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In today’'s dynamic business environment, micro-credentials have moved from optional
add-ons to strategic tools for validating and mobilising human capability. This paper
explores their role in shifting talent systems beyond a narrow skills-first lens toward
recognition of contextual, transferable, and tacit capabilities—traits critical for adaptability
in a volatile economy.

Drawing on real-world case studies from Telstrg, IBM, McDonald's, and a major financial
institution (summarised in the appendix), we show how industry-aligned micro-
credentials support improved retention, employee engagement,

promotion readiness, and measurable performance uplift.

The paper outlines key design principles for effective micro- Our focus is on how micro-
credentials: business alignment, contextual relevance, credibility, credentials drive quantifiable
portability, and seamless integration into talent systems. It also business benefit

reviews evidence positioning micro-credentials as strategic assets
that drive organisational productivity, adaptability, and competitive
advantage.

In an era of hybrid work, digital disruption, and generative Al, micro-credentials offer a
dynamic, data-rich alternative to traditional qualifications—embedding real-world
performance and adaptive behaviours to support workforce transformation.

For the purposes of this paper, we will adopt a definition that bridges the supply-side
educational focus (DESE, 2022; European Commission, 2022) and the demand-side
employer perspective (Bowles & Lanyon, 2016; McGreal et al, 2022):

A certification of assessed learning or a verified standard of applied practice that
is additional to, complementary to, or a component part of a formal qualification.

Clarifying this definition is the foundation for understanding and measuring how micro-
credentials are impacting business.



From Recognition to Results

In our work with employers across sectors, one of the most persistent challenges is the
lack of clarity around what a micro-credential is—and more importantly, what it is for.
While much of the academic and policy literature focuses on learners and education
systems, it often overlooks the practical needs of business and workforce leaders who
must translate credentials into employability and real-world outcomes.

The term “micro-credential” lacks a universally accepted definition (Oliver, 2022). Since our
early work with Deakin University's DeakinDigital initiative in 2014 to distinguish micro-
credentials from digital badges by embedding credit into macro-credentials (Bowles &
Lanyon, 2016)—the definitional landscape has only grown more complex. Micro-credentials
were originally conceived as formal, credit-bearing recognition of assessed learning
outcomes, linking learning to qualifications and professional standards associated with a
level of work. By contrast, digital badges typically signalled participation, completion, or
discrete skills without a formal qualification pathway (Bowles, 2020).

As adoption has grown, so has confusion. Ongoing debate persists over whether micro-
credentials validate discrete skills, broader capabilities, or full learning outcomes. The
interchangeable use of terms like digital badges, online certificates, nano-degrees, and
alternative credentials has added further ambiguity (Brown & Nic-Giolla-Mhichil, 2022;
Nguyen et al, 2024).

This confusion has real-world consequences. Some U.S. vendors have rebranded digital
badges lacking formal assessment or qualification pathways as micro-credentials (Brown
& Nic-Giolla-Mhichil, 2022), weakening trust in their value. Meanwhile, many universities
now define micro-credentials around short-course completion rather than credit-bearing
recognition or applied capability. This has contributed to a growing disconnect between
credential supply and employer demand—despite surging interest in the global market
(Nguyen et al, 2024; Bowles & Ghosh, 2025).

What began as a strategy to formalise small units of learning and bridge informal and
formal pathways has become a fragmented space. The original intent—to create
connections between learning, work, and qualifications—has been diluted by definitional
drift, leaving employers, learners, and educators grappling with inconsistent
interpretations and limited shared value (Bozkurt & Brown, 2022; Brown et al, 202]).

This issue is not unique to Australia. A Canadian study by Gooch et al. (2022) confirms that
lack of shared understanding across jurisdictions continues to constrain adoption, even as
some consensus emerges. Their findings echo ours: micro-credentials are still frequently
conflated with badges or short courses that lack robust assessment or real-world
relevance.

For the purposes of this paper, we revert to a foundational definition that bridges formal
education and workforce application (Bowles & Lanyon, 2016; acknowledging DESE, 2022;
European Commission, 2022; McGreal et al, 2022; Oliver, 2022):

A certification of assessed learning or applied practice to a verified standard that is
additional to, complementary to, or a component part of a formal qualification.

This definition reflects our commitment to positioning micro-credentials as instruments of
measurable business value—not simply tokens for course completion. In the sections that
follow, we explore how well-designed micro-credentials, aligned to capability and
business needs, can address workforce challenges and enable adaptability, performance,
and growth.
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1. Introduction: Why Micro-Credentials Matter Now

In the evolving architecture of knowledge, human capability
has always been intimately tied to the structures through
which societies collect, preserve, and disseminate what is
known. In earlier times, repositories of knowledge—whether
inscribed on the walls of a temple, curated in the tomes of
medieval libraries, or embodied within university walls—
offered not only a locus of learning but also a means of
verification. Knowledge and its holders were sanctified; the
authority of a credential derived as much from the institution
as from the learning itself.

As we move into the era of data centres and digital
repositories, the velocity and volume of knowledge have
increased exponentially. Yet, with this transformation, the
mechanisms for verifying what people know—and, more
importantly, what they can do in contexts that matter—have
not kept pace. Traditional credentials struggle to adapt to the
increasingly dynamic and context-dependent nature of work
(orr, 2018; Wheelahan & Moodie, 2021).

In contemporary talent systems, skills-first frameworks—often
shaped by dominant US-based vendor and consulting
paradigms—have become the prevailing currency of value,
focusing on discrete, demonstrable competencies that can
be acquired, performed, and validated (Bersin, 2022; Mercer,
2024). While this approach provides clarity for recruitment
and immediate role alignment, it frequently overlooks the
tacit, transferable, and context-dependent dimensions of
capability that are crucial for sustaining organisational
resilience and adaptability (Nonaka & Takeuchi, 1995).

As Polanyi (1966) argued, “we can know more than we can
tell” Tacit knowledge—rooted in lived experience, judgement,
and social context—remains elusive to standardised
measurement and formal certification, yet it is indispensable
for navigating complex work environments. Traditional
education systems, designed for linear knowledge transfer,
often fail to capture these emergent and situational forms of
expertise (Bowles & Schoenheimer, 1999).

Moreover, the fragmentation of knowledge verification

mechanisms—from the institutionally controlled degree to the

algorithmically curated digital profile—creates both

opportunity and challenge. The proliferation of alternative credentials, including micro-
credentials and digital badges, offers a more flexible and portable model of recognising
what individuals know and can do. Yet these new models must be rigorously designed to
ensure credibility, contextual relevance, and verifiability (Orr, 2018; Deloitte, 2023).

However, awareness and understanding of micro-credentials as an alternative framework
remain nascent. Research findings from the UK, USA, Canada, New Zealand, and Australia
all highlight a significant awareness gap among employers, institutions, and learners
(Pichette et al, 2021; Tierney & Westacott, 2020; ACODE, 2021; Gooch et al, 2022; D2L, 2023;
Martin, 2024). Despite increasing investment, understanding of what constitutes a micro-
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credential remains low, with confusion persisting around their purpose, value, and
assessment.

This limited awareness highlights a critical need for clarity and advocacy to ensure that
micro-credentials can fulfil their potential as a robust alternative to traditional skills
frameworks.

For employers, the challenge lies in bridging the gap between educational outputs and
the dynamic needs of the workplace. As digital transformation, hybrid work models, and
generative Al reshape work, organisations need mechanisms to surface, validate, and
mobilise latent human capabilities—those tacit and contextual attributes that define high
performance and adaptability (Bowles & Ghosh, 2025).

This paper explores how micro-credentials, when properly designed
and integrated, can transcend the limitations of traditional

credentials and skills-first paradigms. By embedding evidence of
contextual, behavioural, and adaptive capabilities, they offer not
merely a snapshot of skills but a dynamic signal of human potential.
Through real-world case studies—including those listed in the

Our focus is on how micro-
credentials drive measurable
business benefit.

Appendix for Telstrg, IBM, McDonald's, and a major financial
institution—we examine how micro-credentials can drive tangible
business outcomes, including enhanced retention; engagement; performance; and
organisational agility.

As we move from static repositories of knowledge to dynamic, data-rich, and context-
aware talent systems, micro-credentials are poised become essential components of
future-ready workforce systems. In a global market projected to exceed USD$117 billion in
2025, their value lies not simply in certifying what individuals know, but in capturing how
they apply knowledge—and how they add capability and capacity to the workforce—in the
complex, ever-shifting landscapes of modern work (McKinsey, 2023; HolonIQ, 2024).

To unlock this potential, we must look beyond static conceptions of knowledge and skills to
understand the broader dimensions of capability that micro-credentials can validate.

8 FUTURE READY 2025:3 "“
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In today’s talent systems, skills have become the dominant currency of value—focusing on
discrete, demonstrable competencies that individuals can acquire, perform, and validate
(Bersin, 2022; Mercer, 2024). While this skills-first framing provides clarity for immediate
operational needs and aids hiring and performance management, it often overlooks the
hidden, tacit, transferable, and social dimensions of capability essential for sustaining
long-term organisational success (Nonaka & Takeuchi, 1995).

As Polanyi (1966) argued, “we can know more than we can tell.” Tacit knowledge—
embedded in lived experience, judgement, and social interactions—plays a pivotal role in
human capability yet resists codification through traditional educational or performance
systems. Traditional skills frameworks focus on task-based competencies, often
quantifiable and specific, but lacking the depth required to capture the full spectrum of an
individual's potential (Nonoko & Takeuchi, 1995; McClelland, 1973), This limitation becomes
increasingly evident in dynamic work environments where critical thinking, adaptability,
collaboration, and context-driven judgement determine success.

Capability extends the concept of skills, encompassing not just what an individual can do,
but also how and why they behave, adapt, and contribute within a broader team,
organisational, social, and cultural context (Bowles, Ghosh & Thomas, 2020). While skills are
often isolated and task-specific, capabilities are emergent, transferable, and lifelong,
shaped through real-world experience, interaction, and reflection (Bowles & Schonheimer,
1999). Micro-credentials that signal these broader capabilities add exponential value,
evolving from static indicators of skill proficiency into dynamic signals of adaptive
behaviour, cultural fit, and growth potential (Deloitte, 2023).

The uncomfortable reality for traditional educators (Wheelahan & Moodie, 2021) is that
micro-credentials derive their value not from disaggregating qualifications, but from
responding to the commercial realities of the market. For employers, micro-credentials
provide improved signals of skills and competencies (orr, 2018), but their true value lies in
trust in the issuer, relevance to workplace contexts, transparency of validation processes,
and portability across sectors (Orr, 2018).

Unlike isolated skills, capability encompasses how individuals behave, interact, and adapt
within complex social and organisational environments. It reflects not only what someone
can do, but how they apply their skills across diverse situations, contribute to collective
outcomes, and align with organisational culture (Bowles & Ghosh, 2025). This distinction
highlights the growing recognition that human potential is realised through the social and
contextual application of knowledge.

Micro-credentials are uniquely positioned to bridge this gap. By embedding verified
evidence of contextual application, they move beyond transactional skill validation to
signal adaptive performance. For example, a micro-credential in leadership may attest
not only to the completion of learning modules but also to demonstrated behaviours such
as collaboration, ethical decision-making, and resilience in real-world projects
(Watershed, 2023).

This shift from skills to capabilities resonates with Australia’s emphasis on lifelong learning
and workforce adaptability, as reflected in initiatives like the National Microcredentials
Framework (DESE, 2022) and aligns with global employer trends valuing transferable,
durable capabilities over static, decontextualised skills.

In essence, the evolution from skills-based frameworks to capability validation through
micro-credentials marks a significant advance in aligning talent development with
modern workplace realities. It offers a pathway for organisations to recognise and
mobilise human potential in adaptive, inclusive, and strategically impactful ways.

FUTURE READY 2025:3 9
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Building on the concept of capability and the evolving definition and application of micro-
credentials, we now examine their role in validating and mobilising human capability
within organisations (Bowles & Lanyon, 2017). This targeted focus shifts the discussion from
foundational concepts to evidence-based impact.

micro-credentials are not merely isolated to the recognition of short courses. They
represent a paradigm shift in how we think about learning validation, career and
capability development, and talent systems integration (Leaser et al, 2018). They are
designed to support modular, outcomes-based learning or development experiences that
allow individuals to demonstrate mastery of specific skills or behaviours and, crucially, their
application in real-world contexts.

Specifically, well-designed micro-credentials serve to:

e Signal to employers both technical and human capabilities, including tacit,
contextual, and behavioural competencies.

¢ Facilitate mobility and adaptability by enabling workers to acquire and
demonstrate transferable skills aligned to evolving roles and industries.

e Embed into talent systems, such as Workday or SAP, linking recognition with hiring,
performance reviews, retention, promotions, and succession planning.

Unlike traditional qualifications, micro-credentials can be earned in shorter timeframes,
stacked towards higher qualifications, and verified through secure digital badges
containing embedded metadata detailing the issuer, criteria, assessment methods, and
evidence of achievement (HRSG, 2022; Watershed, 2023).

The integration of micro-credentials into business operations requires thoughtful design
and systemic alignment. Effective deployment involves connecting micro-credential
frameworks with performance management systems, learning management platforms,
and talent marketplaces. For instance, Telstra’s Future Ready program integrates micro-
credentials with internal career frameworks, enabling employees to track their progress,
identify capability gaps, and align learning to career goals (Bowles et al, May 2023). This
systemic approach transforms micro-credentials from isolated learning achievements
into dynamic drivers of workforce agility and talent mobility.

Critical to this transformation is the concept of metadata transparency and verification.
Each micro-credential should include detailed evidence of demonstrated capabilities,
linked to industry standards and verified by trusted issuers. This ensures that micro-
credentials are not simply participation tokens but carry substantive weight in validating
an individual's competencies (Credly, 2021).

Design principles underpinning successful micro-credential implementation in a business
context include:

« Alignment with business goals: micro-credentials must be mapped to strategic
priorities, ensuring relevance and value.

o Verifiability and credibility: Assessment should be authentic and issuers must
provide clear, rigorous evidence validating the skill and capability achievement.

e Contextual relevance: micro-credentials should reflect application of skills within
specific job contexts, demonstrating transferability and adaptability.

10 FUTURE READY 2025:3
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« Portability and interoperability: Open standards (e.g, Open Badges), and
recognition across platforms and sectors enhance the value of micro-credentials
for both employers and learners.

¢ Integration into talent systems: micro-credentials should seamlessly integrate into
performance reviews, promotion frameworks, and internal mobility systems,
providing a continuous learning and advancement pathway.

These principles sit within a broader challenge: reconciling the differing logics of education
providers and employers. As shown in Figure 2, the micro-credential marketplace is
shaped by competing expectations—where traditional
education models focus on standardised, linear outputs,
while employers increasingly seek personalised, verified,
capability-rich outcomes.

When designed around business need,
micro-credentials can deliver
measurable outcomes throughout the

This emphasis on verifiability, alignment, and contextual employee and talent lifecycle.
relevance underpins the Canadian eCampusOntario
framework, which was built around principles of industry
alignment, short duration, and authentic assessment (Gooch et al, 2022). Their work also
underscores the importance of collaboration across education, employers, and
government to embed micro-credentials into national talent systems.

Real-world applications illustrate these principles. IBM's Digital Badge Program, for
example, has successfully integrated micro-credentials into its global learning ecosystem,
resulting in a reported 694% increase in course completions, a 226% increase in learner
engagement, and a 20—34% boost in productivity (Credly, 2017, Leaser et al, 2018). Similarly,
Telstra has observed three-times higher retention rates for participants compared to non-
participants in credentialled programs (Bowles et al, May 2023), and McDonald's
Archways to Opportunity initiative was structured to ensure incremental credential
pathways enhanced attraction, retention, and career progression (Bita, 2025).

This section emphasises that the power of micro-credentials lies not only in their
modularity and flexibility but in their integration into systemic talent strategies. They
enable the surfacing of often-hidden attributes such as behaviours and tacit capabilities,
foster career mobility, and build organisational adaptability—critical factors in navigating
today’s complex business environments.

Figure 1 Micro-Credential Tensions between educational and business expectations

OUTPUT ENDS LINEAR STANDARDISED

QUTCOME MEANS NON-LINEAR PERSONALISED

EDUCATION SUPPLY

EMPLOYER DEMAND
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4. Measuring the Business Impact of Micro-Credentials

To translate these outcomes into sustainable business practices, this section consolidates
the paper’'s empirical foundation, reinforcing the argument that thoughtfully designed and
embedded micro-credentials deliver tangible, measurable business value. They enhance
talent mobility, boost productivity, and strengthen strategic workforce resilience in an
evolving, complex landscape.

A growing body of evidence demonstrates the tangible business benefits of integrating
micro-credentials into talent and workforce strategies (see Figure 2 Putting micro-
credentials to work). Moving beyond vendor research and theoretical promise, leading
organisations have showcased clear performance, retention, and engagement outcomes
linked to micro-credential deployment. This section consolidates insights from diverse
case studies, illustrating how micro-credentials deliver measurable impact when
embedded in business systems.

The European Centre for the Development of Vocational Training (Cedefop) conducted a
comprehensive survey in 2023, revealing the primary added value of micro-credentials
from the perspective of European employers (Cedefop, 2023, p.74). Similarly, the IDC Digjitall
skilling Survey, (Smith, 2024), conducted in the IT industry in 2024, highlighted key benefits
of micro-credentials and digital badges. Examining the results of these two surveys, we
can see the main value of micro-credentials for employers ranked in order are to:

e Improve competitiveness of our company

¢ Improve productivity of our employees

e Prepare for new or in—demand job roles

e Test and validate specific skills related to real-world technical scenarios

e Upskill employees to meet evolving technology and industry demands

« Train and recognise employees in specific skills areas (e.g. IT, Al, sustainability)

e Retain employees by offering them development that are immediately applicable
to their career paths

THE POWER OF MICRO-CREDENTIALS
85% 20-34% 34%  15%

of employers are increase in increase in increase in

more likely to productivity employee | promotion readiness
hire a candidate retention

@ 41 & i
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|
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Embed micro-credentials into the employee lifecycle—also known as the talent cycle—so
they become a seamless part of the employee journey while contributing to broader
workforce capability and capacity uplift.

Digital credentials and badges have led to a 34% increase in employee retention
due to improved hiring for skills linked to both capability growth and cultural fit

OC Tanner,
Approximately 60% of employers indicated that micro-credentials would 2024 Pichet
; Pichette
. increase their confidence in a prospective employee’s skills
Recruit etal, 2021;
85% of employers are more likely to hire a candidate who has a micro-credential Courserg,
compared to one without 2025, p49 8 16
65% of employers stated soft skills or non-technical human skills were the major
gap in skills where micro-credentials can help the hiring process
Commencing in 2015, IBM reported that its digital badges program had led to a
129% increase in course enrolments, a 226% rise in course completions, and a
694% surge in end-of-course assessment completions Credly, 2017;
10—-20% reduction in training costs for employers using micro-credentials Coursera,
Reskill/ Upskill  50_s5% taster upskilling in critical roles through targeted micro-credentials or 2025; Bowles,
stacks of credentials in related human or technical skills Reynolds &
) ) . Ghosh, 2023
94% of students at work want micro-credentials to count toward their degree
and are three times more likely to stay with an employer if work and resulting
credentials count toward a qualification
26% increase in employee retention following micro-credential programs
B Credly, 2017;
70% of employer respondents believed that micro-credentials could facilitate '
Retain ol otention Pichette et al,
employee retentio 2021; Courseraq,
94% of students believe micro-credentials build essential career skills and will 2025
seek educational institutions or employers able to ‘fast track’ their employability
Likelihood of enrolling in a degree program jumps from 31% to as high as 83% Coursera,
. with micro-credentials 2025, p.52;
Recognise
Credentialed employees were three times more likely to stay and twice as likely ~ Bowles etal,
to be promoted 2023
20-34% increase in productivity following micro-credential programs
72% of top-performing students on graduate internships (defined by supervisor
ratings >4 out of 5) held more than three micro-credentials Bowles et al,
Performance  grgquate achieving micro-credentials in non-technical, future skills were twice May 2023;
as fast to competency as their peers Courserq, 2025
28% received a pay increase, and 21% were promoted after earning a micro-
credential
48% - 87% increase in staff engagement because of employee development and  OECD, 2023;
recognition through credit bearing credentials Pichette et al,
Engagement

94% of students accessing micro-credentials did so to fast track employment or
employability in an emerging work

2021; Courseraq,
2025

This brings us to the question of how organisations can best design and deploy micro-
credentials to maximise their value and impact.

FUTURE READY 2025:3



From Recognition to Results

The implementation of micro-credentials within business contexts requires more than
issuing digital badges to reflect competency or learning achievements. It demands a
comprehensive, systemic approach that integrates micro-credentials into the fabric of
talent management, capability development, and strategic workforce planning. Successful
micro-credential design and deployment hinge on alignment with organisational goals,
transparent validation, contextual relevance, and interoperability.

Alignment with Business Goals: Micro-credentials must reflect the current
organisation’s strategic priorities, cultural values, and employability
requirements variously expressed within the job architecture, role-specific
and career requirements, or future workforce needs. When micro-
credentials are developed with transparent links to specific job or business
outcomes, they create a meaningful bridge between learning and
application (Schoerg et al, 2023; Varadarajan, et al, 2023).

Verifiability and Assurance: micro-credentials gain more traction when
backed by trusted, reputable entities with standardised assessment and
verification protocols. Incorporating robust criteriq, flexible packaging, and
independent validation strengthens employer-led credentials systems or
confidence employers ascribe to the perceived value of the credential
(Watershed, 2023; HRSG, 2022; Athey & Palikot, 2024).

Contextual Relevance: Effective micro-credentials capture not only the
completion of formal or informal learning but also the application of skills in
real-world contexts. For instance, some of the most popular digital
credentials associated with leadership capability tend to centre on
demonstrated evidence of visioning, accountability, adaptive mindsets,
storytelling, and innovation in uncertain or disrupted environments (Bowles
& Ghosh, 2025).

Portability and Interoperability: micro-credentials must be designed using
open standards (e.g, Open Badges) to ensure recognition across
platforms, employers, educational institutions, and regulatory bodies.
Interoperability enhances the mobility and longevity of credentials,
empowering learners to carry validated skills across sectors and
geographies (Martin, 2024).

Integration with Talent Systems: Embedding micro-credentials into HR
platforms, leadership, performance management systems, and talent
marketplaces transforms them from static credentials to dynamic
components of efforts to plan and grow workforce capacity and human
capital value. Telstra’s Future Ready program exemplifies this integration,
with micro-credentials mapped to internal career paths and progression
frameworks, thereby supporting succession planning and Al-driven
workforce platforms (e.g, Gloat, Reejig).

Alignment with Business Goals: Micro-credentials must reflect the current
organisation’s strategic priorities, cultural values, and employability
requirements variously expressed within the job architecture, role-specific
and career requirements, or future workforce needs. When micro-
credentials are developed with transparent links to specific job or business
outcomes, they create a meaningful bridge between learning and
application (Schoerg et al, 2023; Varadarajan, et al, 2023).

14 FUTURE READY 2025:3
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While these metrics are compelling, the evidence base remains emergent. Much of the
data originates from early-stage implementations, vendor-
reported outcomes, or by educators reporting the benefits to
employers and learners from credentialling short duration study

Designing for success is not merely

and learning outcomes (Nguyen et al, 2024). Longitudinal studies about issuing credentials; it's about
and independent evaluations are needed to validate claims and embedding micro-credentials
measure sustained business and workforce impact over time within the strategic DNA of the
(OECD, 2023; Pichette et al, 2021). Additionally, sector-specific organisation.

differences and variations in program design complicate direct
comparisons. However, these early results underscore the potential
of micro-credentials as strategic enablers of workforce performance.

Despite their promise, micro-credential adoption faces obstacles including fragmented
taxonomies, skills inflation, and inconsistent quality across providers. Overcoming these
requires:

e Establishing industry-recognised standards and frameworks.
e Collaborating with education and technology partners to ensure credibility.
e Addressing organisational culture and readiness for micro-credential integration.

Designing for success is not merely about issuing credentials; it's about embedding
micro-credentials within the strategic DNA of the organisation, aligning them with
performance drivers, and fostering a culture of continuous, contextualised capability
development.

"' FUTURE READY 2025:3 15
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Looking ahead, the strategic role of micro-credentials is poised to expand dramatically,
reinforcing talent systems in an increasingly digital and dynamic world.

As industries grapple with the complexities of digital transformation, hybrid work models,
and generative Al, the strategic role of micro-credentials is poised to expand dramatically.
Rather than serving as supplementary add-ons to traditional qualifications, micro-
credentials are evolving into essential infrastructure for adaptive, future-ready talent
systems (McKinsey, 2023; HolonIQ, 2024).

Unfortunately, the focus on business benefits and evidence-based research confirming
positive impact of micro-credential programs remain embryonic. The overwhelming focus
has been on the hype and noise associated with how vocational and technical training
and higher education institutions of vendors have promoted the benefits of micro-
credentials for the attainment of competency or learning outcomes (Wheelahan &
Moodie, 2021).

The convergence of Al-driven talent intelligence platforms, the demand for consistent skill
and competency definitions, greater user control, clearer distinctions between credit-
bearing (Oword) and non-credit (non—aword) micro-credentials, and the growing shift
from static, task-based inputs to capability-based, lifelong outcomes is reshaping the
future of learning and work. In this context, micro-credentials are emerging as dynamic,
data-rich indicators of both individual and workforce potential. Organisations embedding
micro-credentials into their talent ecosystems must establish metrics focused on:

e Availability of general, transferable, and enduring skills and capabilities tied to
workforce agility, adaptability, and future readiness (not just job-specific or
technical competencies).

e Measuring total human capital value by uncovering tacit skills and latent capability
a person and workforce hold beyond just what is deployed in a current job role.

e Improve visibility and value ascribed to internal talent pools supporting mobility
and succession planning.

e Access to real-time data on stacks of skills and capability able to support
emerging jobs and career pathways.

e Tactical HR and talent metrics associated with how micro-credentials support
strengthened talent attraction, retention, reskilling and cycle time to competency,
performance, engagement, and number of staff available to fill emergent roles or
priority areas of talent or workforce planning.

To realise these benefits, organisations should:

¢ Qualification as outcomes from application: Moving beyond the entrenched
reliance on traditional qualifications tied to knowledge transfer enables micro-
credentials to demonstrate applied performance and strategic value beyond
learning outcomes.

« Embed micro-credentials into performance, skill, and capability systems: Link
micro-credentials with talent frameworks, workforce analytics, and mobility
platforms (Gloat, Eightfold) to enable adaptive workforce management (Bowles &
Ghosh, 2025).

« Standardise skills and capability frameworks to reliably quantify the human capital,
talent, and productivity contribution of specific skills and behaviours—including
those recognised through micro-credentials (Gog et al, 2025).

16 FUTURE READY 2025:3



From Recognition to Results

e Prioritise interoperability and technology standards: Adopt open standards (e.g,
Open Badges, Comprehensive Learner Records, digital wallets) to ensure portability
and global recognition, but also to prioritise improved ways to capture and
integrate data on the impact of skills and micro-credentials into talent and
workforce systems.

e Focus on long-term ROI: Move beyond immediate skills validation and value in task
performance to track the longitudinal impact of micro-credentials on tactical and
five-year strategic metrics such as productivity, retention, cultural alignment, and
total human capital value (McKinsey, 2023).

« Align with strategic business priorities: Tailor micro-credential programs to support
organisational transformation goals, innovation, or client-centric strategies
(Watershed, 2023).

e Promote inclusivity and equity: Ensure access to micro-credential opportunities
across diverse employee groups, functions, and geographies to strengthen
workforce resilience and diversity (Giz, 2023).

For businesses, micro-credentials offer more than short-term solutions for skills validation.
They represent a shift from static, learning or skills-first frameworks to a dynamic
recognition system that discovers, validates, and mobilises skills and human attributes
such as mindsets and behaviours—that form capabilities critical for organisational culture,
adaptability, and competitive advantage. This paper has shown through real-world case
studies (Telstra, IBM, McDonald's) that organisations leveraging micro-credentials have
the promise of tangible benefits: improved recruitment, retention, accelerated cycle time
to competence, heightened employee engagement, and raised productivity. When micro-
credentials are integrated into performance frameworks and talent systems, they unlock
long-term strategic value by aligning individual development with enterprise goals and
fostering a culture of continuous learning and adaptability.

In today’s volatile talent landscape, forward-thinking organisations cannot view micro-
credentials as a trend or optional add-on. They are a vital component of sustainable,
adaptive workforce strategies, empowering both businesses and individuals to thrive amid
constant change.
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Overview: Telstra needed to build a future-ready workforce amid digital disruption.
micro-credentials were integrated with internal systems (e.g, Workday) to
recognise both technical and human capabilities, supporting retention,
performance, and talent mobility.

Challenge: Talent shortages, market disruption, and outdated skills frameworks.
Traditional models couldn’t identify or mobilise latent talent.

Outcome: Over 11,000 credentials issued; 3% higher retention; 2x promotion
likelihood; improved performance and cultural alignment.

Key Design Principles:

V" Alignment with Business Goals: Mapped to strategic workforce capability

priorities.

V" Verifiability and Credibility: Data-rich validation including metadata and
evidence.

v/ Contextual Relevance: Direct linkage to real-world work activities and
performance.

V" Portability and Interoperability: Credentials tied to global standards and
recognised by university partners.

% Integration into Talent Systems: Partially integrated into HR and
performance systems (Workday and LMS) but not to workforce intelligence
system.

McDonald's Australia encountered significant turnover among frontline staff
transitioning to management roles, especially those leaving to pursue tertiary
education or other careers. ATO program addressed this issue by offering
incremental, stackable micro-credentials mapped to human capability standards
and linked to university pathways, effectively recognising workplace-based skills.

Challenge: Inability to attract more young staff and high attrition among frontline
staff seeking alternate career opportunities or higher education linked to formal
recognition. Internal roles and career pathways were seen as short term and
unrelated to real-world employability and qualifications.

Outcome: 100% credential award in the pilot; improved employee value proposition
(hiring) and greater retention, promotion readiness, and employee role-based
performance.

Key Design Principles:

V" Alignment with Business Goals: Recognised work-based capabilities with
internationally portable capabilities and credentials. Progression tied to real
work output and role progression from crew member to department
manager

v Verifiability and Credibility: Eight incremental and stackable credentials
linked to formal Diploma qualification and credit pathway into university
partner(s).

V' Contextual Relevance: Embedded in daily work, reflecting real-world
application, and utilising global Hamberger University and in-store training.
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v Portability and Interoperability: External portability beyond pilot program.
Digital badges on global platform, clear indication of standards achieved
(vvork and Ieorning), and credentials are sharable and transferable across
school and tertiary educational providers and employers.

% Integration into Talent Systems: Aligned with skills and competency
framework and integrated into LMS, but integration of credentialing into
performance, career, and people reporting systems is ongoing.

Overview: Addressed leadership gaps and high turnover, particularly of younger
recruits, and toxic behaviours undermining digital transformation, customer culture,
and team cohesion. Embedded micro-credentials recognising adaptive leadership
behaviours, mapped to formal postgraduate qualifications.

Challenge: Poor leadership quality, toxic behaviours, high early-career turnover,
and lack of recognition for contextually demonstrated skills.

Outcome: 5% drop in attrition rate and 14% uplift in employee engagement for
leaders’ team (12 months after progrom); 85% “ready for next role”; CSAT scores
improved by 9%

Key Design Principles:

v" Alignment with Business Goals: Tied to cultural renewal and system-level
change.

v Verifiability and Credibility: Verified behaviours linked to real projects and
university credits.

V" Contextual Relevance: Based on broad leadership skills but primary focus
included validated leadership behaviours in learning and work contexts.

v Portability and Interoperability: Recognition linked mainly to internal career
pathways and formal qualification credit.

% Integration into Talent Systems: Aligned with skills capability framework and
cultural values but integration of credentialing into performance and talent
systems is not completed.

Overview: IBM implemented digital badges to tackle fragmented skills validation,
boost learner engagement, and support evolving business needs. Badges were
interoperable, with some recognition in academic pathways, though less focused
on behavioural capabilities (IBM, 2021; Quin & Kochan, 2020).

Challenge: Rapid tech change, fragmented skills validation, low engagement in
continuous learning.

Outcome: IBM reported over the first two years a 226% increase in knowledge
application among badge earners; 129% increase in engagement compared to
non-earners; 76% of badge earners felt motivated to develop new skills; 72% saw
badges as meaningful recognition, and 39% believed badges improved their
engagement levels.

Key Design Principles:

V" Alignment with Business Goals: Aligned with skills strategy and tech
transformation.

v Verifiability and Credibility: Open Badges standard ensuring validation and
shareability.
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%  Contextual Relevance: Focused on task-specific skills, less emphasis on
contextual application, behaviours and habits, or capability uplift.

v Portability and Interoperability: Broad acceptance via Open Badges and
social platforms. No formal link to qualification credits or pathway, beyond
limited trial with one institution.

% Integration into Talent Systems: Integrated with internal learning and
development systems, and used in the hire process, but not integrated with
broader performance and culture infrastructure.

Summary of Common Design Principles

Design Principle Telstra McDonald's  Bank IBM
Alignment with Business Goals v v v v
Verifiability and Credibility v v v v
Contextual Relevance v 4 v x
Portability and Interoperability v 4 v v
Integration into Talent Systems x x x x
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