How to Shift from "Train Then Apply" to "Learn While Doing"
A 3-Part Strategy for Learning Leaders to Integrate Learning into Daily Workflows

Introduction
This guide helps Learning & Development leaders design embedded learning
systems — so employees can learn while doing the job, not before doing the job.

Why It Matters:

Higher Adoption: When learning happens at the moment of need, usage
skyrockets.

Faster Time to Competency: No delays between training and application.
Reduced Overhead: Less reliance on costly classroom sessions and course
libraries.

Performance-First Culture: Learning becomes part of operational excellence, not
a separate activity.

How to Use This Guide
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Work Sequentially: Each part builds on the last.

Adapt to Your Environment: Whether you're working with frontline, customer
service, sales, or tech support teams.

Document Your Process: Use the templates provided to design your embedded
learning ecosystem.



Step 1: Map Critical Workflows & Pain Points

Objective:
Identify the moments where employees struggle most and where embedded support
could drive real performance gains.

Actions:
e [nterview frontline managers and employees: "Where do people typically get
stuck?" "What questions do they ask most often?"
e Shadow workers during high-friction tasks.
e List critical workflows where small errors lead to big costs (e.g., product setup,
customer checkouts, equipment usage).

Template:

Opportunity for Embedded

Workflow Common Mistakes .
Learning

e.g., Equipment . - i i -
g., eEquip Missing a safety step In app checklist with pop-up
startup reminders

Step 2: Align Learning Assets with Work Moments

Objective:
Shift from course libraries to micro-support directly in the flow of work.

Actions:
e For each pain point, decide:
o a3 Micro-Video (20-60 seconds)
o % Interactive Checklist
o ¢ Just-in-Time FAQ
e Keep assets short and directly actionable. (No theory, just "What do | do right
now?")
e Tag assets to work tasks inside platforms employees already use (POS system,
service app, CRM, etc.)
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Template:

Workflow Moment Embedded Asset Location/Trigger

Price override 30-sec video: "How to

C POS System Help Button
request process an override

Step 3: Design the "Ask for Help" Experience

Objective:
Make it effortless for employees to ask for help during their work without breaking their flow.

Actions:
e Create a"One Door" entry point: An easy way to ask a question (search bar, chat assistant, QR code,
etc.)
e Designresponse logic:
o Common questions Instant asset delivery
o Complexissues Route to human expert or manager
e Prioritize speed and simplicity over fancy interfaces.

Checklist:
Status Action
S
Single access point for learning/help
~—
S
Instant micro-support for common tasks
~—
S
Escalation path for complicated cases
S
Mobile-friendly for frontline access
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Step 4: Reinforce, Measure, and Optimize

Objective:

Ensure learning sticks and continuously improve based on real usage data.

Actions:

e Set up nudges and reminders: E.g., "Tip of the Day" for overlooked tasks.

¢ Track usage metrics: How often are assets accessed? Are workflows improving?
¢ Solicit feedback directly from users: “Was this helpful? What else do you need?”
¢ lterate quarterly: Remove unused content, add based on new workflow changes.

Simple Metrics Dashboard:

Metric Target Current Notes

Improve
Asset 0 . ! -
Access Rate 70% 58% discoverability
Task o
Completion | 95% 89% Add clarifying

checklist
Accuracy

Bonus: Quick Win Opportunities for Fast Impact

e Start with the top e easiest and most accessible resources you can build (e.g.. how to
process a customer refund, how to log a customer complaint, etc.).

* Embed first in your highest turnover role (e.g., Cashier, Delivery Driver, Call Center Rep).

e Launcha 30-day embedded learning pilot
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Test with one team, iterate, and then scale.



