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A Framework for Member Conversations

The mission of Gartner’s CEB Leadership Councils is to help executives and their teams harness their growth potential by taking 
insights from the best companies to save time and make better decisions. When we bring leaders together, it is crucial that our 
discussions neither restrict competition nor improperly share inside information. All other conversations are welcomed and 
encouraged.

Confidentiality and Intellectual Property 

These materials have been prepared by Gartner, Inc. and/or its affiliates (“Gartner”) for the exclusive and individual use of our 
CEB Leadership Council member companies. These materials contain valuable confidential and proprietary information belonging 
to Gartner, and they may not be shared with any third party (including independent contractors and consultants) without the 
prior approval of Gartner. Gartner retains any and all intellectual property rights in these materials and requires retention of the 
copyright mark on all pages reproduced.

Legal Caveat

Gartner, Inc. and/or its affiliates (“Gartner”) is not able to guarantee the accuracy of the information or analysis contained in 
these materials. Furthermore, Gartner is not engaged in rendering legal, accounting, or any other professional services. Gartner 
specifically disclaims liability for any damages, claims, or losses that may arise from a) any errors or omissions in these materials, 
whether caused by Gartner or its sources, or b) reliance upon any recommendation made by Gartner.

Note: This presentation has been enhanced with 
interactive elements. Below is a legend of these items 
that you will see throughout the document for quick 
reference.

Your Response
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Learning Advisors  
impact business outcomes  

by leveraging their L&D  
and business expertise to 

proactively influence talent  
and business decisions.

Project # 172783

Catalog # LDR172783

Year Range 2012-2017

Project # 174881

Catalog # LDR174881

Year Range 2014-2017



 4© 2014–2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180650

02-Feb-2018

Graphics standard notes.

ler•ning ad•vīzar

Learning Advisors  
impact business outcomes  

by leveraging their L&D  
and business expertise to 

proactively influence talent  
and business decisions.

Project # 174881

Catalog # LDR174881

Year Range 2014-2017



 5© 2014–2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180650

02-Feb-2018

Graphics standard notes.

ler•ning ad•vīzar

Learning Advisors  
impact business outcomes  
by leveraging their L&D  

and business expertise to 
proactively influence talent  

and business decisions.

Project # 170113

Catalog # LDR 170113

Year Range xxxx–xxxx

Project # 174881

Catalog # LDR174881

Year Range 2014-2017



 6© 2014–2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180650

02-Feb-2018

Graphics standard notes.

ler•ning ad•vīzar

Learning Advisors  
impact business outcomes  

by leveraging their L&D  
and business expertise to 

proactively influence talent  
and business decisions.

Project # 170113

Catalog # LDR 170113

Year Range xxxx–xxxx

Project # 174881

Catalog # LDR174881

Year Range 2014-2017



 7© 2014–2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180650

02-Feb-2018

Graphics standard notes.

ler•ning ad•vīzar

Learning Advisors  
impact business outcomes  

by leveraging their L&D  
and business expertise to 

proactively influence talent  
and business decisions.

Project # 170113

Catalog # LDR 170113

Year Range xxxx–xxxx

Project # 174881

Catalog # LDR174881

Year Range 2014-2017



 8© 2014–2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180650

02-Feb-2018

Graphics standard notes.

“Traditional” L&D Expertise “Emerging” Business Expertise

KEY LEARNING ADVISOR SKILL SETS
The Learning Advisor Model

Project # 170113

Catalog # LDR 170113

Year Range xxxx–xxxx

Source:	CEB analysis.

Project # 174881

Catalog # LDR174881

Year Range 2014-2017

L&D Terrain 
Knowledge

L&D  
Process  

Skills

Analytical  
Skills

Client- 
Specific  
Business  
Acumen
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“Emerging” Business Expertise“Traditional” L&D Expertise

Project # 170113

Catalog # LDR 170113

Year Range xxxx–xxxx

L&D Terrain 
Knowledge

L&D  
Process  

Skills

Analytical  
Skills

Client- 
Specific  
Business  
Acumen

Advisory 
Capability

Project # 174881

Catalog # LDR174881

Year Range 2014-2017

KEY LEARNING ADVISOR SKILL SETS
The Learning Advisor Model

Source:	CEB analysis.
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ROADMAP

What Is a 
Learning Culture 

And Why Is It 
Important?

What Does 
a Productive 

Learning Culture 
Look Like?

How Do I Build 
a Productive 

Learning Culture at 
My Organization?
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LEARNING CULTURE DEFINED

A Learning Culture reflects what and how 
employees learn within an organization, 

as demonstrated by employees’ everyday 
learning behaviors 

	 The real differentiation of a learning 
culture is working with and through 
other stakeholders to ensure good 
learning is happening ... managers, 
leaders, and even employees 
themselves.”

	 L&D has to better understand all the 
ways in which learning can happen 
outside our function to best support  
a functioning learning culture.”

	 To me, a building a learning culture 
means enabling better learners.”

	 ... It’s really the support and structure 
to ensure learning can easily happen 
on the job.”
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L&D TURNS TO LEARNING CULTURE

3 in 4 heads of L&D are prioritizing building a culture 
of learning to expand their sphere of influence to 
include learning from both L&D and non-L&D sources. 

Heads of L&D Prioritizing Learning Culture 

n = 7,309.
Source:	CEB 2017 Manager 

Effectiveness Survey.

n = 23,764.
Source:	CEB 2014 Learning Culture 

Survey.

n = 23,764.
Source:	CEB 2014 Learning Culture 

Survey.

n = 76.
Source:	CEB L&D Unified 

Benchmarking Platform.

1. Fast Changing Skills 

19% of the skills 
employees learned in the 
last year are no longer 
relevant today and 37% 
of the skills they use 
today were learned in 
the last year.

3. Greater Demand for 
Just-in-Time

57% of employees 
expect learning to be 
just in-time.

4. Increased L&D 
Spending to Keep Up

The average L&D 
function has increased 
spending by 16% in 
the last three years to 
keep pace with today’s 
learner.

2. More Learning 
Happening Outside L&D

79% of learning comes 
from non-L&D sources.
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DRIVING TOWARDS LEARNING PARTICIPATION
Formal Learning

Investing in More Formal Learning Opportunities Advocating the Importance of On-the-Job 
Learning

Seventy-five percent of heads of L&D are 
actively promoting the importance  

of on-the-job learning.

Sixty-six percent of heads of L&D  
are prioritizing building more 

 relevant content.
Source:	CEB analysis.

Informal Learning
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“PARTICIPATION” IS NOT THE ANSWER 

Examples of Wasted Learning
■■ Picking up the wrong lessons from an on-the-job learning experience 

■■ Spending time looking for non-relevant resources

■■ Engaging in stretch assignments that are not relevant for current or future roles

■■ Attending formal training programs for a job an employee is leaving

A Focus On Learning Participation Results In Wasted Learning

Effectiveness of Formal Learning (In 
Building Key Skills and Knowledge)
Percentage of Employees

Effectiveness of Informal Learning (In 
Extracting Useful Lessons from on-The-Job 
Learning) 
Percentage of Employees

35% 
Agree

45% 
Agree

65% 
Disagree

55% 
Disagree

n = 23,339 (2012); 9,654 (2008).
Source:	CEB 2012 New Work Environment Survey; CEB 2008 Learning 

Effectiveness Survey.

n = 1,614.
Source:	CEB 2013 Leadership Development Survey.Employees only apply half of what they learn in 

formal learning programs
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FROM PARTICIPATIVE TO PRODUCTIVE 

Key Components:

1.	 Increasing Choice: High volume and 
variety of learning opportunities

2.	Building Learning: Learning is designed 
to teach new business skills and 
knowledge.

3.	Promoting Employee Ownership of 
Individual Learning: Focus on individual 
ownership for learning participation.

Key Components:

1.	Directing Choice: Select number of 
relevant and appropriate learning 
opportunities

2.	Building Learners: Learning is designed 
to teach employees how to learn new 
business skills and knowledge.

3.	 Driving Shared Ownership of Learning 
Environment: Focus on shared ownership 
for building a learning environment.

Source:	CEB analysis.

Only 10% of organizations have a productive learning culture.

Culture of Learning Participation Productive Learning Culture
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ACHIEVE YOUR LEARNING ADVISOR GOALS 
Business Outcomes

“When I am interviewing for L&D staff today, I am looking for how they can create connections across the 
business, engage business leaders and curate for business impact, to help our function build a learning culture.”

Head of Learning and Talent Development
Professional Services 

Employee Outcomes

Learning Leaders Need Staff to Create a Learning Culture 

Source:	CEB analysis.

Revenue Growth

∆ = 1.4%

Profit Growth

∆ = 3.2%

Performance

∆ = 12%

Time Learning

∆ = 11%

Organization Without 
a Productive Learning 
Culture

Organization 
with a Productive 
Learning Culture

Organization Without 
a Productive Learning 
Culture

Organization 
with a Productive 
Learning Culture
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ROADMAP

What Is a Learning 
Culture And Why 
Is It Important?

What Does 
a Productive 

Learning Culture 
Look Like?

How Do I Build 
a Productive 

Learning Culture at 
My Organization?
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MODEL OF A PRODUCTIVE LEARNING CULTURE 
The Three Components of a Productive Learning Culture

3
Learning 

Environment

Productive 
Learning 
Culture

2
Learning 

Capability

1
Learning  

Experience

In a productive learning culture, what and how 
employees learn is driven by the right learning 
experience, capability and environment.

Learning Experience

Employees have 
access to high-quality 
learning that’s easy 
to consume, access 
and applicable to 
employees’ careers.

Learning Capability

Employees know how 
to learn, not just which 
new business skills and 
knowledge to learn.

Learning Environment

Employees not only 
own their individual 
learning but also share 
ownership of the 
learning environment.

Source:	CEB analysis.
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IS YOUR LEARNING CULTURE PRODUCTIVE?
Diagnostic

1. �Do I make learning easy for employees to find and 
consume in their moments of need?

Yes

No
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2. �Do I curate the right resources so my employees are 
not overwhelmed by all the learning options?

Project # 170113

Catalog # LDR170113PR

Year Range 2015-2017

1. �

IS YOUR LEARNING CULTURE PRODUCTIVE?
Diagnostic

Yes

No
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3. �Do my employees understand how to engage in 
effective development interactions?

Project # 170113

Catalog # LDR170113PR

Year Range 2015-2017

1. �

2.

IS YOUR LEARNING CULTURE PRODUCTIVE?
Diagnostic

Yes

No
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4. �Do my employees willingly share their knowledge and 
contribute to the learning around them?

Project # 170113

Catalog # LDR170113PR

Year Range 2015-2017

1. �

2.

3.

IS YOUR LEARNING CULTURE PRODUCTIVE?
Diagnostic

Yes

No
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5. �Do I support the L&D team to hold the workforce 
accountable to the learning culture?

Project # 170113

Catalog # LDR170113PR

Year Range 2015-2017

1. �

2.

3.

4.

IS YOUR LEARNING CULTURE PRODUCTIVE?
Diagnostic

Yes

No
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Result
If you selected “NO” for  
many of these questions,  

then let’s get started.

Project # 170113

Catalog # LDR170113PR

Year Range 2015-2017
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ROADMAP

What Is a Learning 
Culture And Why 
Is It Important?

What Does 
a Productive 

Learning Culture 
Look Like?

How Do I Build 
a Productive 

Learning 
Culture at My 
Organization?
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WHAT IS HARD?
Barriers to Building a Learning Culture 

Source:	CEB analysis.

?
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WHAT IS HARD?
Barriers to Building a Learning Culture 

Source:	CEB analysis.

Employees are 
overwhelmed 
by too much 

content

Employees don’t 
prioritize learning 
in their day-to-day 

Employees don’t 
feel accountable 

to facilitate 
learning in their 

environment 

Learning is only seen 
as classroom training

Employees engage 
in more learning 

outside of L&D, but 
don’t know how to 

learn

It is hard to 
measure its 

effectiveness 

Leaders are 
not bought in
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Source:	CEB analysis.

WHAT IS HARD?
Barriers to Building a Learning Culture 

Employees are 
overwhelmed 
by too much 

content Employees don’t 
feel accountable 

to facilitate 
learning in their 

environment 

Employees engage 
in more learning 

outside of L&D, but 
don’t know how to 

learn

Fifty-seven 
percent of 
employees think 
learning is hard 
to find and 55% 
of employees 
think learning 
is hard to 
consume.

While over 
65% of leaders, 
employees 
and managers 
support creating 
a productive 
learning 
environment, no 
one stakeholder 
feels ownership. Eighty percent 

of employees 
self-report 
they are not 
effective 
learners. 
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MODEL OF A PRODUCTIVE LEARNING CULTURE
Component 1: Learning Experience

3
Learning 

Environment

Productive 
Learning 
Culture

2
Learning 

Capability

1
Learning  

Experience

Challenge: Employees 
are overwhelmed by 
learning, finding it 
hard to access and 
consume.

Key Action: Better 
curate content to 
make employees’ 
learning experience 
effortless

Learning Advisor 
Skills: 

 Curation mindset 

 Judgment skills

Source:	CEB analysis.
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CURATE EXISTING LEARNING PORTFOLIO
Streamline Existing Learning Portfolio 
Eliminate, Rework, or Keep 

Inputs to Help Evaluate:

Access Learning Data: 
■■ LMS
■■ Employee learning 
assessment 

Ask Line Leaders:
■■ What are the key goals of 
the business strategy? 

■■ What are the demands 
of the changing work 
environment? 

■■ Is a learning solution 
needed?

Low Content Effectiveness High Content Effectiveness 

Lo
w

 C
o

nt
en

t 
R

el
ev

an
ce

 Eliminate

If it is not effective and there 
is no pressing business need, 
eliminate from your portfolio. 

Realign

If it is popular or effectively 
develops skills, but has little 
relevance to current business 
goals, realign to business 
strategy. 

H
ig

h 
C

o
nt

en
t 

R
el

ev
an

ce
 Rework

If there is a market for the 
content but the material is 
ineffective, this is a prime 
candidate to be reworked.

Maintain 

If it is both effective and 
relevant to current business 
needs, keep in your portfolio. 

This often occurs when 
the employee experience 
is not taken into account 
during design

Source:	CEB analysis.
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LIMIT LEARNING CHOICE WITH ANALYTICS
LPL Financial’s Two-Part Approach to Cutting Irrelevant Learning Content

Filter 1:
Relevance to 
Employees

L&D goes beyond evaluating 
learning content based on its use to 
understand its effects on employee 
performance.

L&D partners with line leaders to 
understand the business strategy’s 
implications for each business unit.

Filter 2:
Relevance 

to the 
Business

Source:	LPL Financial; CEB analysis.

Use Analytics to Make Data-Driven 
Decisions on Content Relevance 
Inputs Include:

■■ LMS Data—Employee 
participation rate, learning 
completion rate

■■ Employee Learning Assessment 
Data—Potential of learning 
content to improve learners’ 
performance and achieve 
development goals, relevance of 
learning content to the learners’ 
job, and whether learners would 
recommend the learning to peers 
working in a similar role

Use Informed Judgment to Cut 
Content Based on Business 
Acumen
Inputs Include: 

■■ Key goals of the business strategy
■■ Talent implications of the business 
strategy

■■ Key skill gaps that need to 
be filled to meet the business 
strategy

Project # xxxxxx

Catalog # LDR9491114SYN

Year Range 2011-2018
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1. Identify two programs that haven’t been working. 

2. Brainstorm the potential problems with each program.

3. Document 2-3 inputs/perspectives that you would gather to identify key next steps. 

4. Identify 2 action steps to improve the program, or determine if you need to eliminate the program. 

EXERCISE: CURATE YOUR LEARNING OFFERINGS 
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MODEL OF A PRODUCTIVE LEARNING CULTURE
Component 2: Learning Capability 

3
Learning 

Environment

Productive 
Learning 
Culture

2
Learning 

Capability

1
Learning  

Experience

Challenge: Employees 
do not know how to 
learn effectively 

Key Action: Support 
employees to become 
better learners 

Learning Advisor 
Skills: 

 Learning Expertise

 Business Acumen

Source:	CEB analysis.



 34© 2014–2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180650

02-Feb-2018

Graphics standard notes.

Design learning 
programs to teach 
critical content 

Organize learning 
solutions around 
content area

Design learning 
programs to boost 
awareness of how 
to learn 

Organize learning 
solutions around 
productive 
learning habits 

A Focus on Just Teaching Learning 
Content

L&D Effectively Teaches Employees to 
How to Learn

A Focus on Creating Productive 
Learners

TEACH HOW, NOT JUST WHAT, TO LEARN 

16% 
Agree

84% 
Disagree

n = 61.
Source:	CEB 2014 Head of L&D Learning Culture Survey
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PRIORITIZE LEARNING BEHAVIORS TO BUILD 
Five Productive Learning Behaviors

Tips to Create a List of Learning Behaviors: 
■■ Find which learning behaviors set apart your most “agile” or “ready-to-learn” employees.

■■ Determine which learning behaviors can be linked to business priorities.

■■ Solicit line leaders’ perspective to determine which learning traits they look for most in 
employees.

■■ Ask employee how they tend to address their skill gaps.

■■ Diagnose employees’ “learning fitness.” 

■■ Ensure the learning behaviors are well-defined and tangible. 

Prioritize 
Prioritizes high impact 
learning opportunities 

Extract 
Extracts useful information 
from learning experiences

Contribute 
Shares subject matter 
knowledge with others 

Connect 
Sources assistance and 

diverse input from internal/
external networks

Reflect 
Reflects on potential uses  

and limits, of learning

Source:	CEB analysis.
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EMBED BEHAVIORS IN EXISTING PROGRAMS 
Sample Learning Reflection: Amdocs’ Barriers to Action Identification

Steps to Ensure Application
Instructions: Participants work in small groups or peer-consulting pairs to plan how to apply 
their new understanding of the manager role after the program.

1. Incentives for Inaction

What incentives exist within our current environment that prevent behavior change?

I am used to prioritizing meeting performance goals over  
addressing the development needs of my direct reports.

2. Blockers

What are the barriers to achieving success?

Most of my team is virtual, which makes it harder for me to understand how they 
are really feeling.

3. Needle Movers

What are the main activities you can focus on that will elevate your  
performance as a manager?

I can look for opportunities to get more face-to-face time with my employees, such 
as extending our video chat check-ins to 45 minutes.

4. Accountability Mechanisms

When have I made a big change in my life, and what support did I have?

Like when I was getting into running, I will share my new perspectives, blockers, 
and needle movers with my spouse and ask her to hold me accountable.

Source:	Amdocs; CEB analysis.



 37© 2014–2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180650

02-Feb-2018

Graphics standard notes.

EXERCISE: BRAINSTORM HOW THEY FIT 

Think of an important learner segment, and then write down an existing program for that segment. 

What productive learning behaviors could you incorporate into this program to improve learning capability?

Identify two action steps to incorporate these behaviors. 

Prioritize Extract

Contribute

Connect

Reflect
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MODEL OF A PRODUCTIVE LEARNING CULTURE
Component 3: Learning Environment 

3
Learning 

Environment

Productive 
Learning 
Culture

2
Learning 

Capability

1
Learning  

Experience

Challenge: There is no ownership over creating 
and sustaining the learning environment 

Key Action: Reinforce Ownership Over the 
Learning Environment

Learning Advisor Skills: 

 �Clear role and 
expectation-setting 

 �Facilitating the 
environment 

Source:	CEB analysis.
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TRAITS OF A PRODUCTIVE LEARNING ENVIRONMENT
Maximum Impact of Attribute on Performance

Attribute Definition

Fair Employees perceive that learning opportunities are fairly distributed and learning contributions 
are assessed fairly.

Open Employees feel open to giving and receiving learning contributions from others.

Relevant Employees perceive that relevant learning contributions are exchanged between employees.

Safe Employees feel safe taking risks and failing when learning.

Clear Employees perceive learning processes, practices, and opportunities to be clear and simple.

0%

7%

14%

0%

7%

14%

  

14%

11% 10% 9% 8%

Fair Open Relevant Safe Clear

35% 60% 22% 50% 20%
Employees Reporting 
Presence of Attribute

n = 23,764.
Source:	CEB 2014 Learning Culture Survey.
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ASSESS YOUR LEARNING ENVIRONMENT 

Directions: Use the questions below to self-assess your organization’s learning environment. Use the ratings from this 
self-assessment to determine which attributes to focus on first.

Attribute Definition Rating

Fair Employees perceive that learning 
opportunities are fairly distributed 
and learning contributions are 
assessed fairly.

1
Very  

Unfair

2 3
Neither Fair nor 

Unfair

4 5
Very  
Fair

Open Employees feel open to giving and 
receiving learning contributions from 
others. 

1
Not at All 

Open

2 3
Neither Open 
nor Restricted

4 5
Very  
Open

Relevant Employees perceive that relevant 
learning contributions are exchanged 
between employees.

1
Very 

Irrelevant

2 3
Neither 

Relevant nor 
Irrelevant

4 5
Very 

Relevant

Safe Employees feel safe taking risks and 
failing when learning. 1

Very 
Unsafe

2 3
Neither Safe 
nor Unsafe

4 5
Very  
Safe

Clear Employees perceive learning 
processes, practices, and 
opportunities to be clear and simple.

1
Unclear

2 3
Neither Clear 
nor Unclear

4 5
Very  
Clear

Point Total
10 and below: The environment 
is not conducive to learning 

11 - 18: The environment is 
somewhat conducive to learning 

19 and above: The environment 
is conducive to learning 
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ENABLE AND SUPPORT OWNERSHIP

Use managers to discuss 
employees’ roles in the 
learning environment and set 
shared ownership expectations

Provide teams the tools and 
guidance to propel the learning 
environment forward

Ensure employees feel 
personally accountable for the 
learning environment 

Tactics to Provide Managers:

■■ Set the tone by discussing your 
own strengths and development 
objectives

■■ Link development and skill 
sharing explicitly to project 
workflows 

■■ Consider complementary 
skillsets when assigning project 
groups

■■ Incorporate skill sharing in team 
meetings

Tactics for the Team:

■■ Have teams create a shared 
development contract, detailing 
tactile goals and action steps 

■■ Create a champion in each 
business unit or team to increase 
intentionality around the learning 
environment they are creating 

■■ Integrate team skill sharing 
into classroom training to start 
building a habit

Tactics for Employees:

■■ Ensure employees discuss how 
they contributed to the success 
of others during performance 
review conversations 

■■ Involve senior leadership in 
the communication to show 
importance 

■■ Increase employees’ self-
awareness of their impact on 
their teams 
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MAKE IT EASY FOR MANAGERS
Use Managers to Discuss Employees’ Roles in the Learning Environment 
Sample Manager Discussion Agenda for a Team Meeting 

1.	Outline the Importance of a Learning Environment 
■■ We work together to execute strategy and grow our skills both individually and as an 
organization. We should … 

■■ Openly discuss improvement areas that will allow us to work better together; 

■■ Seek and accept feedback from stakeholders and coworkers; and 

■■ Provide clear opportunities for team members to develop new skills and talents. 

2.	Provide Sample Team Discussion Questions 
■■ On our team, how can we help each other develop, while simultaneously achieving 
business results? 

■■ Should we be doing some tasks differently than we currently do? 

■■ What are the rewards for ensuring our decisions support a productive learning 
environment? 

3.	Plan for Action 

■■ On our team, what steps do we need to take as a group to achieve a productive 
learning environment? 

■■ What responsibilities does each employee hold for supporting the learning 
environment? 

■■ How will we hold each other accountable for supporting a learning environment? 
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MODEL OF A PRODUCTIVE LEARNING CULTURE 

3
Learning 

Environment

Productive 
Learning 
Culture

2
Learning 

Capability

1
Learning 

Experience

Source:	CEB analysis.
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ACTION PLAN: GET STARTED

Revisit the action steps you’ve thought through for each section, and spend a minute to make it more tangible. Who do 
you need to talk to? By when? What other inputs will you need?

Learning experience
Recall the first steps you determined to get started. 

	1.	

	2.	

Who would you need to partner with to achieve these goals? When will you meet with them to discuss?

Partners Dates

Learning Capability

Recall the first steps you determined to get started.

	1.	

	2.	

Who would you need to partner with to achieve these goals? When will you meet with them to discuss?

Partners Dates

Learning Environment
What are three things you can do to get started to improve your learning environment evaluation?

	1.	

	2.	

Who would you need to partner with to achieve these goals? When will you meet with them to discuss?

Partners Dates
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