
Collective Intelligence enables new organizational strategies that deliver employee mass re-skilling, 

in the age of digital transformation and AI. An example of design and implementation 

 

Introduction: an unmet need for large enterprises prompting radically organizational design choices 

Workforce’s adaptation is tested in an unprecedented way, and so is the ability of their employers to 

withstand the change.  

The stakes are enormous. Skill shortages will be a defining factor of innovationi and enterprise 

competitiveness in the future. Technology can become a great equalizer, exposing established 

companies in developed markets not only to disruptive competitors at home but also to those hauling 

in from fast growing markets where players can leapfrog stages of development and avoid legacy 

systems and processes.  

The scale of the issue is overwhelming. It is not just that we don’t have enough people with the right 

skills. It is also that the half-life of learned skills has shrunk dramatically and is now 5 yearsii and 

consequently the number of people impacted is huge: tens of thousands of people in each large 

company, from Finance to R&D, from Sales and Marketing to Supply Chain. In aggregate, tens of 

millions of people or more.  

At the core of the issue sit Learning & Development (L&D) organizations that struggle with such 

fast technological change coupled with, by historical standard, older learners.  

As illustrated in the case study that follows, a collective-intelligence based solution for the L&D 

ecosystemiii and related knowledge processesiv can be a paradigm shift that will likely redefine 

employee reskilling away from learning altogether. It can result in the creation of a new collective-

intelligence based capability that continuously curates, crystallizes, disseminates and enhances 

knowledge – generating a collective intelligence architecture that will become part of the nervous 

system of an enterprise, enabling continuous workforce adaptation.  

Design and implementation: a new, collective-intelligence powered architecture for reskilling 

By combining the contemporary understanding of learning science with new operating models 

inspired by MIT’s Center for Collective Intelligence work, GE-spinoff professional services firm 

Genpact started deploying in 2018 a scalable infrastructure that delivers customized reskilling paths 

for its 88,000 employees. A few important and often unconventional tenets were at its inception, 

including some that are a direct application of collective intelligence research. 

First, redefine the strategic objective – and the “why” for all participantsv. The firm 

changed the conversation from “educating every individual through L&D” to reskilling groups of 

people who are doing work together – and increase their collective, not individual, intelligence. 

Specifically, in departure from traditional upskilling that is mostly “I-shaped” (narrow domain but 

deep expertise) there is a strong focus on “T-shape” re-skilling, whereby people learn the basics of the 

skills that others have (the flat side of the T), enabling them to interoperate better and hence express 

more collective intelligence as groups, which is necessary in today’s digital transformation projects.  

Second, redefine the operating mechanism for reskilling – the “how” vi – around a mix of 

communities, hierarchies, ecosystems and democraciesvii.  

• Surface the knowledge that already resides within the organization. Specifically, 

identify the nodal individuals who either possess or broker the new skills and leverage them.  

• Heavily contextualize new knowledge. Adult learners struggle without 

contextualization, with understanding and retaining concepts that are not connected with 



their existing knowledge – and that’s why we must identify linkages between existing and 

new knowledge and ensure that learners experience them. Both aspects are best delivered by 

a community of super-SMEs (aka practice leaders “Masters”) or related SME “gurus”.  

Turning this organizational vision 

into a cohesive plan was made 

possible by breaking the problem 

into four subcomponents described 

in the illustration that follows.  

The resulting architecture rests on 

four pillars described in the next 

section, each of them leveraging 

collective intelligence theories. 

Each individual learners’ proficiency, for each skills, advances through four pillars.   

Pillar 1 – skill inventory 

Skill inventory identifies what skills the collective intelligence has already. That exercise starts with 

the definition of a capability framework that identifies, for each relevant logical role in the company, 

the proficiency level across the new skills and capabilities (and the established ones that enable the 

new).  The resulting self-assessment creates a baseline for individuals but also for groups (such as 

departments and regions) that drives the prioritization of learning interventions – in addition to 

generating additional benefits for staffing and workforce planning. It also identifies larger groups of 

experts located in specific 

organizational units, that can 

help build “broad bridges”viii to 

facilitate the transmission of 

new ideas.  

Importantly, we leveraged the 

skill inventory data to enable 

social network analytics analysis 

(betweenness centrality and 

eigenvalues) that helps 

understand the structure of the 

networks where the new 

knowledge is present and is 

shared – for instance, to identify “knowledge gurus” and “knowledge brokers”, i.e. go-to individuals 

for many of their colleagues.  



 

Pillar 2 – self-paced learning based on community-curated resources 

The skill inventory enables the learners to access the right 

learning resources. Instead of a standard MOOC and 

external provider approach, much of those resources are 

derived from the curation of knowledge made by internal 

experts, in some cases supported by natural language 

processing (NLP) curation engines.  The identification of 

knowledge brokers through the network analysis enables 

the creation of communities of interests centered on them. 

The role of SMEs in “sensing” and “remembering”ix is of 

paramount importance in the re-skilling architecture as 

shown in the following diagram. In it, it is also visible how 

the learning mechanisms and the general knowledge 

management processes reinforce each other – which drives 

stronger connections between the respective organizations.  

Gurus have their collaboration environments to facilitate the creation of guru-specific communities, 

supported by an L&D shared service (organized as a traditional hierarchyx). In those, and with the 

help of experts who are interested in becoming gurus, new knowledge is crystallized and curated. 

Ultimately, learners absorb their knowledge through standard learning portals whose structure and 

content are however driven by the community-based curation.  

Pillar 3 – knowledge-nodes connectivity with cohorts of learners 

Gurus start engaging with the learners as soon as the latter complete their self-paced learning. The 

initial interaction happens through virtual, video-conferencing webinars that make strong use of 

multiple collaboration tools. Cohorts of learners learn together, giving each other feedback 

throughout their progression.  

Pillar 4 – learning through doing 

In this phase, critical skills are practiced in actual projects and tasks lightly supervised by gurus 

(who may be otherwise be involved in their normal functions). They leverage the supply of relevant 

opportunities across the company, crowdsourced from, for instance, sales pursuits (customer 

relationship management systems) and consulting delivery (by augmenting the corresponding 

staffing and utilization management applications). Upon satisfactory completion of those tasks, 

gurus, team leaders and HR coaches assess the level of completion and “collectively certify” the 

learner so that they can move to the next level of proficiency. At the same time, gurus benefit from a 

continuous SNA based monitoring resulting in “virtual mirroring”xi xii xiii to help their network 

engagement continuously adapt.  

A new operating model for knowledge formation and storage, and mass re-skilling 

Such a collective-intelligence-based reskilling machinery creates an operating model that 

continuously helps source, crystallize, propagate and absorb knowledge – adapting to a continuously 

changing world - much better than what HR experts could do in isolation.  

The result can be a continuously adapting workforce, able to withstand swift environmental changes, 

and make their respective enterprises more adaptive - hence more effective in the future economic 

and competitive environment.  
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