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CorpU Research - Framework

Strengthen 

Leadership 

Bench 

Å Attract the best 

talent in the 

industry

Å Achieve top 

quartile retention 

of key people

Å Improve overall 

employee 

engagement & 

loyalty

Å Become a great 

place to work

Achieve L&D 

Excellence

Become 

Employer of 

Choice

Drive Business 

Impact

Å Align learning 

with key 

business 

priorities

Å Organize L&D to 

support 

continuous 

business change

Å Execute learning 

program design 

and delivery 

efficiently

Å Measure learning 

impact

Å Speed pipeline 

throughput

Å Improve HiPo 

identification & 

development

Å Meet generational 

needs

Å Engage leaders 

as teachers

Å Develop strong 

succession plans

Human Capital Challenges

Å Support top line 

growth

Å Reduce cost

Å Increase profit 

per employee

Å Accelerate 

success of 

mergers & 

acquisitions

Å Support global 

growth

Research Universe
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Å 12 Years of in-depth research and 
benchmarking data with global 
learning organizations

Å Hundreds of organizations surveyed  
annually using quantitative  and 
qualitative methods 

VP, Learning and Talent Management

Å Peer-Reviewed Annual Awards 
Program to identify emerging and 
innovative practices
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Learning Excellence- CorpU Framework



Measurement and Alignment/ Prioritization Remain 
Among Top Priorities
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Leadership

Improving learning transfer

Measurement

Alignment/prioritization

Best practices

Social or informal learning

Perception of value (branding)

Developing a Corporate University

Governance/structure

Shift to eLearning

Economic challenges

LMS (or software) selection

Top Priorities for Learning and Talent Teams (participants selected top 3 priorities)

Source ïCorpU 10th Annual Benchmarking Study of Learning Excellence and Innovation



Learning Excellence- Priorities 2010

ÅLink Alignment  and Measurement

ÅCreate Understandable Value

ÅMeasure with the Business

ÅPrioritization

ÅAddress Critical Requirements

ÅAdopt/Refine Portfolio Management Approach

ÅMaintain Flexibility

ÅOperate these in concert to provide solutions to critical 

business problems



Link Alignment and Measurement

Source ïCorpU 10th Annual Benchmarking Study of Learning Excellence and Innovation
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Link Alignment and Measurement
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L&D Investment-
Potential Impact From Linkage Breakdown

Budget Priority Will Take Risks Solves Problems



Link Alignment and Measurement

ÅBe Business Focused

ÅSegment Programs 

ÅEstablish a Joint Venture Framework

ÅEstablish Business Goals

ÅContract with the Business

ÅLet the Business Be Your Measurement

ÅLet the Business Do the ROI

ÅBe Competitive

ÅUse Tactical Measures for Tactical Programs

ÅBenchmark Externally

ÅReport



Prioritization-Portfolio Management

Business Impact Risks & Resources

Business Driver Internal Asset Availability

Role of Training Partner Asset Availability

Financial Impact Program History

Associated Business MetricsProbability of Success

Available Measurement Budget Concentration

Reach

Urgency



Prioritization



Leadership Is The Top Priority
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Leadership

Improving learning transfer

Measurement

Alignment/prioritization

Best practices

Social or informal learning

Perception of value (branding)

Developing a Corporate University

Governance/structure

Shift to eLearning

Economic challenges

LMS (or software) selection

Top Priorities for Learning and Talent Teams (participants selected top 3 priorities)

Source ïCorpU 10th Annual Benchmarking Study of Learning Excellence and Innovation



5 Areas of Key Findings From Qualitative Study

Business 
Strategy = 
Leadership 
Strategy

Leadership 
Transformation 
Drives Business 
Transformation

Enable Growth

Distribute 
Decision-
making

Intense 
Leader 

Engagement

Teaching and 
Storytelling

Wisdom 
Through 

Experience -
Mentoring

Talent 
Processes

Early 
Identification

Assessing 
potential

Valued as 
Strategic Asset

Protected From 
Budget Cuts

Outcome 
Measurement

Performance 
Results and 
Movement

Employee 
Engagement

External View -
Brand

Integrated 
System

Forecasting 
and Planning

Learning and 
Developing

Retaining and 
Measuring 

Value



Intense Engagement By Senior Leaders
WHY?
Å Extend the influence of the senior team and 

increase leadership capacity in business 
units and regions

Å Develop effective decision-making at lower 
levels in the organization

Å Improve alignment of strategy with 
operating plans, tighten execution and 
create space for innovation

HOW?
Å Leaders feel a deep responsibility for 

developing other leaders

Å Employ a Leaders as Teachers approach; 
help leaders develop and share a 
ά¢ŜŀŎƘŀōƭŜ tƻƛƴǘ ƻŦ ±ƛŜǿέϰ

Å Engage leaders in all talent processes, and 
hold them accountable for developing and 
retaining key people

òOur CEO really 

wants to get to know 

people on a personal 

level.  He responds to 

every eMail he 

receives.  We have to 

coach him to be 

careful about the time 

he spends developing 

people.ó

VP, Learning and Talent Management



IDENTIFY

DEVELOP

ASSESS

RETAIN 

Strengthen Brand Maximize Potential

BI and Forecast

FORECAST AND PLAN

Leading Indicators
Proactive vs. Reactive Mgmt.

(how many do we need and when?)

TEACH, STRETCH, MENTOR

(what learning and experiences)

IDENTIFY SUCCESSORS

(who shows great potential)

Organization Learning
Depth, breadth of experiences

DISTRIBUTE EXPERTISE

(assignments to optimize value)

Continuous Improvement

Adjust capabilities as needed

Adaptive Organization

Pools, not position-based
Guarantee Readiness

LEADERS
AS 

TEACHERS

How Leaders Are Involved



Strategic

Value-adding

Early Stage

DIMENSION ïLEADER ENGAGEMENT (Leaders As Teachers)

Beginner

Leadership competencies include developing others but performance is not 

closely monitored or measured. Leaders serve as coaches to direct team 

members and participate in informal mentoring programs but commitments 

are inconsistent and learning outcomes are not measured. 

No formal program or structure exists to develop leaders 

as teachers.  Little or no accountability for developing 

other leaders.  Participation in formal learning programs is 

more about communication than aligning strategies 

through learning.

Leaders integrate their personal points of view and experiences teaching. Leader-teachers 

create a common vocabulary and help to sustain critical business initiatives across the 

enterprise. Formal programs are in place to train and certify leader-teachers. Development for 

emerging leaders includes teaching other leaders.  Leaders evaluate talent in succession plans.

Company culture values teaching and learning, and leaders are passionate about developing others. The leader-

teacher approach is a key tool to refine strategies and improve alignment with operating plans. A continual exchange 

through teaching improves organization agility. Formal measures track development and retention of key talent as a 

corporate asset and leaders are held accountable.  Leaders devote significant time to development activities. 

Reference Model ςDevelop Leaders



44%

44%

36%

35%

33%

28%

28%

24%

19%

14%

0% 5% 10% 15% 20% 25% 30% 35% 40% 45% 50%

Participate in the design of leadership development 
programs

Participate in talent review meetings for our succession plan

Participate as mentors in action learning programs

Teach regularly in our leadership program

Serve on governing boards to guide learning/talent 
strategies

Participate in the design of technical/functional training

Teach programs not related to leadership development

Participate in talent review meetings for roles outside the 
leadership pipeline

Participate in action learning review sessions

None of the above

How Leaders Are Engaged In Learning and Talent Activities

Source ïCorpU 10th Annual Benchmarking Study of Learning Excellence and Innovation



Formal Work Domain:

ÁOperations, Performance Management

ÁHuman Resource Management

ÁSupply Chain Management

ÁGeographical Divisions

ÁMarketing

ÁManufacturing

Áetc.

Informal Work Domain:

ÁVirtual Teams

ÁCommunities of Practice

ÁExpert Networks

ÁKnowledge Communities

Á Inside and outside the 

organizational boundaries

From hierarchiesé      to    networked hierarchies

The World is Changing



ñYou are about to see the most 

fundamental change in businesses 

and government on a global basis 

that youôve ever seen. 

Moving from command and control to 

collaboration and teamwork, enabled 

by technology, it will allow for a 

generation of productivity and new 

models.ò 

Cisco CEO John Chambers speaking at 

MIT, Winter, 2008

Leaders seeing the change



ÅLearning Theory

Social Learning 

Executive 

Council
ÅOrganization Change

ÅTechnology



Lesson
ÅGive employees Flipcams ($100)

ÅCapture 2-3 minute sales tips & tricks

ÅUpload to private video sharing site at HQ

ÅVote for best videos; give out awards

ÅHave employees develop rich profiles

ÅñBuild Your Legacyò

ÅConnect via Knowledge Hubs and 

Communities of Practice

ÅShare Knowledge, Learn, Teach, 

Collaborate

ÅBuild a Community

ÅShare Documents, Videos, Media

ÅBlogs, Wikis, Document Libraries

ÅSearch

Innovation

Putting Change to Work



Social LearningSocial Collaboration

Traditional Learning & HR


