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01:09:38    Richard Busby: ELE Oct 20 3:15pm 
 
                                                                     Tesler’s Law and Learning:  
                                                                     https://broadskilling.com/learning-blog/f/tesler’s-law-and-learning-

complexity 
 
                                                                     Content vs complexity: hybrid learning  
 
                                                                     https://broadskilling.com/learning-blog/f/hybrid-learning-a-third-

dimension?blogcategory=Hybrid+Learning 
 
                                                                     Content Complexity and Pace of Change:   
 
                                                                     https://www.linkedin.com/pulse/need-learning-solution-consider-

content-complexity-pace-richard-busby 
 
01:13:44    Marti Konstant: Hi Marti Konstant, Workplace Futurist 
 
01:14:05    Lisa Williams: Hi, Lisa Williams, Leadership Development Consultant at Rush University 

Medical Center 
 
01:18:19    Azizeh Constantinescu: The axes on the matrix are: Content Complexity vs Pace of Change 
 
01:22:14    Azizeh Constantinescu: Marti asks:  What are you doing now that is different than before?  What 

do you think you need to do in the future to accommodate new learning 
methods? Catalyzed by covid? 

 
01:22:20    Bob Parsons: Leveraging a collaborative learning platform… 
 
01:22:24    Karen Barr: We will never go back to f2f. 
 
01:22:31    Karen Barr: We are exploring VR 
 
01:25:10    Bob Parsons: We have converted our First Line manager journey to Intrepid 

Collaborative 
 
01:26:57    Azizeh Constantinescu: Summary:  "Reflection-Inaction" dynamic.  The pace of change is so fast it 

is challenging to figure out what content to develop for what audience in 
our organizations 

 
01:27:39    Azizeh Constantinescu: Correction: Reflection: In-Action dynamic 
 
01:29:28    Azizeh Constantinescu: Summary:  We have more tools at our fingertips: blog, polling, 

whiteboarding, zoom etc.... 
 

https://broadskilling.com/learning-blog/f/tesler’s-law-and-learning-complexity
https://broadskilling.com/learning-blog/f/tesler’s-law-and-learning-complexity
https://broadskilling.com/learning-blog/f/hybrid-learning-a-third-dimension?blogcategory=Hybrid+Learning
https://broadskilling.com/learning-blog/f/hybrid-learning-a-third-dimension?blogcategory=Hybrid+Learning
https://www.linkedin.com/pulse/need-learning-solution-consider-content-complexity-pace-richard-busby
https://www.linkedin.com/pulse/need-learning-solution-consider-content-complexity-pace-richard-busby
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01:30:00    Azizeh Constantinescu: at IMSA- they're experimenting with VR for engineering and chemistry 
 
01:31:09    Richard Busby: Examples of engineering simulators in k-12 

https://www.whiteboxlearning.com/ 
 
01:31:23    Azizeh Constantinescu: Marti- Reflects on 'robotic' surgery and the compliment of robotics with 

hands-on work.  How might the training have changed to integrate 
robotics into surgery? 

 
01:35:55    Jeffrey Flesher: Communities of practice that are able to establish their own agenda and 

share and more focus on self-directed learning. 
 
01:36:12    Richard Busby: As companies invest in collaborative design and problem solving - new 

tools will appear.  What new design models and thinking will be needed to 
support complex Learning (instructional designers that can co-design with 
software engineers?) 

 
01:39:53    Richard Busby: This reminds me of the learning journey discussions we had Monday. 

Individuals own their day-to-day learning. Just to keep pace. 
 
01:40:29    Marti Konstant: We can learn a great deal from what solopreneurs are doing right now in 

the learning space. They provide study materials and videos and come 
together for high-value Q & As with real live examples/case studies. 

 
01:41:01    Marti Konstant: Nimble solopreneurs are SO open to experimentation with transferring 

their knowledge. 
 
01:45:06    Richard Busby: Interesting solution example where the facilitator is the learner 

https://georgialearnsnow.ning.com/page/georgia-learns-2021 
 
01:51:08    Azizeh Constantinescu: I love that..."show us your favorite room in the house" 
 
01:52:15    Azizeh Constantinescu: Susan shares: it’s OK to be human.  We've built deeper relationships 

across the team.  No judgment.  Just support of each other.... catalyzed by 
remote working 

 
01:53:12    Richard Busby: Building trust through repeated safe zoom interactions and personal 

revelations 
 
01:53:14    Diane Gaa: Teams groups are great for dispersed remote teams - especially with 

global teams. 
 
01:53:28    Marti Konstant: These are also great networking ideas to connect people in the workplace. 
 
01:54:32    Marti Konstant: Nailing jello to the wall Susan? That is an effective metaphor. 

https://www.whiteboxlearning.com/
https://georgialearnsnow.ning.com/page/georgia-learns-2021
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01:57:23    Diane Gaa: love that Susan- full circle 
 
01:57:48    Richard Busby: Love the concept of local / regional champions to Shepard the learning 
 
01:58:02    Diane Gaa: Susan, do you have an element of reinforcement learning incorporated? 
 
01:58:32    Marti Konstant: Nicely done Susan. Leader-led, locally driven, micro learning materials, 

expert panel, follow-up local team captain + prework. For 7 concepts. 
 
01:59:31    Azizeh Constantinescu: Really neat and holistic, Susan.  Thanks for sharing 
 
02:00:43    Richard Busby: Thank you all :-) 
 
02:00:46    Jeffrey Flesher: Thank you everyone 
 
02:01:03    Lisa Williams: Thank you! 
 
02:01:12    Richard Busby: See you all later  



Hybrid Learning Strategies: Complexity vs Content Change
Session Abstract

Business & Digital Transformation Advancing Workforce Readiness:

Is your Team Prepared for the future?
Executives & Thought Leaders share insights & strategies to improve 
team learning & new models for talent performance



Discussion Insights

1. The strategy of enhancing and enabling individuals to engage in lifelong learning journey’s 
offers hope in an environment of complexity and change.

2. Tesler’s Law is relevant as a way to remind us to identify where (not “if”) complexities exists in 
learning solutions.

3. Scalability requires more effort up front to design with implementation in mind

4. Hybrid Learning strategies always involve tradeoffs for one or more stakeholders, whether 
specific audience segments, designers, facilitators, and/or the infrastructure supports required 
to deliver the solution

Hybrid Learning Strategies: Complexity vs Content Change
Highlights from the Discussion

https://broadskilling.com/learning-blog/f/tesler%E2%80%99s-law-and-learning-complexity
https://broadskilling.com/learning-blog/f/pandemic-what-are-we-learning
https://broadskilling.com/learning-blog/f/hybrid-learning-a-third-dimension
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Tesler’s Law and Learning Complexity 

 

Tesler’s Law is an idea that complexity is conserved in a given situation. For 

example, an easy-to-use application (simple user experience) means that the 

complexity is transferred to the underlying code and network infrastructure.  

References: https://en.wikipedia.org/wiki/Law_of_conservation_of_complexity 

Complexity Law 

Tesler’s Law has implications to learning design. For example: 

1. An easy to navigate, highly relevant, effective online learning experience is 

offset by (shifted toward) the complexity of the needs assessment, learning 

design, and development.  

2. When content is Complex, the learning activity may be relatively simple 

(given a recent white paper, identify one process improvement to increase 

the quality of our product), if the entry skills of learners are sophisticated 

(highly qualified, experienced, fluent in complex technical terms).  

3. Learning simulators epitomize Tesler’s Law. Complex simulation devices 

and/programming make possible an efficient learning experience (I.e., select 

the wheel type with the lowest drag using an automotive engineering design 

simulation program). Flight simulators are another example. The complexity 

of the flight simulator makes possible a low risk, efficient learning 

solution.  It was complex to design and build, but this is offset by a learning 

experience with high fidelity to the target learning outcomes (ability to fly a 

specific aircraft).  

4. There are development process implications. There is a strong correlation 

between level of effort and complexity. More effort assessing requirements 

can yield more efficiency in the design and build phases of a project.  

5. Likewise, more effort and complexity during the design phase, can yield 

efficiencies post-rollout, in the learning delivery phase. For example, 

designing an engaging activity that requires custom components can be 

https://broadskilling.com/learning-blog/f/tesler%E2%80%99s-law-and-learning-complexity
https://en.wikipedia.org/wiki/Law_of_conservation_of_complexity
http://www.nomodes.com/Larry_Tesler_Consulting/Complexity_Law.html


Tesler’s Law and Learning Complexity – Richard Busby 

 

https://broadskilling.com/learning-blog/f/tesler%E2%80%99s-law-and-learning-complexity 

 

effective for one single training session; however, more effort applied in the 

design phase, that considers the long-term cost of having to customize 

activity materials, can yield a scalable learning solution (e.g., find a vendor 

to produce the custom materials, Re-design the learning activity using off 

the shelf components, examine the contribution of the activity to the learning 

outcome).  

My take: Consider where the complexity lies in your learning development 

projects and learning solutions. Someone or some component is compensating for 

the easy parts! 

 

https://broadskilling.com/learning-blog/f/tesler%E2%80%99s-law-and-learning-complexity


Pandemic: What are we learning? 
 

The 2020-2021 Pandemic disrupted many fairly stable organizations by forcing 

change and new learning.  How it affected your organization, depends on where 

you started in the following capability areas: 

• Policy: Governing rules about “what to do” 

• Process: Agreed steps to do work 

• Productivity: Quality, speed, volume of work performed, cost containment.  

• Physical Environment: The facilities, grounds, utilities, equipment, devices, 

network etc. 

In my own experience, the shift in workplace modality followed this pattern: 

1. Work was co-located. One main central location. 

2. Then the COVID-19 Pandemic Happened, triggering a rapid shift to remote 

work. 

3. Hybrid Work started: After a year, the workforce began a gradual return to 

the onsite location, focused at first on front line employees, and concurrently 

offering greater flexibility to accommodate remote work 1-5 days a week, 

depending on the role and business requirements. 

The three workplace modalities, in my experience, were sequential.  

Here are some observations of the impact to 4 areas of capability: 

 



Observations: 

1. Pre-COVID optics may cause some leaders to choose not to embrace 

flexible work modalities such as Hybrid and Remote teams.  Leaders that 

expect to return to the pre-2020 norms, gravitate toward a co-located 

workforce. This mindset may be missing the value employees place on 

flexible work.  

2. The budget was challenged. Lost revenue, coupled with additional costs 

incurred to purchase equipment for remote work restricted planned projects 

and programs.  

3. Costs of physical infrastructure. Facilities were underutilized. This makes 

some question the need for large facilities or capital projects. 

4. Newly found flexibility in work modality is appealing to many employees. 

This conflicts with some leadership thinking (see #1) 

5. The 2020 pivot to remote work did not mean “we were good at remote 

work.”  

6. Recognition that business continuity planning has real value. 

7. Managing hybrid teams requires willingness of leaders to learn new skills to 

motivate, communicate, and engage with people, manage work, and check 

on the mental well-being of the people   that do the work we sell or provide. 

 

Broadskilling's Take on our Situation 

The Future of Work is being formed right before our eyes.  What will you choose 

to do to shape the future of work from where you stand? What did we learn that we 

can embrace? What did we learn that we need to fix? 

Strategy is an ongoing mindset, not a "once and done" document.  The past 24 

months lead us here. The “Smart money” rests on our choice to keep strategy 

alive.  Leaders attended to the COVID positivity rate frequently in the first 12 

months of 2020. Strategy has to adapt and be communicated with regularity and 

transparency. 

 



Hybrid Learning: a Third Dimension, Richard Busby 
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Hybrid Learning: a Third Dimension 

 

In a past article I pointed out that content complexity and the pace of content change are two factors 

that shape the selection of learning solution designs.   

Here is the original complexity vs content change framework: 

 

 
 

Then the 2020-21 Pandemic happened.  

One result was a rapid expansion of remote work and learning. 

How has this changed the 2x2 model presented previously? Let’s take a look. 

Let’s use a Venn diagram to illustrate three facets of the “learner/worker location” variable. 

 

https://broadskilling.com/learning-blog/f/hybrid-learning-a-third-dimension?blogcategory=Hybrid+Learning
https://www.linkedin.com/pulse/need-learning-solution-consider-content-complexity-pace-richard-busby/


Hybrid Learning: a Third Dimension, Richard Busby 
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Co-Located (Circle on the left) 

In the past, most learners (students and adult learners) were "Co-located"'; For this discussion, I'd 

define "Co-Located" as: The situation where the target audience is in one shared physical space. 

Remote (Circle on the right) 

"Remote" refers to the situation when people are in many different, connected through network 

technologies. 

Hybrid (the Overlap) 

I'll use the word "Hybrid" to refer to the scenario when significant numbers of a target audience 

(people group of interest) include both co-located and remote audience segments. 

 Hybrid happened 

Enter the expansion of remote and hybrid work and learning.  

While it is true that worker and learner location has always been a consideration, the sheer volume of 

people in different locations, connected by the web, grew so significantly that organizations have had 

to learn to adjust to this reality.  This added a third dimension to the model: "Location." See below. 

 

https://broadskilling.com/learning-blog/f/hybrid-learning-a-third-dimension?blogcategory=Hybrid+Learning


Hybrid Learning: a Third Dimension, Richard Busby 
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It is useful to consider the complexity of learning objectives (or the specific work task) as well as the 

rapidity that content changes in areas of interest. This remain true. What is different is the dominance 

of demand for remote learning and work solutions. Concurrently, some organizations have had to 

develop capabilities to support each of the three location types: Co-located, Remote, and 

Hybrid.  Hybrid work and learning is the challenge I want to address.   

Co-Located work and learning is something that institutions have practiced for generations. 

Remote learning and work has emerged, with varying success, since the emergence of networks, 

intranets, the internet, and the public web.   

Hybrid however, seems to be a topic of urgency discussion among leaders in the HR and learning 

space.   

 

 

https://broadskilling.com/learning-blog/f/hybrid-learning-a-third-dimension?blogcategory=Hybrid+Learning
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A Hybrid Learning Example 

Lets explore an example of Hybrid Learning in an Academic context: 

Situation: An Academic Institution, supporting learners, some in a classroom, with others enrollment 

as "remote learners."  This is a hybrid learning scenario.  

There were some complications... 

New facilitation skills are required.  I am reminded of early "Tele-courses" where a broadcast or 

Cable TV was installed in a classroom to allow a limited number of students to "see and hear" the 

teacher and, occasionally, to speak.  The internet age has made interactivity much more interesting 

than the 1970s. However, the facilitator role just became much more challenging. 

Design skills are required.  Activities must be carefully designed to engage all audience segments.  It 

seems to me that "online learning" has become professionalized such that "teachers" focus on 

classroom experiences, and "educational technologists" do the remote learning.  This is an 

overgeneralization, but the point remains, hybrid learning required a mix of social, synchronous 

interactive, and asynchronous design skills. 

Time to Launch.  As a practical matter, it is difficult to provide instructors with lead time, supportive 

expertise, and instructional technology know-how, and devices to create a quality learner 

experience.  One of my colleagues, refers to the 2020 rapid move from classroom to online as 

"emergency remote learning (recommended read)."  And I agree. The quick pivot was more like a mad 

rush to online modality to meet the expectation to teach online.  In fact, I am certain that leaders and 

educators did the best they could. The point is: Quality outcomes are dependent on quality inputs. I'm 

not sure that educators, for example, had time or support required to provide engaging, high quality 

learning experiences.  

Leaders Didn't Expect/Don't Know:  Leaders, in fact, also did the best they know how. We are all 

learning in the midst of this (Learning In-Action (not inaction)).  Leaders were ill equipped with the 

knowledge about the development and operations capabilities and skills required to sustain quality, 

engaging remote learning.  Sometimes the necessary roles, skills and equipment are viewed as "back 

office" or "less a priority" than front line teachers/workers.  This is a function of a system - not a 

statement of blame. As Mile's Law states: "“Where you stand depends on where you sit.” 

What is the opportunity? 

1. Look outside of your Organization: Seek, ask, and share information with others in similar 

situations. Now is a time to seek radical openness (the truth is, most competitors are experiencing the 

same pain). 

2. Leaders: Recognize (what you know) and discover (what you do not know) about the capabilities 

required to support hybrid work and learning. 

https://broadskilling.com/learning-blog/f/hybrid-learning-a-third-dimension?blogcategory=Hybrid+Learning
https://www.tandfonline.com/doi/full/10.1080/00221341.2020.1813791
https://www.niskanencenter.org/bureaucratic-rigidity-miles-law-and-military-innovation/
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3. Ask the experts: Search for "Online Learning Associations" or similar. There are many groups with 

practical expertise and strategic planning experience to take you from where you are (e.g. "struggling") 

to a more mature state of managed and consistent quality  

4. Develop a new role: Learning Operations Architect. I saw this coming. See my May 2020 post 

about emerging roles and my thoughts about a Hybrid + Learning Operations Architecture framework 

(Note: This downloadable PDF requires a password to open (TIP: it is "broadskilling")). 

5. See the big picture: Recognize that it is a system problem, requiring a comprehensive systems 

solution. 

6. Contact me: Richard@Broadskilling.com OR richarddbusby@gmail.com to have a discussion. 

 

https://broadskilling.com/learning-blog/f/hybrid-learning-a-third-dimension?blogcategory=Hybrid+Learning
https://broadskilling.com/learning-blog/f/instructional-design-career-paths-and-emerging-roles
https://broadskilling.com/learning-blog/f/instructional-design-career-paths-and-emerging-roles
https://drive.google.com/file/d/1nX-P98fryXGiY9ll_lo_oEFEW-2nPYYN/view?usp=sharing
mailto:Richard@Broadskilling.com
mailto:richarddbusby@gmail.com


Need a Learning Solution? 

Consider Content Complexity and Pace of Change 

 

Complexity versus Change 

When selecting a solution for a specific learning goal, consider two aspects: 

1. How complex is the learning goal? Is it a matter of following a rule? It’s 

likely a low-complexity goal. This is not to say that a low-complexity goal is 

not important. Here is a suggested test: If you can write the rules for a 

targeted task, and people can do it – it is low complexity. Conversely, if the 

task has many variables to consider, then it is likely a higher complexity 

learning goal. 

2. How rapidly does the content change? If the subject matter can be written on 

paper, and remains relevant for 2+ years, it is reasonable to expect that the 

pace of change is low. If the topic is emergent, with new insights developing 

in months or faster, then it merits a modality that can be modified quickly.  

The illustration below shows the trade-offs between complexity and content 

change. 

Complexity vs Content Change 

 

Next Step: Apply the model to select a learning solution 



  

Application of the model: Three Steps 

Step 1: Define the variables. 

Understand what constitutes high and low complexity; additionally, define the 

threshold separating slow and fast content change. This boundary should match 

your particular situation. The following diagram describes the scope of each 

quadrant of the model. 

Content vs Complexity Definitions 

 

Next Step: Classify your learning goals to the appropriate quadrant. 

 

Step 2: Classify your specific learning goal(s) into the most appropriate 

quadrant(s). 

This is an instructional design activity that will provide justification of your 

recommended solution to your approving administrator. This applies to training 

sponsors and education administrators that approve your curriculum strategy.  This 

example provides example learning goals for each quadrant. 

 

 

 



Content versus Complexity - Example Learning Goals 

 

Step 3: Select an appropriate solution. 

Examine learning solutions that support the levels of complexity and provide 

relevant content, based on how quickly new insights emerge in the targeted subject 

matter area. 

 



Conclusions 

This model has been applied in corporate training environments to justify the 

instructional solution approaches selected for specific projects. Why? Because the 

corporate sponsors will insist on proof that the project expenditure will return 

value that exceeds the cost of the instructional project. This applies to education 

field as well. If you are an educator with an innovative idea for teaching and 

learning, leverage this model to make the case for the best-fit learning approach.  

The author suggests the following thresholds to classify low to high complexity 

and slow to fast content change. These are starting points to get you started. You 

should evaluate and adjust the criteria to fit your specific content area and learning 

goals (e.g., If you teach emerging technologies, then the threshold between 

slow/fast content change may be, if appropriate, less than monthly). 
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