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Situational Learning 
Transfer
Optimizing the role of the 
manager in learning transfer

As well as thinking about how learning and 
activities play out in the safe environment of 
the classroom or the eLearning module, we 
need to try to imagine how the learners can 
adopt and use new skills once they leave that 
environment.

One popular strategy is to involve the manager 
in learning transfer. That strategy is best 
applied when learning requires a situation to 
hone the skills of the learner before going live.
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Situational transfer and how it impacts 
the use of skills

Situational Learning Transfer

A situational constraint, as it applies to learning 
application, is the need for deliberate practice, and 
feedback by an expert prior to ‘going live’.

This kind of learning is generally a combination of knowledge and skills, and 
relates to a clear change of approach by the learner. It also is connected to 
mission critical activities where failure can derail a project, a customer 
relationship, or a business plan.

For those reasons, learners should not go from learning the new skills and 
knowledge directly to application. What they need before application is 
opportunity for deliberate practice and feedback in the presence of a manager 
who can support their development before the skills are applied to real work.

In this aspect, managers 
can have the greatest 
impact on the correct 

application of learning in 
the workplace through 
supporting deliberate 

practice and giving 
feedback
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Situational transfer for technical 
presentations

To highlight the effect of situational transfer, 
we’ll focus on how to provide deliberate practice 
and feedback in an example where engineers 
need to give technical presentations. 

Technical presentations in this context can take a few 
different forms. One might be to support sales staff in client 
proposals, another would be to provide on-site after sales 
support, and a further application would be to give 
presentations in-house to support manufacturing processes. 

For this example, we’ll use the second scenario where onsite 
support is provided to clients in a training capacity in the use 
of highly technical equipment.

Giving presentations is as much an art as a skill. For that 
reason, most people don’t like to give presentations or to 
stand up in front of an audience and speak. 

Under such conditions, and with an element of stress 
involved, it’s possible to make lots of mistakes and to even 
create a negative atmosphere that impacts reputation and 
credibility.

To combat this situation, learners should practice and get 
feedback from their managers.

Situational Learning Transfer

Provide an environment where learned skills can 
be practiced and improved
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Optimizing the use of manager 
influence 

Situational Learning Transfer

In the solution below, we can see a technical presentation learning event for engineers who need to 
provide on-site client support. The sequence plays out over time from left to right. 

Here we need to optimize the impact of manager support. This is done in four areas. First is through an initial meeting with the
learner to prepare for learning and set specific application goals. Second, there is a post-event meeting to reassess goals and 
application and to set a plan for practice and feedback. Third is to attend practice sessions and give feedback. Fourth is a final 
meeting to further assess application goals in real work. To make sure this works well the manager should also be given support 
through an information pack that explains the goals of learning, describes the main learning points, gives structure for feedback, 
and provides performance tools for supporting the learner.

Learning 
Event

Manager
Meeting

Manager
Meeting

Use job aids and checklists to prepare for practice

Work
Sample

Practice session with manager feedback

Manager
Meeting

Manager
Support
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Designing situational transfer that 
requires manager support

In the solution described on the previous page, 
we can see that the main tools are manager 
support and action planning.

It’s important to know why manager support and action 
planning are central to situational transfer solutions. Mainly, 
a manager will assess the performance of people on the team 
at least twice a year. So managers should take an active role 
in developing people on the team.

Moreover, managers might have had direct experience of 
performing the learned skills, and so will be able to provide 
feedback based on doing the task themselves in the same 
environment.

That’s not possible in all cases, and so the manager should 
be supported using materials from the course, a synopsis of 
what will be learned, and directions about how to give 
feedback, and what to say that doesn’t contradict the course 
information.

This solution pairs the manager and the learner to make sure 
that skills are developed in partnership. It’s comparatively a 
time-heavy solution, which is why this type of activity isn’t 
recommended for all learning transfer solutions. 

Situational Learning Transfer

Time-heavy solutions should be matched with 
mission critical skills development
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