
MANAGING THE LEARNING FUNCTION 

Beyond a Seat 
at the Table 

Enterprise learning focuses on the enterprise first. The needs of the corporate entity are paramount. 

The learning is second. 

By Kathy Kleponis, Scott Christensen, and Mary-jo Hall 

Congratulations. 
As a newly m i n t e d chief l ea rn ing off icer 

(CLO) or o t h e r w o r k f o r c e l e a r n i n g a n d 

p e r f o r m a n c e profess ional wi th an execu-

tive title, you n o w have a sea t at t h e table 

of t h e co rpo ra t e l e a d e r s h i p t e a m . It 's an 

i m p r e s s i v e g r o u p c h a r g e d w i t h s e t t i n g 

a n d d e p l o y i n g t h e v i s i o n , v a l u e s , a n d 

s t r a t eg ie s to s u s t a i n a n d grow t h e bus i -

n e s s . Now w h a t ? How do you i n f l u e n c e 

s t r a t eg ic d i r ec t ion in a w a y t h a t c lear ly 

d e m o n s t r a t e s increased p e r f o r m a n c e re-

sul ts for t h e s takeholders and cus tomers? 

Before answer ing those quest ions , let 's 

look a t h o w you arr ived a t t h e table, be-

cause it w a s no small feat . To get a sea t a t 

t h e table you worked ha rd to earn t h e ac-

k n o w l e d g e m e n t of your pee r s t h a t learn-

ing a c r o s s t h e e n t e r p r i s e is a n i n t e g r a l 

p a r t of t h e b u s i n e s s o p e r a t i o n s of y o u r 

company , a n d va lued by t h e emp loyees . 

The leadership of t he organizat ion h a s re-

a l i z e d t h a t l e a r n i n g is m o r e t h a n j u s t 

training, "put t ing bu t t s in seats," or count-

ing h o w m a n y t i m e s an e - l eaming course 

h a s been downloaded. 

Over t h e p a s t f ew years, you 've es tab-

lished and implemented corporate e- leam-

ing, which significantly reduces the cost of 

t ra ining, greatly ex tend ing t h e reach a n d 

capability of your depa r tmen t . You proba-

bly have a Learning Management System— 

or s e v e r a l — a c r o s s y o u r e n t e r p r i s e t o 

s t reaml ine adminis t ra t ive processes, t h u s 

f ree ing u p your l ea rn ing p ro fess iona l s to 

concent ra te on innovat ions such as work-

place learning or embedded learning. 

You've convinced leadership tha t intel-

lectual capital is a vital corporate asset tha t 

n e e d s t o b e m e a s u r e d a n d m a n a g e d . 

You're tracking to Kirkpatrick's evaluation 

levels 1 and 2 and somet imes 3 and 4. And, 

you ' re s tar t ing to w o n d e r h o w to d e m o n -

strate Phillips level 5. The leadership t e a m 

h a s suppor ted t h e deve lopment of a port-

folio of learning assets, making t h e m avail-

able 24/7. They see you as a key m e m b e r of 

t h e execut ive t e a m wi th as m u c h to con-

tr ibute to t he bo t tom line as t he other key 

players. So, w h a t do you do now? 

With th i s s t ra tegy and activity, you 've 

ea rned a seat a t t h e table. Through leader-

sh ip t e a m m e e t i n g s a n d c o n v e r s a t i o n s , 

you've discovered the re are still d ispara te 

l ines of bus iness -spec i f ic t ra in ing occur-

r ing t h a t are n o t in your portfolio. You're 

ques t ioning how to m a n a g e and m e a s u r e 

all of it. Do you need to report on all of it? 

Your CIO h a s a s k e d w h y you n e e d all of 

t h e s e d i f fe ren t s y s t e m s to t rack t raining. 

Do you have to central ize all of t h e train-

ing, or c a n it s t i l l b e d e c e n t r a l i z e d a n d 

kept in t he h a n d s of t h e bus ines s leaders? 

W h a t m e a s u r e m e n t stat is t ics really ma t -

t e r to t h e l e a d e r s h i p t e a m ? You c o m e to 

t h e c o n c l u s i o n t h a t you n e e d to f i g u r e 

out an enterprise learning strategy to answer 

t he se ques t ions and more . 

You s ta r t to ne twork wi th o the r t rain-

ing profess ionals . You ask t h e m : "Do you 

h a v e a n e n t e r p r i s e l e a r n i n g s t r a t e g y ? " 

"What does it include?" "Is centralization a 

m a n d a t e ? Or can s o m e th ings be central-

ized and o the r s r ema in in t h e bus iness?" 

"How do you m e a s u r e t he effect iveness of 

learning?" 

One of y o u r co l l e agues m e n t i o n s a t -

t e n d i n g ASTD's B e n c h m a r k i n g F o r u m 

m e e t i n g in Sep t embe r . T h e a t t e n d e e s , a 

collection of workforce learn ing a n d per-

fo rmance leaders f rom m e m b e r organiza-

t ions, s p e n t a day d i scuss ing t h e topic of 

en te rp r i se learning. The fol lowing article 

was derived, in part, f rom discussions and 

presenta t ions at t ha t event. 

Enterprise learning goal 
In our roles with SAP Education, we spend 

a lot of t ime with cus tomers helping t h e m 
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build an enterprise-wide curriculum, pri-

mari ly for t h e i m p l e m e n t a t i o n of s o m e 

po r t i on of a n SAP s y s t e m . We ask n u -

merous quest ions as part of this analysis 

prior to development . This inquiry helps 

u s u n d e r s t a n d ou r c u s t o m e r ' s c u r r e n t 

l e a r n i n g l a n d s c a p e . Th i s b r o a d e r sys-

t e m s perspect ive allows u s to in tegra te 

t h e SAP t r a in ing s t ra tegy in to t h e sys-

t e m s a n d p rocesses current ly used . For 

us, t he goal for en terpr ise learning is to 

improve bus iness pe r fo rmance th rough 

improved h u m a n pe r fo rmance capabili-

ty 
T h i s goa l c l e a r l y l i n k s e n t e r p r i s e 

l e a r n i n g w i t h t h e c o r p o r a t e b u s i n e s s 

s trategy whi le s imul t aneous ly bui lding 

in t e l l ec tua l cap i t a l t h r o u g h i n c r e a s e d 

skill sets , c o m m i t m e n t , a n d e m p l o y e e 

sat isfact ion. Enhanced capability in t he 

organization is a competi t ive advantage 

t h a t p r o m o t e s innova t ion , c o n t i n u o u s 

improvement , and t rue bus iness benefi t . 

This goal no t i ceab ly d o e s n o t i nd i ca t e 

l e a r n i n g fo r t h e s a k e of l e a r n i n g . T h e 

concep t of e n t e r p r i s e l ea rn ing f o c u s e s 

on t h e enterprise f i rst . The n e e d s of t h e 

en t i re corpora te ent i ty are p a r a m o u n t , 

t h e learning is s econd . In t h i s concep t , 

learning is an enabler of e n h a n c e d per-

f o r m a n c e . Learn ing is n o t an end in it-

self. Learning, however , dr ives day- to-

day customer-focused pe r fo rmance as a 

key e n t e r p r i s e s t ra tegic impe ra t i ve for 

bus iness change and success. 

Components of enterprise learning 
As part of t he conversation on enterprise 

l ea rn ing , t h e ASTD B e n c h m a r k i n g Fo-

r u m p a r t i c i p a n t s i d e n t i f i e d t h r e e key 

c o m p o n e n t s t h a t are t he founda t ion for 

a successful enterprise learning strategy. 

Executive commitment and personal buy-in 

of the enterprise learning strategy by the 

leadership team is not only necessary, it is 

mandatory. CEOs and executive m a n a g e -

m e n t m u s t v i e w e n t e r p r i s e l e a r n i n g 

s t r a t e g i c a l l y a n d c o m m i t t o m a k i n g 

l e a r n i n g a n i m p e r a t i v e f o r b u s i n e s s 

c h a n g e a n d success . Learning m u s t be 

c lose ly a l i gned w i t h t h e CEO's e n t e r -

pr ise s t ra tegies a n d organizat ional pri-

orities in order to achieve t h e m a x i m u m 

r e t u r n on l e a r n i n g i n v e s t m e n t s a n d 

recogn i t ion for ou r e f fo r t s . T h e e n t e r -

p r i se l e a r n i n g s t ra tegy m u s t es tab l i sh 

t h e v is ion , p a t h , a n d cor re la t ion f r o m 

l e a r n i n g i n i t i a t i v e s t o b u s i n e s s o u t -

comes . And, m o s t i m p o r t a n t , t h e lead-

e r s h i p p e r s o n a l l y p a r t i c i p a t e s i n 

p romot ing a learning cul ture and mod-

els t he leader as trainer. 

Learning is an integral part of the business of 

the enterprise and therefore must be embed-

ded in every facet of the system. C r e a t i n g 

a n d de l iver ing l e a r n i n g t h a t s u p p o r t s 

e n t e r p r i s e i n i t i a t i v e s a n d b u s i n e s s 

p r o c e s s e s is a key objec t ive . Lea rn ing 

m u s t b e g u i d e d , m a n a g e d , a n d i m -

proved in t he s a m e fashion as any o the r 

e s s e n t i a l b u s i n e s s p r o c e s s or se rv ice 

f rom a supply and d e m a n d position, en-

terprise-wide, a n d for specific bus ines s 

uni ts . Enterpr ise l ea rn ing suppo r t s t h e 

employee life cycle and all related activ-

ities: recruit ing, hiring, or ienta t ion, de-

v e l o p m e n t , a s s e s s m e n t , a n d 

a d v a n c e m e n t . L e a r n i n g t e a m s m u s t 

provide consis tent , effective, and target-

ed l e a r n i n g i n i t i a t i ve s to s u p p o r t t h e 

gamut of competenc ies and skills need-

ed, inc lud ing l eade r sh ip deve lopmen t , 

s a l e s t r a i n i n g , b u s i n e s s p r o c e s s a n d 

sys tem e n h a n c e m e n t s , as well as regu-

latory and compl iance training. 

Create a strong foundation and scalable infra-

structure for learning management. T o 

achieve enterpr ise learning success and 

max imize r e tum-on- inves tmen t , estab-

lished processes are required to suppor t 

t he development , deployment , manage-

m e n t , a n d a s s e s s m e n t of l e a r n i n g ini-

tiatives. The technica l i n f r a s t ruc tu re to 

support these learning processes should 

be composed of a blended learning m a n -

a g e m e n t sys tem, con t en t m a n a g e m e n t 

sy s t em, l e a r n i n g por ta l , col labora t ion , 

eva lua t ion , a n d p e r f o r m a n c e s u p p o r t . 

This infrastructure m u s t support t he in-

tegra t ion wi th key b u s i n e s s p rocesses , 

including HR, en te rpr i se resource plan-

ning, and knowledge m a n a g e m e n t , and 

should be scalable and targeted no t only 

to employees, bu t to the extended enter-

p r i s e a u d i e n c e t h a t i n c l u d e s p a r t n e r s 

a n d c u s t o m e r s . T h e s y s t e m m u s t pro-

vide t he measu remen t , analysis, and re-

p o r t i n g n e e d e d to d e m o n s t r a t e a 

r e tu rn -on - l eaming- inves tmen t in t ime, 

money, and improved performance. 

Enterprise 
Learning: 

A Definition 

A systematic and holistic 

approach to training, 

communications, 

learning, information 

sharing, and governance 

purposely designed 

to support consistent 

personal behaviors and 

business practices 

aligned with desired 

organizational 

performance results. 

Enterprise learning is 

embedded in daily 

operations and is 

supported by an 

enterprise technology 

It's about the business, 
not the software 
SAP p r o v i d e s co l labora t ive e n t e r p r i s e 

b u s i n e s s s o l u t i o n s fo r all t y p e s of in-

d u s t r i e s . T h e SAP L e a r n i n g S o l u t i o n 

cons i s t s of a s t a t e - o f - t h e - a r t l e a r n i n g 

m a n a g e m e n t sys tem, a learning portal , 

collaboration and con ten t tools, a learn-

ing con t en t m a n a g e m e n t sys tem, ana-

l y t i c s a n d s e r v i c e s t o s u p p o r t a n d 

e n a b l e l e a r n i n g , k n o w l e d g e m a n a g e -

m e n t , and pe r fo rmance support . Just as 

t h e SAP e n t e r p r i s e s o f t w a r e e n a b l e s a 

company ' s bus ines s processes , t h e SAP 

Learning Solution enables a company ' s 

w o r k p l a c e l e a r n i n g a n d p e r f o r m a n c e 

bus ines s processes t h a t e n c o m p a s s t he 

ent i re employee life cycle. 

Ins tead of c rea t ing a n d m a i n t a i n i n g 

mul t ip le in ter faces be tween LMS and fi-

nancia l , or HR sys tems , t h e SAP Learn-

ing Solut ion is in tegra ted wi th SAP HR 

and Enterprise Resource Planning solu-

t ions in an open archi tecture , enabl ing 

compan ie s to integrate learning into all 

aspec ts of their bus inesses . 

C u s t o m e r s h a v e s u c c e s s f u l l y de -

ployed the Learning Solution as an inte-

gral p a r t of t h e i r h u m a n cap i t a l m a n -
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MANAGING THE LEARNING FUNCTION 

A Single Source 
The learning portal provides a single, intuitive personalized source to view, 

register, manage, and access all forms of learning, including: 

• e-learning 

• virtual classroom 

• classroom-based or instructor-led courses 

• collaboration 

• performance support. 

The learning management component provides single central enterprise learn-

ing management to enable enterprise governance. It provides both flexibility and 

scalability to address distributed learning initiatives to meet individual business re-

quirements, including unique catalogs, learner groups, business rules, and learn-

ing content. 

Human resource and learning professionals can assess workforce capabilities 

and skills requirements, and develop learning initiatives to meet required compe-

tencies. Employee managers can also create, manage, and review their employ-

ees' learning objectives and development plans, and monitor and approve 

learning activities as required. 

SAP Learning Solution extends the reach by pushing learning to employees 

based on basic business process triggers, such as a new hire, role change, orga-

nizational change, or change in competencies. Quality assurance and compliance 

managers can deploy and manage business critical compliance training, certifica-

tions, and standard operating procedures with requisite reporting in a validated 

system to meet regulatory standards. 

The Learning Solution's collaboration, content tools, content management 

system, and open architecture enables the development of learning content, and 

import or integration of third-party content based on industry standards such as 

SCORM—Sharable Content Object Reference Model. 

a g e m e n t e m p l o y e e l i fe cyc le p r o c e s s . 

Learn ing n e e d s are iden t i f i ed b a s e d on 

roles, competencies , bus iness processes, 

and t ransact ions identifying the requisite 

learning events and learning content t ha t 

will m e e t those needs . 

Cus tomers inc lude smal l regional or-

ganizat ions as well as global enterprises . 

One global c u s t o m e r w a s juggl ing e ight 

separate learning m a n - agement sys tems 

with mult iple poin ts of access and regis-

tration for its 20,000 employees. By estab-

l i sh ing a n e n t e r p r i s e l e a r n i n g s t r a t egy 

and leveraging a learn ing solution, it re-

duced its t echn ica l p l a t f o r m to a s ingle 

enterprise solution. The SAP Learning So-

lution provided centra l en te rpr i se learn-

ing g o v e r n a n c e w i t h t h e f l ex ib i l i t y t o 

m e e t t he requ i rements of individual busi-

ness uni ts and regions. The Learning Por-

t a l b e c a m e t h e s i n g l e - s o u r c e f o r al l 

learning activities no t only for employees, 

b u t a l so fo r c o n t r a c t o r s , p a r t n e r s , a n d 

cus tomers . And t h e analyt ic capabil i t ies 

of t he learning solutions, in con junc t ion 

w i t h SAP ERP ana ly t ics , p rov ided m e a -

s u r e m e n t of l e a r n i n g e f f e c t i v e n e s s a s 

well as m e a s u r e m e n t and correlat ion of 

learning with key bus iness metrics. 

C u s t o m e r s in t h e p h a r m a c e u t i c a l 

i n d u s t r y h a v e i m p l e m e n t e d t h e SAP 

Learning Solution as a f u n d a m e n t a l com-

p o n e n t of an FDA regulatory compl iance 

strategy. The initial bus iness case for im-

p l e m e n t a t i o n of an e n t e r p r i s e l ea rn ing 

s y s t e m w a s b a s e d on m a n a g e m e n t of 

s t a n d a r d o p e r a t i n g p r o c e d u r e s , w h i c h 

w a s m o s t l y a m a n u a l - b a s e d s y s t e m . 

T h e L e a r n i n g So lu t ion a u t o m a t e s t h i s 

m a n a g e m e n t p r o c e s s a n d h a s b e c o m e 

mission-cri t ical to t h e company, provid-

ing 24/7 access to learning and certifica-

t i o n , a n d t h e r e q u i s i t e a u d i t t r a i l f o r 

regulatory compliance. 

Additionally, t h e SAP Learning Solu-

tion provides reporting and analytic tools 

t o e n a b l e v i s i b i l i t y i n t o a l l l e a r n i n g 

processes, validates t he value of learning 

initiatives to bus iness results and perfor-

mance , a n d m e a s u r e s and ana lyzes t h e 

effectiveness of enterprise learning. 

Pre-integration wi th SAP HR and ERP 

a l lows t h e i n c o r p o r a t i o n of o t h e r key 

m e t r i c s ac ross t h e e n t e r p r i s e to corre-

late t h a t l ea rn ing ini t iat ives are provid-

ing t r u e b u s i n e s s b e n e f i t . Th i s t y p e of 

m e a s u r e m e n t t a k e s w o r k f o r c e pe r fo r -

m a n c e to a n e w level , a w a y f r o m t h e 

t yp i ca l l e a r n i n g s t a t i s t i c s ( n u m b e r of 

classes run, n u m b e r of classes t aken per 

employee) and toward resul ts your peers 

a t t h e tab le will value . It d e m o n s t r a t e s 

t h a t l e a r n i n g is a c o m p o n e n t of a suc-

c e s s f u l l a u n c h of a n e w p r o d u c t , or a 

n e w way of sell ing or a d h e r i n g to com-

pl iance regulat ions. All of which are ex-

a m p l e s of t h e b u s i n e s s m e t r i c s y o u r 

leadership t e a m peers value. 

Numbers that matter 
So, h o w do y o u d e v e l o p t h o s e t y p e s 

of s t a t i s t i c s ? ASTD is d e v e l o p i n g a 

s co reca rd to m e a s u r e a n d b e n c h m a r k 

e n t e r p r i s e l e a r n i n g . T h e W o r k p l a c e 

L e a r n i n g a n d P e r f o r m a n c e S c o r e c a r d 

w i l l b e l a u n c h e d in e a r l y 2006 . T h e 

s c o r e c a r d w i l l i n c o r p o r a t e a c o m p -

rehens ive set of indicators and repor t ing 

f r a m e w o r k s t o m o n i t o r , eva lua t e , a n d 

c o m p a r e t h e a l i g n m e n t , e f f i c i e n c y , 

e f fec t iveness , a n d sus ta inab i l i ty of t h e 

learning func t ion across organizat ions . 

Users can c h o o s e f r o m t w o t y p e s of 

r epo r t s : a c u s t o m i z a b l e s co reca rd a n d 

a n i n d e x r e p o r t . T h e s c o r e c a r d r e p o r t 

wi l l c o m p a r e a g iven o r g a n i z a t i o n t o 

o t h e r s on s e t s of f inanc ia l , ope ra t i ons , 

c u s t o m e r , a n d i n n o v a t i o n i n d i c a t o r s . 

The index repor t will inc lude d iagnoses 

of w h a t s h o u l d b e c h a n g e d to i m p r o v e 

t h e a l ignment , efficiency, e f fec t iveness , 

or sus ta inabi l i ty of en te rp r i se learning. 

Eva lua t ion of e n t e r p r i s e l e a r n i n g is 

m o r e abou t t h e eva lua t ion of t h e effec-

t i v e n e s s a n d e f f i c iency of t h e l e a r n i n g 

func t ion as a whole, r a the r t h a n evalua-

t i o n of p a r t i c u l a r l e a r n i n g p r o g r a m s . 

Eighty p e r c e n t of o r g a n i z a t i o n s in t h e 

ASTD B e n c h m a r k i n g F o r u m e m p l o y a 
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scorecard or da shboa rd to m e a s u r e and 

repor t on t h e ef fec t iveness of en te rpr i se 

l e a r n i n g . T h e key i n d i c a t o r s in t h o s e 

s co reca rds a r e b u s i n e s s l e a d e r pe rcep-

tions, productivity metrics, cus tomer sat-

isfaction, and actual bus iness outcomes . 

The m a i n m e a s u r e s of efficiency are ex-

p e n d i t u r e pe r employee , s tay ing wi th in 

budget , and bus iness leader perceptions. 

The value proposition 
Now tha t you are at the table, you need to 

i n f l u e n c e t h e s t r a t e g i c d i r e c t i o n . To 

do this, you need to have a clear value pro-

position for t he enterprise learning strate-

gy. T h i s i n c l u d e s a c l ea r d e f i n i t i o n fo r 

e n t e r p r i s e l e a r n i n g , a s t r a t e g y w i t h 

a goal, and a road m a p t h a t incorporates 

technology with other aspects of t he busi-

ness. And m a k e sure tha t you pursue clear 

measures of success tha t are aligned with 

the overarching corporate direction. 

R e m e m b e r tha t t he value proposi t ion 

of e n t e r p r i s e l e a r n i n g is t i e d d i r e c t l y 

t o b u s i n e s s b e n e f i t : s p e e d t o m a r k e t 

for products and services, organizational 

capability, skill gap reduct ion in ability of 

employees to perform, intellectual capital, 

and read iness for f u t u r e bus ine s s n e e d s 

required by the customers. 

T h e s e a r e c o n c e p t s e x e c u t i v e s u n -

d e r s t a n d , r e g a r d l e s s of t h e s ize of t h e 

c o m p a n y or t h e ind iv idua l b a c k g r o u n d 

of t h e e x e c u t i v e . By e n h a n c i n g t h e s e 

a s p e c t s of t h e b u s i n e s s , e n t e r p r i s e 

l e a r n i n g s t r a t e g y c r e a t e s a m o r e 

c o h e s i v e a n d s u s t a i n a b l e c u l t u r e a n d 

w o r k f o r c e . T h e l e a r n i n g f u n c t i o n i s 

m o r e e f f i c i en t , r e l e v a n t , a n d e f f e c t i v e 

b e c a u s e t e c h n o l o g y t o o l s a r e a p p r o -

p r i a t e l y a p p l i e d a n d i n t e g r a t e d . W i t h 

t h i s v a l u e p r o p o s i t i o n , t h e CLO i s 

c a p a b l e of i n f l u e n c i n g t h e l e a d e r s h i p 

t e a m in a m a n n e r t h a t m o v e s t h e en -

t e r p r i s e f o r w a r d a n d e m b e d s l e a r n i n g 

a n d i n n o v a t i o n in a l l p r o c e s s e s a n d 

activities. I D 
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