


More Praise for Leading the Learning Function

“This is a wonderful guide to the elements that make a great culture of  learning. Born from a true collaboration among 
learning leaders—at organizations like Accenture, American Airlines, Deloitte, Grainger, IBM, and UPS to name a 
few—Leading the Learning Function shares important new perspectives and effective strategies.”
—Britt Andreatta, PhD, CEO, Britt Andreatta Training Solutions

“The ATD Forum has done a masterful job compiling best practices, innovative tools and techniques, and strategic processes 
from over 40 senior practitioner members. If  you are looking for how-to examples to enhance performance and elevate the 
value and impact of  your learning function, look no further than this must-have resource for all learning leaders!”
—Rita Bailey, Owner, Up To Something 

“The future of  work may be uncertain, but one thing is for sure—there will always be a need for continual upskilling 
of  the workforce and talent leaders who can achieve it with a sound strategy and tried and tested tools and techniques. 
This book showcases innovations for today and provides fuel for tomorrow.”
—Elaine Biech, Author, The New Business of Consulting and ATD’s Foundations of Talent Development

“Leading the Learning Function is full of  real-life examples that demonstrate how to turn leadership theory into practice. 
You’ll find tips, tools, and techniques that will help you excel at any level of  leadership. Read this book and be a better 
learning leader!”
—Ken Blanchard, Co-Author, The New One Minute Manager and Leading at a Higher Level

“This extensive, but practical, collection of  processes, practices, stories, tools, and techniques from successful 
practitioners in a variety of  industries provides the fundamentals for enabling all learning leaders to build organizational 
capability that produces impactful results. Leading the Learning Function is the new go-to source for all talent professionals.”
—Marshall Goldsmith, New York Times #1 Bestselling Author, Triggers, Mojo, and What Got You Here Won’t Get You There

“Compulsory reading for any future-focused leader wanting to put talent development at the heart of  their organization’s 
success. Leading the Learning Function draws into one volume the distilled wisdom of  seasoned learning leaders who prove that 
intentional learning transforms organizations.”
—Jonathan Halls, Author, Confessions of a Corporate Trainer

“This book is a smorgasbord of  learning and development ideas, content, and inspiration that will provide anyone leading 
the L&D function with targeted, focused, and actionable information to take their organization to the next level and beyond.”
—Karl M. Kapp, EdD, Professor of Instructional Design and Technology, Bloomsburg University

“Experience is the best teacher as long as we learn from it. And that’s what the contributors to this book have done. 
Kudos to MJ Hall and Laleh Patel for bringing together a phenomenal group of  on-the-ground experts who share their 
strategies, techniques, dashboards, examples, best practices, and lessons learned. It’s a treasure trove of  essentials for 
the 21st-century talent developer who needs relevant, experience-based, and practical information to help guide them 
through the challenges of  preparing today’s workforce. If  you want to thrive in the future, prepare in the present by 
putting Leading the Learning Function to use in your organization.”
— Jim Kouzes, Co-Author, The Leadership Challenge, and Executive Fellow, Center for Innovation and Entrepreneurship,  

Leavey School of Business, Santa Clara University

“Leading the Learning Function offers insights into the key leverage points for impact, innovation, and engagement. It is 
overflowing with creative ideas and best practices from leading talent development practitioner experts who are serving 
on the front lines.” 
—Manuel London, PhD, Dean, College of Business, State University of New York at Stony Brook



“Leading the Learning Function is a must-read for anyone who needs practical, step-by-step guidance for identifying, 
acquiring, and growing talent in any organization. Loaded with time-tested models, results-enabling questions, and 
easy-to-implement best practices refined from the experiences of  31 expert TD professionals, this book provides timeless 
resources every leader needs to maximize human potential with guided confidence and expertise. If  you’re seeking a road 
map for achieving real, measurable, and scalable impact, this is it!”
—Sardek P. Love, CEO, Sardek Love International

“Learning can be natural, yet leading learning requires strategy, agility, readiness, divergence, collaboration, and 
leadership. Leading the Learning Function provides the tools and strategies essential for strategically driving learning in our 
evolving organizations.”
—Elliott Masie, Chair, The Learning CONSORTIUM @ The MASIE Center

“In Leading the Learning Function, you’ll get a unique look into the challenges that experienced learning leaders face as you 
read their reflections, practical experience, and advice. Additionally, the editors infuse a layer of  value-adding insights to 
help you see the larger story unfolding in talent development: organizations are transforming, and learning is the dynamic 
that makes this transformation possible. These are creative times for the learning and development field, and the lessons 
in this book will catalyze you and your team!”
—Pat McLagan, Author, Unstoppable You

“I found Leading the Learning Function to be highly pragmatic in its approach and thorough in its review of  the latest 
thinking in learning. I especially liked how it pivoted on creating programs directed at performance outcomes through a 
powerful combination of  the use of  strategy, methodology, and technology.”
—Bob Mosher, CEO and Chief Learning Evangelist, Apply Synergies: THE 5 Moments of Need Company

“How do leaders add value? The Center for Leadership Studies, through the eyes of  Situational Leadership®, says: 
Leaders accelerate the development of  those around them. Hall and Patel deserve thanks for their tireless efforts in 
putting together a comprehensive reference that will undoubtedly help the leaders of  learning functions around the world 
achieve this objective!”
—Sam Shriver, EdD, Executive Vice President, The Center for Leadership Studies

“Congratulations to the more than 50 practitioners from across a variety of  industries for this huge contribution to 
the learning profession. Leading the Learning Function is full of  practical tips, examples, and tools, written in a style that 
encourages readers to experiment and take action. It is a must have handbook for all talent professionals!”
—Brenda Sugrue, Global Chief Learning Officer, EY

“Leading the Learning Function is one of  a kind: real learning leaders sharing their experiences and lessons learned. This is 
not an academic or formulaic checklist of  to-dos, but rather an unplugged collection of  tips and resources for you to use 
to excel at all phases of  leadership—planning, strategy, execution, and measuring impact.”
—Megan Torrance, CEO, TorranceLearning

“What impresses me most about Leading the Learning Function is how it combines theory with practical application. As leaders, 
we’ve all read about what should work in L&D; it’s refreshing to read instead about what does work. This book taps into the 
expertise of  industry leaders, packages that expertise into effective strategies and, most importantly, explores the why behind 
applying those strategies to your business. I’d recommend it for any leader in the rapidly changing world of  L&D.”
—Andy Trainor, Vice President, Learning, Walmart U.S.
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Foreword
Tony Bingham

“Learning is a force multiplier,” write MJ Hall and Laleh Patel in the introduction to Leading the Learning 
Function: Tools and Techniques for Organizational Impact. It’s a compelling statement because it evokes the power 
of  what learning can accomplish. When harnessed, focused, and intentional, learning has the power to 
shift behaviors, beliefs, outcomes, systems, and societies. We were already in an era of  unprecedented 
change before the coronavirus pandemic spread across the globe. In early 2020 we were seeing significant 
shifts in business, in science, in creativity, in technology, and in jobs. The global shutdown that resulted 
from the pandemic redefined almost every facet of  society and it is apparent that we stand at the edge of  
what could be called the Era of  Mass Disruption. The work of  professionals who are committed to the 
development of  knowledge, skill, and capability in the global workforce is absolutely critical today. 

Likewise, the role of  leaders and the development of  leadership capability is paramount if  we are 
to truly realize the potential of  what talent development efforts can accomplish in organizations around 
the world. Learning as a strategic function requires talent professionals to lead. Real leadership is about 
growing future leaders while casting a vision for what is possible and how to achieve it. 

Learning empowers. Developing talent empowers. Leadership empowers.
In 1991 when the ASTD Benchmarking Forum was created, the idea was simple: Provide a private 

consortium in which learning leaders focused on metrics-driven scorecards and shared their data to 
benchmark best practices. Over the years, the focus of  the group expanded and so did the qualitative 
and quantitative metrics and topics. Performance scorecards were incorporated into ATD’s State of  the 
Industry report, and the benchmarks into the association’s BEST Awards. As the field has developed 
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and matured, so has the work that Forum members come together to explore. Today, the ATD Forum 
continues to nurture collaboration, share best practices, and solve business challenges. Members are 
catalyzed and inspired by one another to stretch, adapt, experiment, and make their talent development 
efforts future-ready.

Over the years, we’ve been careful to protect the nature of  what the Forum does and accomplishes. 
And members value the confidential environment in which they collaborate. Now, they are ready to share 
some of  the insights, techniques, tools, and best practices they’ve built as a multiplier of  their own. When 
we know better, we do better. The Forum members are sharing what they know in an effort to help other 
learning leaders know and do even better work.

When you travel by plane, you know the view from 37,000 feet is different than it is at 200 feet. If  
your trip is of  any distance, it’s likely you’ll see changes in terrain and topography. You see landscapes 
and the components of  them. But pilots see things with a completely different perspective, because their 
focus is on harnessing the technology, mechanics, and power of  the plane to keep it on course, arriving 
safely at the destination. I think this can be a powerful analogy for those in the talent development field. 

Every TD practitioner needs to understand the pivotal time in history in which they are working. In 
January 2020 at Davos, the World Economic Forum announced that within just 10 years, 30 billion people 
would need to be reskilled. They coined the term “Reskilling Revolution.” That’s the 37,000-foot view. 
The horizon is vast and complex, and the potential for our field to soar is remarkable. 

Descend from that altitude though and you see the practical and nuanced work that must be done 
in organizations, departments, and individual roles and responsibilities. It is here that talent development 
professionals strategize, plan, and do the work of  helping others grow knowledge, skills, and capabilities.  
There are countless inputs, levers, and gauges to consider. There are plans and objectives to achieve. 
And there is the execution that ties it all together, resulting in a learner going from point A to point B in 
their development journey, improving their ability to perform more complex work in an environment of  
constant change and disruption, and adding value to their organization.

Consider this book an instrument guide of  sorts.
In here you will find stories and insights from your colleagues in a variety of  industries who are shar-

ing actual examples of  work they did, the results they achieved, the lessons they learned, and the tools and 
techniques they used to drive results and impact their organizations. The power of  the book isn’t found 
in one particular example, rather it’s the collective wisdom of  successful practitioners that you will benefit 
from. More than 50 members of  the Forum contributed to this effort.

I owe a debt of  gratitude to the contributors, interviewees, and reviewers who collaborated to make 
this book a reality. The writing of  the book exemplifies the ATD Forum community and its focus on 
connecting, collaborating, and learning from one another. Like in any Forum gathering, the goal of  the 
book is to leverage practices that help you address business challenges in a way that enables performance 
and continually builds capability at the individual, team, group, and organizational levels.
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World-renowned leadership expert John C. Maxwell states, “Anyone can steer the ship, but it takes a 
leader to chart the course. Leaders who are good navigators are capable of  taking their people just about 
anywhere.”

The right skilling of  the workforce to meet the demands of  the future is a significant task—and our 
profession has the responsibility to chart the course and help make it happen. I’m grateful for the work that 
leaders in ATD Forum organizations are doing and their willingness to share that work because it helps 
us navigate a path forward in developing our own efforts and the impact they can achieve for the people 
and organizations we serve. As we emerge from this current disruption and construct the “next normal,” 
I encourage you to put what you learn here into action.

Together, we are creating a world that works better. 

— Tony Bingham 
President and CEO, Association for Talent Development 
June 2020 
Alexandria, Virginia 
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Introduction

Many say the definition of  a leader is someone who can take others to a place they would not go by them-
selves. If  this is true—as we believe it is—today’s frequently changing and complex workplace provides 
a unique opportunity for leaders to excel. And to excel as leaders, what must they be able to know, do, 
and communicate? Moreover, what changing technical areas must these leaders be experts in to build 
and influence the individual, team, and organizational performance capabilities of  the entire enterprise? 
These are the challenges talent development professionals face and the questions we ask at the ATD 
Forum; they are also the driving force of  this book. 

For more than nine years, the two of  us have been the hub of  the ATD Forum, a vibrant consor-
tium for connecting, collaborating, and sharing knowledge about anything related to talent devel-
opment. The goal of  this peer-led group is to leverage lessons learned from future-ready practices 
others within the community are using. This helps members stay ahead of  the challenge curve to 
support competitive advantage and build capabilities within their respective organizations. 

There are several venues for sharing practices within the consortium: semiannual community 
events, which are two-and-a-half  day experiential labs on a topic selected by the host member; virtual 
web sessions called ConnectSparks, which are one-hour discussions with subject matter experts; 
ATD-sponsored, in-depth reports; benchmarking through short surveys; and informal conversations. 

We are constantly amazed at the excellent practices these members demonstrate as they lead 
their respective teams. But the most interesting part is seeing these practices expand in real time: One 
member would share, another would ask probing questions, still another would make suggestions, 
and then months later, in discussions, we would hear how the initial practice had served as a trigger 
and was showing up in a slightly different form in another organization. Or, a team from a member 
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company had gone to another member’s company to benchmark, and from that perspective had 
discovered other areas of  shared interest, and they were now collaborating on another project. 

This force multiplier effect of  sharing learning reminds us of  a quote from Seth Godin (2019): 

Learning . . . is self-directed. Learning isn’t about changing our grade, it’s about changing 
the way we see the world. Learning is voluntary. Learning is always available, and it 
compounds, because once we’ve acquired it, we can use it again and again.

Our profession, like the workplaces we support, lives in a world the Center for Creative Leadership 
recently labeled RUPT—rapid, unpredictable, paradoxical, and tangled. Some of  the transformations 
in the learning world are multifaceted and others are just new ways of  operating, such as automating 
a system. But change, either massive or small, is always difficult. Whether the change is implementing 
a modern leadership process, scaling curriculum globally to accommodate new employees, upskill-
ing employees because of  new products and services, or integrating emerging technologies for more 
personalization of  and access to learning resources, others may have gone through something similar. 
When facing a challenge, having examples from others and learning from their experiences provide 
ideas, insights, and motivation. No one is alone. When leaders engage with one another, especially those 
from different industries with similar challenges, the possibilities are endless.

About This Book
While sharing learning practices, exchanging case studies, and swapping resources are the hallmarks of  
the ATD Forum, we have found that these benefits are manifold—and we’re thrilled to extend our learn-
ing reach in this book, Leading the Learning Function: Tools and Techniques for Organizational Impact. 

The Forum relies on volunteer members, and that is how this book was accomplished. After several 
iterations to determine the outline of  topics to cover, which included a survey to our 60-plus members, we 
ended up with eight major areas, each including a variety of  subareas. We then hosted a web session to 
formally introduce the project, and followed that with an outline for those interested to sign up by topic. 
The result was 44 expert content contributors presenting their best practices, innovative tools and tech-
niques, and general problem-solving methods for facing today’s business challenges for learning, either as 
authors or interviewees. 

These contributors focused on practices that are essential to developing performance behaviors to 
achieve desired business results—but there are no magic formulas. Like their practices, their stories are 
also different. Some are straightforward case studies with lessons learned. Others look a bit different than 
what’s typically found in a business book. Instead of  the usual expert-talking-to-novice approach, some 
chapters read more like a novel; several even include self-talk about an experience. This mucking around 
with ideas and questions is similar to how we acquire knowledge and skill in our daily lives: we struggle, 
we talk with others, we search, we solve problems, we iterate, we see associations, we learn, and we do.
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As editors, we are excited to share this body of  knowledge and expertise with all talent professionals, 
especially those leading the learning profession. This book was made possible by the collective contribu-
tions of  more than 50 individuals representing more than 50 percent of  ATD Forum member companies:

• 31 people contributed content as an author or co-author of  a chapter
• 11 were interviewed about their thoughts on leadership
• 4 contributed interviews and case studies on tools
• 12 acted as content reviewers.

Our ultimate goal is to provide guidance on how Forum learning leaders carry out their roles to 
assess and build organizational performance capability that supports the business’s competitive position 
in their respective market. The actions they take use generic leadership and management skills and 
address specific organizational learning pain points and challenges. The book’s 26 chapters are divided 
into eight sections:

• Section 1, Setting Direction, looks at methods for proactively prioritizing and making 
sense of the complexity of the work. It includes aligning learning solutions with the goals 
and objectives of the enterprise to build capabilities. This involves a holistic view of the 
organization and deep understanding of what enables competitive advantage. 

• Section 2, Managing Processes and Projects, features ideas and practices for assessing, 
understanding, and communicating performance needs and gaps within the organization and 
ways to build solutions. It zeroes in on processes and constructs unique to the learning arena.

• Section 3, Leading and Developing People, examines ways leaders can personally create 
the environments and opportunities for enabling others to excel in their roles as talent 
professionals. The ideas begin at hiring and onboarding and extend through continual 
coaching and encouraging their professional certification and credentialing. The section 
includes a variety of ways to set others up for performance success by serving as a spark to 
ignite curiosity, energy, and motivation, which can lead to new capabilities.

• Section 4, Making an Impact, considers how the learning profession builds capability, 
enabling the organization to reach its business goals. Metrics, dashboards, and evaluation 
processes are covered.

• Section 5, Stakeholder Collaboration, focuses on understanding, communicating with, and 
inf luencing those we serve in our organizations. It recognizes the value of collaborative 
partnerships, the ways learning can be structured to be more efficient, and the importance 
of a governance board. 

• Section 6, Enabling Learning Using Technology, explores everything from the basic 
technologies available to track and monitor learning to emerging and disruptive 
technologies that are changing the way learning content is designed, developed, delivered, 
and consumed. 
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• Section 7, Innovation, recognizes how the future of work and learning is being fueled by 
advances in technologies and neuroscience. 

• Section 8, Leader Behaviors and Practices, is jammed with moments of impact when 
leaders have had informal and formal opportunities to interact with and support others. 
These stories zero in on the many ways leaders show up, move the needle on performance, 
and continually reskill, upskill, and new skill themselves.

We hope this portfolio of  personal stories, tools, techniques, and examples for solving business prob-
lems and challenges through capability building is both helpful in your current work and inspiring for 
building more powerful learning in the future. 

If you take action on these ideas by experimenting with new tools and techniques and expanding 
your practice portfolio of resources, you and your team will be more able to address the performance 
challenges your organization faces. We encourage you to ask thought-provoking questions to trigger 
further research. But don’t stop at experimenting with these concepts and building capability in your 
own organization. Be a leader who takes others to places they would not go by themselves—share 
your own challenges and successes in building performance capability in case studies and through 
articles, blogs, videos, and books. These actions will enable you to continuously get better at getting 
better with your role: coaching, guiding, and encouraging others to be open to new opportunities. 
Your result will be learning professionals who are masters at advising and guiding business leaders on 
changes that inf luence the future of the organization—building performance capability at all levels 
and in all areas! 

—MJ Hall and Laleh Patel



Section 1
Setting Direction

S ection 1, Setting Direction, looks at methods for proactively prioritizing and making sense 

of the complexity of the work for now and for the future. This involves a holistic view of the 

organization and a deep understanding of what performance enables competitive advan-

tage. What does the organization want to accomplish in light of internal capability and external 

constraints and changes? How does the organization set priorities and communicate to all parts 

of the enterprise?

For the learning leader, this means being visionary at the learning level. But more important, it 

means being aligned and integrated with organizational goals and objectives, as well as the desired 

business results. This includes setting direction, deploying plans for execution, and simultaneously 

managing changes associated with both strategic transformations and daily transactions.

In chapter 1, Lisa Gary shares how Ingersoll Rand uses Lean and Hoshin Kanri to focus on a 

few vital priorities they call their North Box, and how this philosophy is replicated in every division 

to create alignment. This includes keeping two questions front and center in all decisions: Where 

will we play? and How will we win? The approach includes recognizing that while executives set 

direction, employees execute that direction through their respective actions and performance.

In chapter 2, we learn how a midsize bank aligns and integrates learning with the larger corpo-

rate goals and objectives using a four-step approach: know the business, build a business case, 

engage senior leaders, and communicate results. For each step, Sandi Maxey provides actions, 
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tools, and thought-provoking stop and think questions. She also suggests using the business model canvas to 

provide a clearer perspective for how the parts fit into an operating system.

In chapter 3, we experience a personal journey of learning being pushed into the organizational strategy. 

Teri Lowe uses her own conundrum as the starting point, and then uses questions, actions, reflection, and feed-

back to sort through the information and share her point of view of the big picture and how learning fits into the 

overall strategic system.

The personal journey described in chapter 4 starts with the desire to be strategic. The first lesson is that 

having the title does not make one strategic. However, through continuous research and lots of experiences, 

John Kelly recognizes that the first step is summarized by ACT: the need for access, credibility, and trust. He 

blends this with a framework from Peter Block and integrates project management techniques to develop his 

formula for being future focused.



Section 2
Managing Processes  

and Projects

T his section is about work that is uniquely the functional domain of learning. It starts 

with a variety of ways to work with senior business executives to assess the capability 

of the organization as a system of systems. This view is much larger than learning and 

includes not only people capabilities but also resources, communications, and culture. It features 

many tools and techniques to assess the organizational needs to excel in the current market and to 

be competitive in the future. The ideas are based on learning research but also include techniques 

from other fields, such as Lean, Agile, project management, and organization development.

How do you design the work systems in your organization to ensure they are meeting current 

and future requirements? How do these processes enhance organizational alignment? This section 

demonstrates some of the many ways the learning team can make an impact on organizational 

goals and business results using a variety of core learning processes to build a more competent 

domain work system to use in service to business partners. 

Chapter 5 focuses on assessing the current state and a clear understanding of a desired future 

state to determine performance gaps. As experts in the realm of understanding employee needs 

and designing learning experiences, generally learning leaders have an expansive toolkit. We can 

use our experience to bring context and purpose together to develop a clear and succinct point of 

view for when and how to use a high-impact tool or technique. But perhaps the biggest conundrum 

we face with the plethora of tools is how to decide how to decide? Which is the best and most effi-
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cient way to close the gap? In this chapter, Chris Garton provides insights on several ways to assess needs. During 

the 2019 Fall Lab show-and-tell sessions, Jill Carter, Mark Lemon, Taylor Harlin, and Susana Sipes shared their 

written case studies and discussion presentations. Based on follow-up activities with participants and interviews 

with the presenters these practices and tools are included.

Once organizational needs are determined to be associated with employee capability building, learning 

leaders can delve deeper into the gap and work with their business partners to determine the most effective 

learning solutions. Chapter 6 addresses one of the most pressing issues we face—what is commonly referred to 

as the 1-800-TRAIN problem. The manager calls the learning department and asks for specific training without 

any assessment or analysis or skill in learning theory. Jerry Kaminski provides some suggestions for working with 

this type of request, which is usually for a triage situation. Once addressed, the experienced and skilled business 

learning leader can use their tools in instructional systems design to focus on the root cause of the gap.

Chapter 7 highlights the many ways neuroscience research is elevating learning practices, especially to make 

them stickier and more durable over the long term. In the workplace, learning is about changing performance-based 

behaviors as a result of new skills and knowledge. It is not so much about what we know but what we do, the actions 

we take. Leanne Drennan, Casey Garhart, and Joan McKarnan of IBM share research from neuroscience and then 

provide actions to take. One example they share is using priming questions to help connect new information with 

what is already known. 

In chapter 8, Suzanne Frawley shares details on using a project-based approach to respond to a business 

partner’s request. She uses the Covey adage “Start with the end in mind” by gaining clarity on the organizational 

need with this question: What is the business challenge your team is trying to solve? As part of the collaborative 

work she incorporates design thinking methods and tools to work on both a learning solution and to build the 

design team’s problem-solving capability. The big takeaway is the value of iteration as the solution is built.

While many outside of the talent profession still think of learning as a stand-alone event divorced from work 

itself, learning happens in many different ways and is a continuous process or journey for most workers. There 

are a variety of ways learning is built into the organizational system, including formal instruction in the classroom, 

working with colleagues, learning from experiences, and independent learning. In chapter 9, Alan Abbott of UPS 

and Rachel Hutchinson of Hilti share how they use the 70-20-10 framework to build a more comprehensive learn-

ing process. The 70-20-10 framework does not eliminate formal training, and in many cases recognizes that formal 

training is the starting point. However, it does recognize that learning can take place in a variety of formats and 

locations and suggests using a variety of learning modalities—formal learning, social learning with others, and 

learning from a variety of experiences.



Section 3
Leading and  

Developing People

T his section examines ways leaders can personally create the environments and 

opportunities for enabling others to excel in their roles as talent professionals. How 

do you work with others to help them build their personal capabilities and help them 

to convert the learning into performance actions and behaviors that affect team and organiza-

tional success through continually coaching? People development is the essence of the role for 

a leader and is even more critical for leaders of learning professionals. As Elaine Biech stated in 

Capabilities for Talent Development, “We need to ratchet up our role to become advisor to leaders.  

We need to know what their problems are and have the skills, tools, and techniques to help them 

solve them” (Galagan, Hirt, and Vital 2019).

This section provides ideas for making an organizational impact using a variety of ways to 

set the learning team up for success. Chapter 10 starts with determining how you will adver-

tise a role when hiring. This must be intentional to ensure that your team has the collective 

and future-focused skills needed. Sarah Siegel and Elizabeth Huttner-Loan of IBM share their 

story for assessing their team needs and benchmarking other organizations to understand 

who they were hiring—even paying attention to the titles used and the specific requirements 

detailed in the job descriptions. They did not leave this to the hiring department—they did 

their own research. The intentionality continued as they made selections and onboarded the 

new team members.
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Chapter 11 provides 10 unique ways to enable a team to continually learn and share with one another to 

leverage the collective capability. The ideas model what Lew Platt, the former CEO of HP, once said: “If only HP 

knew what HP knows, we would be three times more productive.” Laura Solomon and Caroline Fernandes of 

IBM explore opportunities available through badging, game mechanics, and content bundles and discuss shar-

ing through watercooler sessions, learning toolkits, webinars, and coaching circles. The value is in having a vari-

ety of tools so that participants do not get bored, but also in continually adding tools that the learning team can 

experience first and then use with others as part of their professional practice.

While it is critical to stay current in how you practice your craft, Alissa Weiher explores several other 

ways talent development leaders enable themselves and others to build capabilities. First, you continue to 

build personal awareness of your leadership style and how you show up to others. You invest time and energy 

in your personal development and model self-directed learning. You serve as the guiding light for developing 

those on your team through coaching and creating an environment where they are encouraged to learn, take 

actions, and improve their performance. You demonstrate discipline and perseverance by earning credentials 

and advanced degrees. You engage with professional organizations to further your leadership and learning. 

And finally, you invest time in branding your collective department as experts in their profession, as profes-

sionals willing and able to engage at the senior levels to determine how the organization will gain or maintain 

competitive advantage. 
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Section 4
Making an Impact

T his section considers how the learning profession demonstrates organizational value 

in reaching goals, objectives, and business results. Data, analytics, metrics, and evalua-

tion processes often arise as sore points for learning leaders. While their goal is design-

ing, developing, and delivering learning content, leaders are under constant pressure to prove that 

every penny invested produces the desired results.

There are many things to consider when addressing impact. What is the focus—learning or 

performance, or equal shares of both? What tools do you use? How do you design the measure-

ment and when? How do you make decisions about metrics that are as diverse as qualitative feed-

back, Kirkpatrick’s Four Levels of Evaluation, the Phillips ROI Methodology, and Brinkerhoff’s 

Success Case method? Do you focus on outcomes or outputs? 

Once you have the data, how do you make sense of it? How do you share it with stakehold-

ers who come from different perspectives—and especially those who do not understand the 

language used in our functional domain? How do you display the data? How do you turn numbers 

into a compelling story? How do you make data dance? The chapters in this section will give you 

many ideas. 

In chapter 13, Rachel Hutchinson of Hilti provides an overview of measures that meet the 

needs of the participants, evaluate the effectiveness of programs, and clearly communicate 

markers of achieved success to stakeholders. Using a learner-centric approach, the team at Hilti 
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uses data to inform the original design of the learning solution as well as make updates and changes. In addi-

tion to looking inward, they also benchmark metrics from other companies and use stories and visuals to 

show impact.

In chapter 14, Ron Dickson uses the story of a fictionalized learning professional’s journey from irrele-

vant measures to mission-critical dashboards to demonstrate how to move from important training department 

data to data that is valuable to customers and stakeholders. Part of the process includes conducting analyses 

and interpretation to highlight meaningful trends, point out milestones or anomalies, and provide context as 

needed. While businesses are rarely fully “data-driven,” the tools covered in this chapter can help ensure that 

learning-related business decisions are informed by data.

From a different perspective in chapter 15, Graham Johnston of Deloitte shares the reasoning and 

actions behind moving from a measurement strategy to implementing and maintaining a learning impact 

strategy. This is approached in two ways: the value and impact that the learning function provides to the busi-

ness and the effectiveness of individual learning solutions. For both, impact is achieved by defining outcomes 

up front, and then using those to shape planning and design, the measurement approach, and its continuous 

improvement efforts.
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Section 5
Stakeholder Collaboration

T his section focuses on understanding, communicating with, and influencing those we 

serve in our organizations. While the primary focus is on stakeholders—those who hold 

the keys to success via knowledge, influence, or budget—it can also include customers, 

vendors, and business colleagues. We included a section on stakeholders because we recognize 

the value of collaborative partnerships and governing arrangements when it comes to our ability 

to build organizational capabilities. But this section also reflects on how stakeholder relationships 

can be dependent on the way the learning function is structured. 

Marie Wehrung starts chapter 16 with a business case for the overarching purpose—for 

example, why stakeholders are important. She then uses her expertise in human-centered design 

to provide explicit details for comprehensively understanding all stakeholders using the stake-

holder mapping process. This process is not just about naming stakeholders and identifying their 

respective roles; it includes understanding their point of view and the influence they have in corpo-

rate decision making.  

One of the goals for writing this book was to provide an opportunity for Forum members 

to share interesting projects and practices with the external community. This section features 

entries from several members who volunteered to write partial chapters using stories about 

collaborating with and managing stakeholders. In chapter 17, four members worked with the 

editors to share snippets. Bryan McElroy provides a scenario reflecting what can happen when 
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stakeholders are not involved. Rachel Hutchinson explains how to use the power-interest matrix. Emily 

Isensee shares her experience using advisory groups, and David McGrath uses his sales background to 

explain the importance of building deeper relationships with targeted stakeholders.

In chapter 18 we look at structure and how it influences the configuration of stakeholders, especially 

in terms of a governance board. Learning structure generally runs from completely centralized to decen-

tralized; the a popular hybrid, the federated model, sits in the middle. Using the ideas about structure and 

governance as context, Kozetta Chapman shares a scenario for learning about different structures and the 

importance of governance. Graham Johnston then provides lessons learned from a more established and 

mature model.
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Section 6 
Enabling Learning  
Using Technology 

T his section runs the gamut from fundamental technologies that help the learning func-

tion deliver, monitor, and track learning to emerging technologies that disrupt learning 

and enable personalization, learning paths, and trigger questions for reminders. While 

technology opens doors to making learning content more accessible, realistic, and immediate, it 

also represents the shiny new objects that surface almost monthly, tantalizing and frustrating 

learning leaders just from the sheer volume.

One theme that surfaces throughout this section is that while learning learners do not need 

to be technical geeks, they must be digitally literate and know how technologies are influencing the 

work, the workers, and the learning content. This also implies a growth mindset and a willingness 

to experiment.

In chapter 19, Jerry Kaminski addresses how the learning leader deals with new and emerg-

ing technologies requested from customers, and in the narrative makes a critical point: The place to 

start is clarity on the learning need and the best way to close identified gaps. The next step is to gain 

an understanding of the current capabilities of the technologies already in use. Only after these 

steps are completed is it advantageous to research emerging technologies and their capabilities to 

advance learning options and solutions. 

Terry Copley uses a jungle metaphor to describe Hilti’s venture into emerging technologies in 

chapter 20. As the organization advanced from an LMS to game mechanics, the cloud, and finally 
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virtual and augmented reality, the environment was scary and wrought with unexpected challenges. But there 

were also a few successes that encouraged further exploration and usage. Additionally, they partnered with and 

learned from experts who served as guides to navigate the terrain. While the technology was unfamiliar at the 

time, the team was on solid ground because their focus started with the learner—and the goal was how best 

to build learning assets for modern learning. The experience helped them realized that a different mindset is 

necessary to push us to get uncomfortable with the status quo and venture into a jungle.

Brandon Carson provides a big picture perspective for how work, employee demographics, and learning 

are changing in chapter 21. The more uncertain and complex environment means that every worker at every 

level has new challenges that need to be addressed. In sync with the rest of the book, he expounds on the imper-

ative for learning leaders to focus on the performance required for business results. Within this overview he 

encourages them to adopt a digital frame of mind and simultaneously keep a sharp focus on the human element. 

Additionally, he provides a case study for going mobile.
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Section 7
Innovation

T his section is included in the book because of innovation’s role in enabling organiza-

tions to stay competitive, but also because innovation does not happen consistently 

and pervasively without the leader serving as a model and catalyst. It is up to leadership 

to make sure innovation is part of the culture. Additionally, given L&D’s role as an expert in building 

organizational capabilities, learning functions need to lead by example and push all leaders to think 

differently about the way they develop and provide products and services to their people.

But what is innovation, and how does it happen? The Internet is chockablock with defi-

nitions ranging from being curious and challenging assumptions, to inventing new things, to 

experiencing creative friction, to generating ideas. Some even say innovation is using asso-

ciational thinking to mix concepts, which results in something new and different. Others say 

innovation is not about the ideas that bubble up, but the actions taken to convert those ideas 

into something of value to customers.

Most of the Forum’s members practice some form of innovation—but it looks different 

for each of them. In chapter 22, the Accenture team of Dana Alan Koch, Michelle Webb, and 

Tanya Gibson bring innovative processes to life by making research and innovation a priority.  

They share this research process, which starts with clarity on purpose and what they refer to 

as the “great question.” Their research is conducted by a cross-functional team that has the 

right skills and strengths and uses a practical research methodology including collaborating 
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with external research partners and other internal innovation teams. In sharing their practice, they use one 

of the suggested communication tools: storytelling.

In chapter 23, Graham Johnston of Deloitte provides a variety of ways they not only “keep up” with 

innovation, but make it one of their core values. These processes enable the learning team to address the 

future of work and the distinct needs and preferences of the modern learner. For innovation to be perva-

sive, organizations must have a strong learning culture where learning is viewed as an enabler for indi-

vidual, team, and organizational performance. The daily practices must drive engagement, connections, 

knowledge sharing, and collaboration across the entire organization. Human-centered design is one of the 

tools they have integrated.

Ann Quadagno and Catherine Rickelman of IBM share a variety of tools and techniques they use for 

innovation to keep pace with changes happening in the business in chapter 24. They recognized early on 

that there are many ways to be innovative, but their big takeaways include doing your research, ensuring a 

tight connection to what the business needs are, and continually getting more agile in how you develop and 

deploy your learning content. They provide their ideas and lessons learned about microlearning, bundling 

content, and design thinking.



Section 8
Leader Behavior  

and Practices

T his section is a change in format. In the big scheme of the book, Forum members have 

shared their practices, cases, tools, and techniques all within the context of their indi-

vidual businesses. For the chapters in this section, we interviewed 11 learning leaders 

representing a variety of member companies: 

• Alissa Weiher, Cochlear

• Carmen Reynolds, Boeing

• Chris Holmes, Booz Allen Hamilton

• Cory Bouck, Johnsonville

• Heather Durtschi, Walmart

• Jay Erickson, Hitachi Vantara

• Jeremy Jones, Asurion

• Marguerite Samms, Intermountain Healthcare

• Randall Gross, PeaceHealth

• Terrence Morley, NBCUniversal

• Suzanne Frawley, Plains All American Pipeline

The goal was twofold. First we wanted to understand how they led other learning profession-

als. On a daily basis, how do they operate to enable what their team accomplishes? What would 

a fly on the wall see them doing, saying, and, if possible, thinking? The second goal was to delve 

deeper into how they personally practiced continuous learning. How do they keep ahead of the 

curve with all that is going on in the learning space and in the workplace in general?

Chapter 25 provides many examples of impact when leaders have informal and formal 

opportunities to interact with and support those they lead. These stories zero in on the many 

varied ways leaders create environments where others can excel in their respective roles and 
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collectively work together to positively affect business results. The ideas range from getting uncomfortable 

to being the player’s coach; from being resourceful to focusing on the future; and from using a system’s view 

to modeling servant leadership.

Because leadership is a journey that never ends and continuous learning is critical for everyone, chap-

ter 26 focuses on the ways these leaders build their own capabilities by constantly reskilling, upskilling, and 

new skilling themselves. Some of the examples include using assessments to gain greater awareness of them-

selves and how they show up to others; self-reflecting to gain clarity on values, goals, and purpose; intention-

ally seeking and using feedback to make continuous improvements; and journaling to capture both thoughts 

and ideas.
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