
Ivar Ogden & Bo Su   November 2018 

Executive Summary 

Research Question 

In a highly outsourced environment, what are companies doing around staff development for their IT workforce? 

Introduction 

IT skills are more necessary than ever for competitive strategic initiatives.1 With the rise of shadow IT (unauthorized 
IT within organizations) and the ever-increasing skills gap in the IT labor market, companies need to invest in 
training and developing their IT technicians’ skills, no matter where they sit. With IT workers being a large part of 
the contingent workforce, they are susceptible to becoming underdeveloped and often lack the skills required to 
succeed in their positions. Typically, organizations have been focused on hard skills, but soft skills have become a 
requirement for IT departments.2 In typical working arrangements, soft IT skills are learned through on the job 
experience.3 Experiences such as relevant training and mentoring mechanisms offer opportunities for IT 
professionals to develop and refine their soft and hard skills. However, in highly outsourced environments these 
skills are less likely to be developed. Furthermore, with the development of new and exciting fields such as cloud, 
AI, and blockchain, IT technicians must develop new, rare, and difficult skills. According to Gartner, 20% of 
companies will need to allocate 10% of their IT staff on AI-related projects by 2020.4 With very little available talent 
in this space, this need will be difficult to fill. 

Portable Staff Development Best Practices 

In order to develop these skills a portable development program is needed. Below are listed best practices for 
developing staff within outsourced and remote environments. 

Utilize Personas to offer a range of development opportunities. Not every employee’s career path is the same. 
Creating more than one template for employee skills (and career) progressions can help to build a better fitting 
program for all employees.5 This will also help individuals to gain control of their own development.6 

Offer micro-learning opportunities through portable technologies. Employees need to be able to access learning 
when they have time.7 Many companies offer learning opportunities through mobile devices. Mobile learning can be 
just as effective as other forms of e-learning. 

Utilize gamification. Gamification can help to motivate employees to be excited about development.8 It allows them 
to visualize development paths and move through them. They can keep tabs on themselves. This makes major 
milestones in their journey more tangible. 

Enable Oversight. Leaders should understand what learning opportunities exist, so as to suggest them based on 
individual needs.9 Furthermore, managers should be able to see what trainings their constituents undergo. Autonomy 
of self-learning is only effective if it aligns with leaders’ goals. 

Encourage remote workers to advocate for themselves. Oftentimes employees are simply thrown into career-
developing projects, but remote workers do not typically get these same opportunities.10 If an employee does not 
readily get the projects they need to develop, they need to be encouraged to ask for them. Encourage remote or 
isolated employees to identify stretch assignments and learning programs that they would like to be a part of. 
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Case Studies 

Based on these best practices there are several things that companies of all sizes are doing to ensure success for their 
IT organization. 

Bootcamps, Self-learning and Dojos. At Songkick, a New York-based high-growth digital concert services delivery 
firm, development initiatives take four stages: bootcamps, mentorship, personal improvement time, and coding 
dojos.11 New IT employees are encouraged to undergo a bootcamp where on their first day they both undergo 
training on the firm’s systems, but also are tasked with suggesting one formal change to the system. They are paired 
with a formal mentor who will help them to develop strategically relevant skills. Next, they are given eleven paid 
days in which they are asked to work on anything technology-related they choose. Some choose to work on open-
source projects or internal hack days, while many team up to take online courses in artificial intelligence or 
cryptography from Stanford or MIT. Finally, dojos are utilized to challenge employees with real business problems. 
This allows IT professionals to tackle stretch assignments in a safe place and to potentially lead to greater interest in 
tackling bigger problems at work. 

Democratizing skills learning. In the past couple of years IBM has seen their IT program go from centralized to 
decentralized.12 In order to compete in the skills market, IBM has developed a cloud-based platform, which utilizes 
cloud technology and artificial intelligence to enable employees to complete learning initiatives without the use of 
company infrastructure. This allows employees to interact with skills learning wherever they are. The program 
makes suggestions on skills to develop in the future once a particular skill is mastered. Furthermore, IBM has built a 
badge program based around skills they would like their IT professionals to learn.13 IT professionals are responsible 
for studying and learning using IBM’s open-source learning platform, which is also open to external parties. 
Employees and external partners are rewarded with a digital badge which they are able to share online to signify 
proficiency in a particular skill. 

Aligning with New Strategies. In order to align Microsoft’s AI-empowered cloud strategy with its HR strategy, 
Microsoft needed to take measures to turn around its talent strategy.14 Microsoft implemented three new tools into its 
development strategy: hackathons, high-risk projects, and redefined its talent programs. Through the use of 
hackathons, which can be done remotely, IT skills are challenged by allowing employees to advocate for ideas and 
work on business understanding and skills. By allowing new kinds of leaders to take risks and see a project through, 
Microsoft developed the HoloLens, a moonshot project which taught employees new skills and solved a business 
need. Finally, the talent development team redid their talent strategy, by allowing employees to make lateral moves 
to work on teams they have never worked on before, allowing them to accrue new skills and gather enough 
information to tackle any future problem. 

Conclusion 

Development of IT workers can be quite tricky; there are many required skills in the field and the highly-outsourced 
model makes it difficult to acquire these skills. Portable learning is a popular and versatile solution. By making 
multiple learning development pathways clear to both employees and their leaders and ensuring that IT workers can 
advocate for their learning wherever they are is extremely important. Other development solutions include: 
hackathons, stretch assignments, formal mentorship programs, and micro-certification (badge) programs. 



Ivar Ogden & Bo Su   November 2018 

References 

1. Kirkpatrick, David. “Now Every Company Is a Software Company.” Forbes, vol. 188, no. 11, Dec. 2011,
pp. 98–103. EBSCOhost, search.ebscohost.com/login.aspx?direct=true&db=bth&AN=69702841&site=ehost-live.
2. Bullen, C. V., Abraham, T., Gallagher, K., Kaiser, K. M., & Simon, J. (2007). Changing IT skills: The
impact of sourcing strategies on in-house capability requirements. Journal of Electronic Commerce in Organizations,
5(2), 24-37,39-46. doi:http://dx.doi.org.proxy.library.cornell.edu/10.4018/jeco.2007040102
3. Joseph, Damien, et al. “Practical Intelligence in IT : Assessing Soft Skills of IT Professionals.”
Communications of the ACM, vol. 53, no. 2, Feb. 2010, pp. 149–154. EBSCOhost, doi:10.1145/1646353.1646391.
4. Pence, K. (2010). A phenomenological study: Human resource outsourcing's effect on leadership
development and employee commitment (Order No. 3438396). Available from ABI/INFORM Collection; ProQuest
Dissertations & Theses Global. (840765219). Retrieved from
https://search.proquest.com/docview/840765219?accountid=10267
5. Hall, M J. “Personas: Designing Personalized, Learner-Centric Experiences.” Association for Training and
Development, Association for Training and Development, 2 Nov. 2018, www.td.org/insights/personas-designing-
personalized-learner-centric-experiences.
6. Allio, Robert. “Becoming a Leader – First, Take Charge of Your Own Learning Process.” Strategy &
Leadership, vol. 46, no. 3, May 2018, pp. 21–28. EBSCOhost, doi:10.1108/SL-02-2018-0013.
7. Nickerson, Catherine, et al. “Mobile or Not? Assessing the Instructional Value of Mobile Learning.”
Business & Professional Communication Quarterly, vol. 80, no. 2, June 2017, pp. 137–153. EBSCOhost,
doi:10.1177/2329490616663707.
8. Spöttl, Georg, and Sven Schulte. “Work Process Based Learning and Serious Games -- Didactical Concepts
and Objectives for Competency Development.” International Journal of Advanced Corporate Learning, vol. 8, no. 3,
Aug. 2015, pp. 50–53. EBSCOhost, doi:10.3991/ijac.v8i3.4915.
9. McGrath, Rita Gunther. “Exploratory Learning, Innovative Capacity, and Managerial Oversight.” Academy
of Management Journal, vol. 44, no. 1, Feb. 2001, pp. 118–131. EBSCOhost, doi:10.2307/3069340.
10. Busch, E., Nash, J., & Bell, B. S. (2011). Remote work: An examination of current trends and emerging
issues. Ithaca, NY: Center for Advanced Human Resource Studies, Cornell University
11. Crow, Dan. “How Startups Are Closing the High-Tech Skills Gap.” The Guardian, Guardian News and
Media, 26 July 2013, www.theguardian.com/technology/blog/2013/jul/26/start-ups-high-tech-skills-gap-training.
12. Leaser, David. “7 Reasons Talent Development and HR Leaders Should Adopt Open Badges.” Main,
Assciation for Talent Development, 8 Dec. 2017, www.td.org/insights/7-reasons-talent-development-and-hr-leaders-
should-adopt-open-badges.
13. Leaser, David. “Open Badges: A Better Way to Track Skills and Accomplishments.” IBM Training and
Skills Blog, IBM, 6 Aug. 2018, www.ibm.com/blogs/ibm-training/open-badges-a-better-way-to-track-skills-and-
accomplishments/.
14. Dweck, Carol, and Katherine Hogan. “How Microsoft Uses a Growth Mindset to Develop Leaders.”
Harvard Business Review, 21 Apr. 2017, hbr.org/2016/10/how-microsoft-uses-a-growth-mindset-to-develop-leaders.

Additional Readings 

1. Deloitte, Insights. “Talent Development: Training an All-Star IT Team.” The Wall Street Journal, Dow
Jones & Company, 7 May 2015, deloitte.wsj.com/cio/2015/02/18/talent-development-training-an-all-star-it-
organization/.



Ivar Ogden & Bo Su   November 2018 

2. Contingent Worker Management. 2016. Ithaca, NY: Center for Advanced Human Resource Studies, Cornell
University
3. Bell, B. S. (2017). CAHRS Working Group Learning And Development. JPMorgan & Chase. New York,
NY: Center for Advanced Human Resource Studies, Cornell University


