding the mobile maturity of employees

W
Qualcomm approached mobile learning by finding people to collaborate
with inside the organization. A proof of concept was created to enable the
organization’s stakeholders to see value. Qualcomm chose content, such as
the top 10 product descriptions, that employees really valued. This approach
helped show “little wins” that other groups now wanted to be part of.

“Once you can show it and demo it, people get really
excited and want to be part of it.”

—manager of learning technologies group

The learning technologies group looked for use cases by meeting with
different business units, developing relationships, and engaging them.
Qualcomm also worked hard to understand how people used mobile
devices, keeping in mind that some users, especially those from the younger
generations, practically grew up with mobile devices in their hands. The
company discovered that there is little adaptation required when mobile is
something users have always known. Older generations, however, tend to
come from the PC/desktop world and may not think of mobile first.
Qualcomm focused on making the content compelling (i.e., does the
audience see the value of doing something on their mobile phones, or are
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Recipe (cont'd)
they saying, “no, I’ll wait and do this on my computer”?). In other words,
the organization recommends explicitly articulating the value proposition.
Salespeople, for example, want to be up to date before sales presentations, but
will only access content if it is worth their time.
Qualcomm has developed a map application to help navigate to and from
its many offices around the world and an informational application about its
corporate history for new employees.
In short, the business case grew from showing how mobile technologies could
be used to optimize work performance. The learning technologies group
suggests bringing an alternate use case and letting stakeholders draw the line
on learning.
W

It is important for L&D to take the lead in driving the organization’s
mobile strategy. So much of what makes mobile devices unique as work
tools is that they can help drive performance through effective and
efficient support.
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Recipe
SAP Sales University: The Business Case
for Mobile Learning
You are not going to get your mobile learning off the ground without
documenting why such a project should be initiated. In other words, why is it
justified, and will it provide what the business needs?

w
Ingredients
Engaging with executives. Gain support for your mobile
learning initiative by building your business case.
Defining the specific business needs that will be supported. Focus
on ways the initiative will provide the organization with more
revenue (time saved, reduced errors, increased sales).
Creating a document for your business case. Include the background
of the project, expected benefits, options considered, costs, risks,
and risk mitigation strategies.

W
1. Gain executive and business unit support. As a principal learning
function, SAP’s learning organization supports sales through
its commitment to support customer-facing employees in being
knowledgeable and efficient while maximizing client time and delivering
value through innovation. The responsibility of the organization’s learning
function is to enable these employees and develop them into a more
productive sales force.
The learning function engages executives; forms focus groups; and
concentrates on how mobile learning can meet individual needs,
maximize client time, and make employees more knowledgeable and
efficient. It also conducts focus groups with sales executives, asking what
the value of mobile learning is to them.
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Recipe (cont'd)
2. Define business needs. Over the past year, mobility has become one
of the most impactful elements of business growth and innovation. The
company’s commitment to mobile solutions extends to internal processes,
and the learning function responsible for sales training recognizes the
significant value that mobile learning can bring to the sales force.
At the organization, sales had five major product lines to support
and needed to introduce a new product line while the company was
hiring aggressively and dealing with a major acquisition. The learning
organization was tasked with getting people up to speed more quickly on
product lines while leveraging the company’s investment in 15,000 iPads.
The learning function recognized that mobile learning offered a level
of flexibility that may likely enhance learning strategy. To enable true
mobile learning, the learning function for sales had to rethink its didactic
approach toward learning content development and delivery of training
so that learners could build skills and acquire knowledge on demand,
anytime and anywhere.
3. Create the business case. The learning function was able to make a case
that mobile learning could be fun, personalized, and easy to consume.
This was accomplished as part of the learning organization’s business
plan, which also included cost effectiveness and efficiency.
A good business plan should include at least some of the following:
•

Strategy for mobile learning (stated in business terms)

•

Operational budget (including staffing)

•

Mobile learning program plan (current and future)

•

Organization model (how will the mobile learning initiative work
with the rest of the organization?)

•

Alignment with business initiatives (how will the mobile learning
initiative support specific initiatives such as product rollout, etc.?)

•

Alignment with HR (how will the mobile learning initiative align
with HR and talent management?)

Copyright © 2013 Deloitte Development LLC. All rights reserved. • Not for Distribution • Licensed Material
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Recipe (cont'd)
•

Operational measures (how will the mobile learning initiative drive
efficiencies, reduce costs, etc.?)

•

Governance

•

Year-to-year comparisons (if applicable)

•

Capital investments needed

•

Commitments for initiative

•

Signoff by business units
W
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How Do You Get Started?
Once you have settled on an approach and developed a business case—
either for a large initiative or trial—you will need to perform some type
of upfront analysis of your audience, content, capabilities, and business
needs. Although not all inclusive, Advanced Distributed Learning (ADL)
has developed its “Six Ds for Mobile Learning,” which includes helpful
planning questions for a successful m-learning program (see Figure 4).

Figure 4: Six Ds for Mobile Learning

ADL Ds for Mobile Learning

What is the problem/requirement?

Planning Questions for a Successful M-Learning Program

What do you want to accomplish?
Who is the audience? (Conduct survey?)

Define

Do you have a working description including
the vision, benefits and cost estimates?

How will you know if your program is successful?
How will you assess learning?
Who will evaluate program and learning?

What technology do they have/need?
Determine Outcome

What are their requirements?

What measurements will you use?

Is mobile appropriate?
Is the culture ready?

Who is going to support the users?
How will you provide training on the
devices or apps?
Where is the data going to be stored?

Have you researched mobile options?
Who is in charge?
Deploy

Discover

How will availability be marketed?

ADL Mobile Learning

Are all the stakeholders on board? (IT,
legal, content owners…)
What policies need to be changed or added?
Are there sufficient resources?

What internal mobile competencies does
your organization have?

What is the timeline?

Who is going to develop?

Who will maintain the program after the
initial project ends?

Where is the content going to be hosted?
What devices and platforms are you supporting?

Is content available? If not, who will create?

Develop

Do you have the tools you need?

Is the content for formal or informal learning, or
for performance support or job aid?

Do you have testing devices and
debugging tools?

How will you maintain and update content?

Do you need offline access?
Design

What do you need to track?
What will the user interface look like?
What security measures are required?
What is the smallest, most concise chunk of
learning content?

Source: ADL, 2013.3

3

ADL Mobile Learning Handbook, https://sites.google.com/a/adlnet.gov/mobile-

learning-guide/ADL. mLearning Handbook is licensed under a Creative Commons
Attribution-ShareAlike 3.0 United States License.
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Recipe
SSM Health Care’s Mobile Learning Pilot
w
Ingredients
Recognizing the capabilities and limitations of mobile
technology versus e-learning. A course created in Flash,
for example, will not work on an iPad without special
requirements or tools such as Flash emulators.
Selecting a vendor for outsourcing your mobile learning content
that does more than just create apps. Look for a company
that understands and supports creating and repurposing
learning content.
Sticking with content that is easier on the eye when viewed on a
mobile device. Consider more audio and video, and less text.
Finding out what mobile devices your audience is using and
offering content for the most frequently used devices. Is it a
mix of Android, iOS, and Blackberry?

W
SSM Health Care’s leaders are required to complete a certain number of
training hours per year. Historically, many of those hours were achieved via
traditional instructor-led training and e-learning. These methods of training
were not normally convenient for leaders, and to make matters worse, the
Learning department was seeing many cancellations for instructor-led
courses. As a result, the Learning department of SSM Health Care began to
look for more effective and less formal ways for leaders to earn the required
training credits. The organization surveyed its employees to determine
what type of content they would prefer to see on a mobile device. Selfpaced training, on-demand access to resources, step-by-step procedures,
and notification of updates were popular requests. Simulations, games, and
lectures were less popular.
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Recipe (cont'd)
Because SSM Health Care had a very small staff and limited experience in
mobile learning development, the company turned to a third-party vendor
with mobile experience to help build its pilot program and handle the
technology part of the trial. In the first phase of its pilot, SSM Health Care
provided 25 people with access to three courses that were delivered via mobile
devices. The organization found that users liked the easy access and ease of
use of the content, and the simple activation process. SSM Health Care also
started to hear requests for more content to be provided through mobile
devices. In particular, video content via a YouTube-like channel and audio
podcasts were requested by leaders who often consumed the content when
they were away from work—most frequently, at home or when commuting.
SSM Health Care made some decisions early on in the pilot about mobile
content. For example, its leadership development videos are no longer than
3 to 4 minutes. Tutorial-type courses are no longer than 20 minutes, and
podcasts no longer than 30 minutes. Webcast content is repurposed for
mobile delivery by (1) creating an audio podcast and (2) making the slides
available separately on the company’s intranet.
Because SSM Health Care needed to track credits, it had to integrate the
mobile learning management system (mLMS) with an existing enterprise
LMS. This meant that the organization could track both traditional legacy
content and informal learning experiences such as “read and lead” articles.
SSM Health Care’s pilot was effective, and the leadership development
content was expanded to 500 users. Today the company is looking to include
more physicians and, in the future, more clinical personnel.
W
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What Do I Need to Know About
the Technology?
Classification of Devices
We know that mobile learning does not just mean learning via a mobile
or portable device, but rather it allows employees connective online
access in a mobile setting (i.e., accessible and portable). This connectivity
increases productivity regardless of where employees are physically
located; provides learning and performance support using a just-in-time,
just-in-place dynamic; and helps people more effectively and efficiently
meet the strategic needs of the business.
Classifications about what is and what is not a mobile device are not
very useful. The ultimate goal of mobile learning is to deliver on the
promise to “make learning happen” through credible, authentic content.
The device itself does not “make it happen.” If, however, you are an
instructional designer, the device does matter because you want to be
able to optimize whatever content you are providing or creating for
whatever screen a user is viewing or interacting with. Using the device
to flick through and annotate a document is a lot different from using
it to just look something up. There may also be other groups invested
in the type of device used. That said, there are many different devices—
some that provide a perpetual connection, such as smartphones, and
others that could be considered portable, such as portable media players
(see Figure 5).
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Figure 5: Mobile Devices and Portable Devices for Learning
Mobile (Perpetual Connection) Devices

Portable Devices

Smartphones

MP3 and other portable media players

e-Book readers (with connectivity)

Audience response systems

Personal digital assistants (PDAs)

Mobile phones (without connectivity)

Wearable devices

Handheld game devices

Tablet and “Phablet” devices

Digital pens

Mobile phones (with connectivity)

Digital cameras (still and video)

Global positioning systems (GPSs)

USB devices

Multiuser game devices

Laptops/netbooks
Source: Bersin by Deloitte, 2013.

A laptop is considered a mobile device by some, depending on how
broadly you define mobile devices. EDUCAUSE, for example, uses the
terms “highly mobile device” (fits in pocket), “very mobile device”
(tablet), and “mobile device” (laptop) to address the degree of a device’s
mobility to determine the ways it is best used.4
Matt Baxter-Reynolds wrote on ZDNet that PCs (which a laptop is) are not
tablets and tablets are not PCs.5 His premise is built around “ubiquitous
computing.”6 Included in that ubiquitous category are wearable devices
(smartphones) and handheld devices (tablets), which operate in the
background of our lives (meaning you are using it only when you need
it; it is relational), and PCs, which operate in the foreground of our lives
(meaning you are using it for a period of time as a tool).

4

Mobile Learning: Context and Prospects, ELI Paper 1: 2010, Malcolm Brown and

Veronica Diaz/EDUCAUSE, May 2010, http://net.educause.edu/ir/library/pdf/ELI3022.pdf.
5
“What ubiquitous computing tells us about PCs, smartphones, and
tablets,” Matt Baxter-Reynolds/ZDNet, January 3, 2013, http://www.zdnet.com/
what-ubiquitous-computing-tells-us-about-pcs-smartphones-and-tablets-7000009326/.
6
This phrase is attributed to Mark Weiser of the Palo Alto Research Center in 1988.
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These are all ways to classify devices. When it comes to mobile devices in
organizations, we are finding that many organizations take a bring-yourown-device (BYOD) approach versus trying to mandate and standardize.

Cellular and Mobile Networks
Mobile learning typically requires a mobile Internet connection that is
often accomplished through a network distributed over cells, each served
by a fixed-location transceiver.7 With mobile devices, we can also access
the Internet through a wireless network. In many countries, we refer to
these wireless networks as “G” networks, with the “G” standing for the
latest evolution of mobile technology (starting with 1G, analog cellular;
2G and 3G, digital cellular networks; and today’s 4G networks, a disputed
term often described as “advanced 3G”). Basically, the latest mobile
technology being faster than the technology offered previously.

Mobile Operating Systems
Mobile devices use some sort of mobile operating system just as
computers do. The most common mobile operating systems today include
Android (Google), BlackBerry OS (RIM), iOS (Apple), Symbian OS (Nokia),
and Windows (Microsoft). Some of these operating systems are open
source, and others are proprietary.

Mobile Browsers
A mobile browser connects to a cellular or mobile network and is used to
display web content. The most common include Internet Explorer Mobile,
Android browser, BlackBerry browser, Firefox for mobile, Opera Mobile,
Safari, and Nokia. These browsers are commonly associated with the
manufacturer of the device (i.e., Apple, BlackBerry).

7

http://en.wikipedia.org/wiki/Mobile_network.
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Mobile Applications
Mobile applications (mobile apps) are software applications that run
on mobile devices.8 Mobile apps are distributed through platforms
(i.e., Apple’s App Store, Amazon’s Appstore) via download. There are
hundreds of thousands of apps on the market.

Differing Approaches: Mobile Browser
versus Mobile Applications
For mobile learning, you can use either a mobile browser or a native
app to access content. There is a fundamental difference between
the browser approach and the app approach (see Figure 6). For
mobile learning, there are positives and negatives associated with
each approach.

8

http://en.wikipedia.org/wiki/Mobile_app.
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Figure 6: Differing Approaches: Mobile Browsers versus Mobile Applications
Two overall strategies are employed by providers of technology for serving and tracking mobile learning:
• Leveraging the mobile browser (e.g., Safari on Apple devices, Opera on many others)
• Leveraging a native application (e.g., “app” from Apple App Store or Google Android Marketplace)
There are positives and negatives to both approaches.
Using the Mobile Browser
Positive
•
•
•
•

Allows the provider to support a wider range of devices for general content
Generally supports most of the same features as a PC browser
Generally faster to deploy and update
Allows potential access to the same LMS environment (or at least somewhat specialized version) as with traditional PCbased access
Negative

• Usually requires a live Internet connection
• Generally no support for “pushing” content directly to the learner; learners have to be notified via communications
media, and then they “pull” the content manually
• Browser support for interactivity or rich media varies, often forcing providers to default to a least-common
denominator approach
• User experience within the browser is often not high quality, and the provider has far less ability to define
that experience
• Generally less secure and less control over the content once downloaded
Using a Native Application
Positive
•
•
•
•
•

Supports downloading the content for consumption offline or away from access
Content can be pushed or pulled
Supports taking advantage of a deeper set of the device’s features
Allows the provider better control over the user experience
Can be much more secure, including providing the ability to lock or delete content remotely in the case of lost
equipment or a fired employee
Negative

•
•
•
•
•

Requires creating a specific, tailored program for each platform supported
Requires a device for which a native app is even possible
Can take longer to deploy
May be very constrained by the device maker as to the experience and functionalities available
In the case of Apple, only one, very public way to get apps onto the devices
Source: Bersin by Deloitte, 2013.
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Mobile Learning Content Development
e-Learning content is often developed with (or output as) Adobe
Flash on a desktop or laptop. Such content can be a highly interactive
simulation, a piece of rich media, or just a narrated Microsoft PowerPoint
presentation. For e-learning content, Flash has been king for a number
of years.
When Apple’s mobile operating system came out, it did not support
Flash, and there was a flurry of discussion about the future of Flashbased, e-learning content. (These same discussions continue with the
release of Windows 8 and IE 10, both of which do not support Flash.)
As an industry, we are constantly faced with multiple devices, multiple
formats, and, as a result, multiple questions. This has created huge
headaches for organizations looking to deploy e-learning content on
mobile devices. In a perfect world, e-learning content developers in
organizations would have one language that works across all platforms—
mobile or other—with the same look and feel. Of course, that has not
been the case, but some of the pain is being minimized with the fifth
revision of the HTML standard. Overall, HTML5 has both better support
for multimedia and features for running on smartphones and tablets for
nearly any type of content. HTML5 enables both delivery of multimedia
and the use of responsive web design.9 For now, look for authoring tools
that allow developers to build projects for both HTML5 and Flash output
so content can be accessed by multiple devices in multiple formats.

A Note About Content, Standards, and the
Experience API
If you have been involved in e-learning delivered via an LMS, you are
probably familiar with SCORM. The Experience API (xAPI; formerly
Tin Can API) was created in response to an open request from an ADL
initiative to develop a runtime API to document learning activities
other than courseware. xAPI is dubbed the next generation or

9

“Responsive web design (RWD)” is the use of techniques and ideas for responding

and adapting to users’ expectations online. Ethan Marcotte, in his seminal writing,
“Responsive Web Design” (May 25, 2010), called it “design for the ebb and flow of
things.” For more, see http://www.alistapart.com/articles/responsive-web-design/.
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evolution of SCORM. Basically, it is code that will enable the tracking of
learning experiences accessed online in numerous ways (including on
mobile devices).
Ultimately, the xAPI is a way to capture how people learn and perform
their work by gathering whatever a user is doing online. This has
potential for guiding mobile learners. Today a number of solution
providers, including Articulate and Lectora (authoring tools), Litmos
and Blackboard (LMS), Open Sesame (e-learning marketplace), and
dominKnow (LCMS), have adopted the xAPI.
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What Do I Use Mobile
Learning for?
Instructor-led training and traditional self-paced e-learning often take
the learner out of the context of the work itself and the topic being
studied or searched. Organizations should look for opportunities to
expand/vary the way learning experiences are accessed while keeping
in mind that some learning activities are well suited for mobile learners
(see Figure 7).

Figure 7: Learning Activities Well Suited for Mobile Learning
Just-in-time performance support

Social networking

Retrieving, gathering, and analyzing information

Communication

Search and reference

Location-based activities
Source: Bersin by Deloitte, 2013.

The volume of mobile content available is nearly limitless when you
test what mobile content “is” (see Figure 8). It can be a resource for a
class or course; a series of tweets; an RSS feed; a video; an instructional
application; or, more commonly, definitional, reference, or procedural
information on the web.
With all those content types, you may wonder if mobile learning will
replace traditional methods for workplace learning whether that is
e-learning or instructor-led classroom training. We believe it will not.
Rather, in some cases, mobile learning will augment traditional methods,
and in others, organizations will leverage the unique characteristics of
the mobile experience as a standalone.
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Figure 8: Examples of Mobile Content Performance Outcomes and Method and Techniques
Performance Outcomes

Methods and Techniques

Knowledge transfer (e-learning
modules)

•
•
•
•
•

Text/graphic presentation
Narrated presentation
Video presentation
Interactive exercise
Instructional game

•
•
•
•

Emulation
Simulation
Virtual ILT
Test or assessment

Performance support

•
•
•
•
•
•
•

Decision chart (fault tree)
Checklist
Knowledge base
Augmented reality assistance
Research
Job aid
Annotation

•
•
•
•
•
•

Calculator/wizard
Wiki (reference)
Translation
Procedures
Q&A
Location-based support

Reference

•
•
•
•
•
•

Digital book, article, abstract
Audio podcast
FAQs
News and alerts
Supplementary materials
RSS feed

•
•
•
•
•

Catalog
Video library
Wiki/portal
LMS (incl. transcript)
VILT recordings

Collaboration

•
•
•
•

Discussion group
Evaluation
Social media
Discussion group/forum

•
•
•
•

Wiki (authoring)
Live virtual classroom
MOOC
Virtual coaching

User-generated content/
feedback

•
•
•
•
•
•

Status update
Document/spreadsheet
Photograph
Audio podcast
Wiki (update/create)
Profile

•
•
•
•
•
•

Rating
Comment
Video
Blog
Notes
Response system

Discovery

•
•
•
•

Searchable library
Intranet
Internet
Concept mapping

•
•
•
•

Enterprise search
Gather live analytics
Searchable knowledge base
Expertise location

Alert or reminder

• SMS/IM
• Google alert
• Email

• Assign activities
• Calendar
• Performance tracking
Source: Bersin by Deloitte, 2013.
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Recipe
Corporate University: Meeting Urgent,
Relevant Needs Using iPads
w
Ingredients
Breaking down content into “bite-size” chunks so it can easily
be tailored to specific needs and changed efficiently without
impacting an entire course or curriculum
Leveraging technology such as RSS feeds, an intranet, or apps
that allow users to pull content as it becomes available
Designing apps with familiar user interface components such as
Amazon ratings and recommended content

W
A software company's corporate university launched an app that runs on the
iPad and other mobile devices. The internal news + learning app was created to
provide up-to-date information for employees and “bite-size” learning tailored
to the needs of its sales force. The app has been downloaded more than 7,000
times from iTunes and used by more than 80 percent of the sales force.
The app was created so everything is just one “tap” away on the iPad. An
Amazon-like “Popular” section lets people see what others are accessing.
Another section, a “top of mind area,” contains content that the organization
wants to push or that is new. Another section has short, three-minute videos
to support particular strategies.
The separate iPad app and web portal create two streams of information that are
tied to the company’s intranet. To bring people back, content is refreshed once a
week. The company also uses real-time RSS feeds so users can stay updated.
L&D uses a standard naming convention that serves as an enablement
framework. This provides them with a way to push specific “finely defined”
content based on sales area, geography, industry, role, and so on. It also means
that the company can get information—and, therefore, value—out fast.
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Recipe (cont'd)
Finely defined content allows L&D to react to changes without
having to redo an entire course … just a tiny piece. They find that they
are more productive.
To really make the initiative effective, the company has integrated its
customer relationship management (CRM) system into its learning system.
Now, when new opportunity is added, info is added, and curricula are tied to
the opportunity.
The app also has a recognition area and a peer video series that provides a
place for account executives (AEs) to talk to other AEs and be recognized for
a job well done.
An important part of the success of the app was executive support. L&D had
the support to work with each region to determine language. Content was
translated into Chinese and Japanese and rolled out in Germany last due to
requirements of regulatory work councils.
The company is now approaching content with a “mobile first” view.
Development of the app cost about $250,000. It took about three months
to get the portal-type functionality in place and an additional six weeks for
developing the first round of learning content.
Along with the new mobile app, L&D still does a lot of instructor-led
training in high-impact areas it deems critical, such as regional boot camps.
New employees in Europe, the Middle East, and Africa (EMEA), for
example, go to the company's headquarters for networking and face time after
receiving baseline content in a non–face-to-face environment. The company
uses a blended model for training and recognizes the need for people to come
together to understand the organization’s culture and be part of a team.

W
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What Expertise Is Needed?
Many organizations do not yet have a staff with developers that are
well versed in the ins and outs of mobile learning. Even organizations
that have some capability in this area look to outsource this aspect
of their learning strategy, especially if they are thinking of creating
native mobile apps. However, organizations do need the internal
capability to recognize when mobile learning is the applicable solution
for a performance or learning challenge. Although different for every
organization, upskilling may be required.

Recipe
Qualcomm: Building a Mobile Learning Team
w
Ingredients
Having at least one person in the learning organization who has a
strong understanding of mobile technology
Building a diverse team to bring different perspectives to solving
business problems
Limiting the amount of work the team must do internally by
partnering with vendors that are well versed in mobile learning
Providing the team with the tools it needs to foster a culture of
learning in the organization that will support mobile learning
Having the team engage with multiple groups, making learning
accessible and relevant
Addressing the new role of learning in the organization as a
facilitator of learning and a steward of learning culture, and
acting as a performance consultant

W
Start by evaluating your current resource. Determine who will work on
mobile learning. This could be the group that supports the technology needs
of the learning organization. Prepare to grow after some successes. Begin to
support the greater technology needs of the enterprise.

Copyright © 2013 Deloitte Development LLC. All rights reserved. • Not for Distribution • Licensed Material

Mobile Learning Cookbook

31

Recipe (cont'd)
Although different for every organization, at the very least, have one person
who has a strong technical understanding of mobile technology. That does
not have to be a person who downloads the tools and creates apps him- or
herself (although that may be needed in some organizations), but rather
someone with a strong technical understanding of mobile learning and
technology. You may have to rely on some outsourcing.
The skill set of the mobile team should be diverse and include people
with varied backgrounds. In addition to strong web and native application
development skills, you might have a French literature major, some techsavvy individuals, and some people with educational technology degrees or
media-centric individuals. This works well for organizations looking to bring
different things to the design of learning experience. Get creative. Can you
include summer interns with limited knowledge of the L&D field?
Build mobile learning expertise internally by developing some apps for
Android or creating a mobile learning website. If outsourcing, work with
content providers with mobile options. This limits the amount of work the
team must do internally.
It is important to be viewed as performance consultants. Engage with other
groups while also building a strong culture of learning.10 Approach requests
and problems by asking, “How can we help you with your business? What
problem are you trying to solve, and what is the best way to solve that for
employees? Will they do this on their mobile device? Do they need to?” This
approach can help the team create a showcase for the rest of the organization.
For example, work closely with HR staffing to give them something like a
map app as part of onboarding. Things to think about:
•

How can we help employees learn for themselves to be effective?

•

How do we help employees determine whether they’re watching the best pivot
table video, or will this lead them down a path that is frustrating/wrong?

•

How can we curate content to make sure it is relevant and current for
employees?

Measure content in new ways, considering popularity and usage. This
Amazon.com-type of approach makes the entire learning process
more transparent.

W

10

For more information, Learning and Development Strategies: Qualcomm Implements

Learning through Storytelling, Bersin & Associates/Chris Howard, March 2008, and
Fostering Innovation through Learning: Qualcomm Builds Culture of Entrepreneurship,
Creativity and Risk Taking, Bersin & Associates/Kim Lamoureux, December 2009. Both
available to research members at www.bersin.com/library.
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Niche Methods for Mobile
Learning
Expanding workplace learning beyond traditional methods often
engages employees in new and challenging ways. Several unique
methods for approaching mobile learning are as follows:
•

Quick response (QR) codes. A QR code is an electronically readable
bar code commonly attached to an object. These codes are most often
used in advertising to target mobile phone users. There are many
apps available for smartphones to scan QR codes. For learning, QR
codes can be generated to link to any mobile web page. They can be
used to access a survey/assessment or performance support resource,
or also to share event details.

•

Wearable computing/augmented reality. Wearable computing refers
to a computer that you wear on your body. Such a device could be a
watch, a shirt, or even glasses. Google Glass, an augmented reality
head-mounted display (HMD) that looks like a pair of glasses, is the
most recent entrant to the wearable computing space. It allows users
the ability to take photos and records hands free, search the web
through voice activation, provide directions, and respond to emails
and texts.

•

Mobile-enabled games. When it comes to games and learning,
you will commonly hear terms such as “serious games” and
“gamification.” Sometimes the application is simulation based or
game based, and sometimes it is a combination of the two. Mobileenabled games can take advantage of the platform and the context
of the learner. In fact, context is part of the content itself.
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Recipe
Mobile Gaming: Leveraging
Competitive Tendencies
w
Ingredients
Using real-life scenarios
Leveraging competitive tendencies
Working with experts

W
One software company's approach to mobile learning encompasses two of the
most impactful elements of mobility: gamification and mobile applications.
The game simulates a full sales cycle and offers an action-oriented way for
account executives to practice and learn about the different components of a
deal cycle, including product capabilities, competitive positioning, and sales
strategy. The game covers important differences between a prospect’s need
and how to engage the customer in a value-based discussion, along with how
to know when to engage executives, virtual account team members,
and partners.
The game not only delivers training content but also leverages the
competitive tendencies of sales employees. The game provides a unique way
for the sales force to receive critical sales training from a mobile device. The
mobile game has been downloaded nearly 1,500 times and has contributed to
the achievements of the sales force. The game is engaging and allows users to
conquer hypothetical customers and compete with colleagues to win prizes
and be featured on a leader board. In a recent survey, four out of five users
agreed that the game adds value to their work. Scoring is not tracked in the
organization’s LMS.
Gamification, the company found, was the most difficult aspect of its mobile
solution to sell to executives. To make sure the company got it right the first
time, it worked with a gaming vendor instead of a learning vendor and used
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Recipe (cont'd)
the gaming vendor’s internal expert on learning. The vendor helped build a
template that the company now reuses. It takes about four weeks to create a
new edition.
Because using game mechanics in learning was new, the company also used
a tournament—region versus region with prizes—to promote it. Although
the organization was not sure how this may likely work around the globe, it
found high-quality acceptance in India and Latin America.

W
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Summary: Boiling Down Common
Trends
The use of mobile devices for learning is on the rise, with 17 percent
of all learning organizations in the United States deploying learning
to mobile devices and as many as 31 percent of large organizations
doing so.11
This rise is driven by (1) a shift in how learning is viewed and (2) the
ubiquitous nature of mobile technology. Those two things put L&D in a
position of redefining its role in supporting organizational learning.
Here are some common themes in mobile learning that you can put into
action in your own organization:
•

Take the time to deeply understand your audience’s behaviors and
how they actually use mobile devices in their daily work and daily
lives. This way you can format content for its proper use.

•

Own effectiveness and efficiency in your organization—not just
learning. Show people the possibilities of mobile learning with highvalue use cases that contribute to employees' performance.

•

Recognize the unique capabilities and limitations of mobile
technology. Stick with content that is well suited for mobile devices.

•

When outsourcing mobile learning solutions, select a vendor that
understands and can support the creation and delivery of learning
content if you do not have that expertise internally.

•

Leverage technology that allows users to control content—pulling it
as it becomes available and creating it themselves.

•

Build a diverse team to bring different perspectives in solving business
problems. Have the team engage with multiple groups, making
learning accessible and relevant across the enterprise.

•

Address the new role of learning in the organization as a facilitator
of learning and a steward of content.

11

For more information, The Corporate Learning Factbook 2013: Benchmarks, Trends,

and Analysis of the U.S. Training Market, Bersin by Deloitte/Karen O’Leonard, 2013.
Available to research members at www.bersin.com/library.
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