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Introduction

Two options are quickly becoming 
apparent to solve this challenge, 
leveraging the concept of a “Learning 
Ecosystem” comprised of multiple 
technology solutions. One way is to 
separately purchase dedicated solutions 
and integrate them. The other is to buy 
from a provider who has combined all 
the necessary components within one 
self-contained ecosystem.

The need to deliver a completely 
new, relevant and contextual learning 
experience requires L&D teams to 
revisit what learning technology must 
do. The learning technology landscape 
continues to evolve at a breakneck 
pace and organizations struggle to keep 
up. The goal of this report is to assist 
organizations in thinking through their 
technological decision-making and 
business case development for choosing 
the right learning technology ecosystem.

Learning organizations are 
facing the need to address 
the increasingly complex 
requirements of their learners. 

The impact of a new 
hybrid work dynamic, 
in-person and remote, 
significantly impacted 
organizations’ need 
to create and deliver 
learning. 

Business Impact: 
What does the research say?

Questions to Consider: 
What are the questions 
organizations must ask before 
making an investment?
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Business Need: 
What are the top challenges 
with learning technology?

Building a Business Case: 
What are the action steps to 
gain buy-in?

Solution: 
What is the next generation 
of learning technology?

Stakeholder Analysis: 
Who are the key stakeholders 
and what must they know?

Metrics: 
What are the best ideas for 
correlating your technology with 
improving learning metrics?
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To be truly effective, organizations’ 
learning technology should address 
each aspect of the entire learning 
spectrum. For many organizations, 
the terms “learning,” “training” and 
“development” are synonymous and 
interchangeable, but that often leads to 
a myopic view of the challenges at hand. 

Organizations have unique and 
distinct learning needs that must be 
appropriately addressed. Training 

is required; learning provides 
personal value and development is a 
continuous journey. Each stage is 
critical to the health of the company. 
An end-to-end approach enables a 
company to protect the organization 
and its individuals through training 
to ensure compliance and increase 
employee retention and engagement 
in a world of skills gaps with learning, 
and future-proof the organization 
with continuous development.

Source: Skillsoft
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69%74%

Business Impact

The business impact of each stage is also unique to each 
organization. Compliance training can involve anything from a 
review of the employee manual to training on critical life-or-death 
matters. Not only does it affect most companies, but it touches 
every employee as well. Failure to execute effectively could result 
in consequences ranging from a sternly written letter to the end 
of the business. 

On a scale of 1 to 5, please rate the effectiveness 
of your compliance training in terms of meeting 

the needs of your organization.

Getting people trained effectively and efficiently ensures optimal 
performance more quickly and mitigates the kind of risk that poor 
attention to detail can create in compliance training. 

As the spectrum transitions from training to learning, the 
focus becomes about closing skills gaps and retaining talent. 
As organizations face unprecedented change and volatility, the 
need to quickly and effectively reskill and upskill their workforce 
to meet new demands increases dramatically. However, most 
companies remain challenged by how to accomplish that. Building 
new skills and upskilling are the top two learning priorities for 
organizations as they navigate their way out of the pandemic.

Source: Brandon Hall Group, COVID-19: Impact on Workplace Practices Study

Source: Brandon Hall Group, Reimagining Compliance Training Study

Please rate the importance of the 
following as your organization continues 
to recover from the COVID-19 pandemic.

Upskilling/reskilling 
for the organization’s 
future needs

Training in skills 
needed now

Highly or
critically

important

Not at all effective    Extremely effective

3%

8% 36% 41% 12%

1 2 3 4 5
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In the face of The Great Resignation, 
organizations are also searching for ways 
to hold onto the talent they currently 
have. Providing the right learning 
opportunities that allow employees to 
grow in their roles — and into new ones 
— drives retention. Companies have to 
recognize that they will be unable to hire 
their way out of today’s challenges. They 

must identify and close skills gaps and 
enable stronger internal mobility.

This need to develop skills to prepare for 
the future of work is where development 
comes in. Companies are challenged 
to cultivate these future skills because 
they don’t know what they are, they 
don’t know how to build them and they 

don’t know who should be developed. 
Additionally, just 36% of companies in 
Brandon Hall Group’s Career Development 
Study say their career development 
program strongly considers learning and 
development paths. This means that 
most companies are not doing a good 
job of growing people into the roles the 
business needs to be successful.

Not at all effective                      Extremely effective

1 2 3 4 5

On a scale of 1 to 5, to what extent do you feel that your approach to learning and 
development at this time is positioning you well to meet future of work requirements? 

Source: Brandon Hall Group Upskilling and Reskilling Study

3% 16% 30% 34% 16%
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Brandon Hall Group’s research shows the current state of learning budget allocations. Organizations 
need to significantly increase their technology budgets to deliver a next-gen level of training and 
learning that will drive breakthrough business results.

Businesses also 
need to leverage 
cost-benefit 
analysis of their 
organizations 
in providing 
next-generation 
learning.

What percentage 
of the L&D budget 
is allocated to the 
following areas?

How much do you expect each area of the L&D budget to increase 
in the next year?

2% 5% 2%5%2%

0%
Less than 25%
25%-50%
51%-75%
75% or more

The learning department 
(headcount)

The learning department 
(headcount)

Learning technology

Learning technology

Non-technical spending
(content, administration, 

outsourcing)

Non-technical spending
(content, administration, outsourcing)

Source: Brandon Hall Group, State of Learning Practices Study

Source: Brandon Hall Group, 
State of Learning Practices Study

45%

27%

29%

18%
20%

34%

45%

28%

41% 48%

30%
6%

15%
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Key areas of focus for training and 
learning advancement are the following:

• Compliance training needs to be re-imagined, driving 
a greater ROI for the time and resources that are 
currently being devoted to this form of training.

• Employee retention is a critical initiative within 
organizations and a top reason for employees 
leaving their organization is the lack of development 
opportunities. Employees need to feel they can 
continue to grow in their careers. 

• Skills gaps are costing organizations millions of dollars 
and the need to close these gaps quickly is a critical 
success factor in their success.

• Future-of-work requirements are forcing organizations 
to think ahead and plan for the development of their 
employees.

• Learning organizations cannot meet these demands at 
scale without a robust learning technology ecosystem.
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Establishing the need for a robust learning technology ecosystem 
is step one, but there are challenges with selecting and 
implementing this ecosystem. What are the top challenges with 
learning technology based on business needs?

• Extendibility without compromise of quality and fit — 
Organizations must scale their learning but not at the expense 
of high-quality, personalized learning. A learning technology 
ecosystem should deliver personalized learning at scale while 
offering an engaging, immersive environment for every learner.

• Extended Enterprise — A quickly growing area of business 
need is the training and education of nonemployees. 
Organizations need to deepen the understanding of 
their products and services with their partners. Deeper 
understanding leads to more sales.

The best practice for supporting this unique learning environment 
is creating a partner marketplace with a proven record of success 
and the ability to track and report to partners the value of the 
investment in time that they are making in training and education.

Business Need The important questions to ask are:

How can you augment your partner 
training and education with best-in-class 
learning technology? 

What solution fits your organization?

Can the traditional LMS or LXP meet 
the needs of the entire spectrum of 
learning in an effective, engaging 
and compliant way?

What are the trade-offs and do you 
need to compromise?
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Organizations often compromise 
and select one tool or purchase and 
manage multiple solutions to cover the 
full range of LMS and LXP platforms. 
This, however, raises concerns due 
to the added complexity and costs 
associated with purchasing, managing 
and integrating multiple platforms. The 
best-practice approach for supporting 
multiple learning audiences is to choose 
one platform that can handle it all. 

However, there are additional 
considerations in choosing the right 
technology:

Seamless Integration — 
Can the solution fit within 
your current technology 
infrastructure?

Visibility and 
Accountability — Does the 
solution offer an inclusive 
approach to reporting?

In particular, is the solution 
compliance-ready?

• Does the solution offer 
the best way to keep the 
organization and individuals 
compliant?

• Does the solution ensure 
the learning is aligned 
and tracked to mandatory 
training and business 
objectives?

Any solid learning strategy requires 
a technology roadmap that lays out 
how the strategy will be executed. 
Fifty-five percent of companies 
in Brandon Hall Group’s Learning 
Strategy Study that have a technology 
roadmap say their learning strategy is 
either effective or highly effective in 
helping the organization achieve its 
business goals. Among those without 
a roadmap, that number is just 19%.
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Today’s learners are not getting access 
to the knowledge and information 
they need when and where they need 
it and feel little to no connection with 
the learning they are given. At the 
core of the issue is a heavy reliance on 
traditional, formal learning experiences 
that have never been contextual. 
In fact, 54% of companies say the 
organization believes a one-size-fits-
all approach to learning is sufficient. 
Organizations require technology to 
meet the needs of the entire learning 
spectrum and deliver it across the 
enterprise — and beyond. 

Highly blended, contextual and 
accessible experiences that are 
effective require a great deal of thought 
when it comes to technology. A single 
LMS or LXP may not be enough. This, 
however, raises concerns due to the 
added complexity and costs associated 
with purchasing, managing and 
integrating multiple platforms. With an 
ecosystem that requires a wider variety 
of tools and modalities, as well as a 
need to reach audiences that include 

customers, resellers and franchisees 
with learning, companies must be 
prepared to conduct robust due 
diligence on their technology selections.

Much like the rest of the organization, 
L&D functions are also challenged 

by headcount issues and skills gaps, 
leaving them without the capabilities 
to meet the changing and expanding 
requirements of the business. As such, 
many also seek partners with proven 
track records to augment the L&D 
function’s capabilities. 

How is each of the following negatively impacting your L&D 
function’s efficiency and effectiveness? 

Inability to measure learning’s impact on business performance

Inability to measure learning’s impact on individual performance

Headcount shortages

Competency and skill gaps in team 

Inadequate learning technology

Inability to align business goals with learning goals

Source: Brandon Hall Group, State of Learning Practices Study

55%

49%

45%

40%

36%

32%

4 or 5 on 
a 5-point 

scale
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New technology must fit seamlessly into the current technology infrastructure. Custom integrations and workarounds have proved unsustainable. 
Companies must identify the systems with which a next-generation learning solution can connect or share data. These can include:

Finally, the technology must be able to provide visibility and accountability into the impact that learning is having. The reporting features 
should be robust enough to stay on top of compliance requirements, as well as demonstrate how people are interacting with the learning, the 
impact it is having on performance and behaviors and how well aligned it is with business objectives.

Content management platforms

Web conferencing

Compliance tracking tools

Third-party content libraries

Digital collaboration tools 
(Teams, Slack, etc.)

HRIS

Top Three Learning 
Technology Requirements

1
2
3

Ability to integrate 
with other systems

Reporting and analytics

Ease of use
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Back to the earlier question: What 
is the next-generation learning 
technology? The “Learning 
Management Experience Platform” 
(LMXP).

Learning technology has evolved 
dramatically over the past several 
years, providing organizations with 
an overwhelming selection of tools 
and platforms. Companies that 
traditionally used an LMS for all their 
learning needs are seeking platforms 
that provide a better learner 
experience, with a consumer-grade 
look and feel as well as a wider 
variety of learning options. For 
many companies, the solution was 
to deploy a Learning Experience 
Platform. But those companies often 
found they need the compliance, 
administration and management 
features of an LMS. As a result, 
companies frequently buy both.

Solution

As the name suggests, this solution 
brings the elements that companies 
require from both an LXP and an 
LMS under one roof. It represents 
a next-gen learning solution that 
delivers the engagement of an LXP 
(Learning Experience Platform) 
with the depth of functionality, 
administrative flexibility and 
reporting capabilities of a traditional 
LMS (Learning Management System). 
An LMXP can provide clients with 
the best of both worlds — essentially 
a self-contained Learning Ecosystem.

The solution in this situation is the 
next evolution in learning platforms, 
the Learning Management 
Experience Platform (LMXP). 

An LMXP covers the necessary 
admin-created and curated training 
programs and certifications with the 
engagement provided by a robust 
LXP that boasts learner-discovered 
and driven learning through 
content discovery, collaboration 
and creation. Background reporting 
catalogs both mandatory and 
voluntary training and maps it to 
skills and competencies aligned to 
individual and organizational goals.
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The challenge of this dichotomy can be seen in data from Brandon Hall Group’s State of Learning Practices Study. Two of the top metrics 
companies use for measuring learning are Certifications and Compliance Requirements. In that same study, organizations say they are 
delivering about the same amount of formal, informal and experiential learning. Previously, no single technology could deliver that kind of 
environment while robustly managing compliance and certifications.

No other single solution can truly meet the needs of the entire spectrum of learning. The LXP falls a bit short at the training end of the 
spectrum — compliance, certification, auditing, etc. — while the LMS falls off as learning transitions into development. An LMXP (Learning 
Management Experience Platform) covers the necessary administrator-created and curated training programs and certifications along with the 
engagement provided by a robust LXP with learning that can be created, discovered and driven by the learner. Administrators can stay on top 
of mandatory training and reporting, while learners are free to pursue their interests, goals and career paths. Having this all occur within one 
solution means that everything is cataloged and mapped to skills and competencies aligned to individual and organizational goals.

Learning that takes place 
typically in an unscheduled, 
ad hoc form, usually through 
peer-to-peer collaboration 

and social networking

INFORMAL FORMAL EXPERIENTIAL
On-the-job training, 
learning by doing, 
trial-and-error and 

observation

Primarily instructor-led, 
course-based learning 

events, as well as 
published materials and 

academic institutions

Please indicate the percentage of your learning delivery 
that falls into each of the following three categories.

To what degree do you use the following 
to measure learning?

Source: Brandon Hall Group State of Learning Practices StudySource: Brandon Hall Group Learning Measurement Study

31% 35% 34%

Learning hours 
delivered

49%

Completion 
rates

68%
Compliance 
requirements

71%

Certification/
Recognition

44%
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Questions to Consider

When thinking about investing in a next-generation learning solution, organizations must consider the 
following questions:

What are our strategic goals for 
the quarter? The year? Do we 
know how technology can help 
achieve them?

Developing a learning strategy that 
aligns with the goals of the business 
and the needs of the learners is 
critical. Using overarching business 
goals to inform learning’s strategic 
goals is how L&D can ensure their 
programs are on the right track. 
It also provides a foundation for 
building out the technology roadmap 
that will make the strategy a reality.

How will you measure 
success? What key metrics 
do you track to run your 
business/department? What 
does “good” look like? How 
about “great”?

It is critical to determine the 
benchmarks that indicate 
successful technology selection 
and implementation. This requires 
cooperation among the L&D 
function, business leaders and 
other key stakeholders including 
IT and the learners themselves.

What level of learning and 
development skills and 
competencies do we currently 
possess? Do we need to 
upskill, reskill and/or acquire 
new talent? 

There simply may not be 
enough bandwidth or skills on 
the L&D team to manage the 
entire spectrum of learning. 
Organizations may need access 
to a trusted partner network to 
augment their capabilities in a new, 
dynamic business environment. 

GOALS MEASUREMENT INTERNAL SKILLS SET
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What are the barriers 
to your success? What 
issues do we face 
today? How does this 
solution address those 
challenges? Do we have 
specific use-cases that 
outline these obstacles 
and their impact?

By identifying 
shortcomings with the 
current technology 
infrastructure, 
organizations can create 
a blueprint for what the 
right solution can and 
should do.

What is the potential total cost 
of ownership? What is the cost 
of doing nothing?

Quite often, even the best-
conceived technology selections 
can be thwarted by focusing solely 
on cost. By building a solid business 
case, an organization should be able 
to create an analysis demonstrating 
that the cost of not investing in new 
technology may actually be greater 
than purchasing a new solution.

How will we handle integration? 
What existing solutions must 
integrate with the tool — and 
how?

The modern Learning Ecosystem has 
a host of solutions that need to work 
together to one degree or another. 
Additionally, there are potential 
integrations with systems across the 
enterprise. Identifying and prioritizing 
these integrations is critical.

CHALLENGES METRICS

FINANCIAL IMPACT INTEGRATIONS
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Building a Business Case

There are several critical action 
steps for building a business 
case to gain organizational 
buy-in for next-generation 
learning technology.

1

6

11

5

2

7

12

4

9 8

3

10

Start with a self-
assessment: Analyze 
your processes and 
identify your own needs

Document process 
flows

Consider content sourcing, content 
development and delivery and 
impact on the technology ecosystem

Interview all your 
stakeholders

Learn how your 
organization does 
strategic planning

Calculate the financial 
impact on the business

Propose an implementation 
and enablement plan

Find out your 
organization’s process 
for purchasing software

Find a champion 
in management

Determine which units 
in your organization 
really need training

Make the case
Project-manage 
to the end
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Stakeholder Analysis

The learning technology ecosystem includes key players both inside 
and outside of an organization. Managing these relationships and 
understanding their interactions across key practices is a critical part 
of any learning strategy. More importantly, it is critical when investing 
in learning technology. These stakeholders evaluate the impact of 
learning and development in different ways and communicating with 
them requires a focus on different metrics. The following is a list of key 
players within learning development, their role in a next-generation 
learning management system and the critical metrics that must be 
tracked to help them see progress. We should develop a comprehensive 
plan to address these stakeholders and what do they need to know. 

We can start by 
asking the following:

How much emphasis is placed on each learning area?

Where is the budget coming from?

Which business units will 
be impacted and how?
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To meet business objectives, what role does talent play and 
what do they need to know?

Learning professionals want a strong correlation between 
learning and performance. This technology should provide 
learning leaders with the information they need to support 
competency and skills progression and report these metrics 
to the business.

IT departments are often responsible for training users on 
adopting these systems and will need to plan accordingly. 
Additionally, they will need to know how to support the 
system, particularly if the system is hosted or SaaS. 

Managers are concerned with traditional metrics such 
as performance-review ratings but also with forecasting 
metrics that will help them understand who their successor 
will be and who can take on more responsibilities over time. 
They will also want to invest in a system that is easy to use 
and mobile-accessible. 

Learners want to be drawn into their learning and “live” 
their learning. They will want a solution that allows them to 
learn but at the same time, enjoy the experience and access 
highly relevant learning in a timely fashion.

Business 
Stakeholders

HR/Learning 
Professionals

IT 
Professionals

Managers

Learners

Stakeholders Interests Metrics Translating Metrics

Driving Business 
Outcomes through 
Learning

Integration, 
Analytics

Integration

Analytics, Ease of 
Use, Mobile

Ease of Use, 
Innovation, Learner 
Experience

Business KPIs that are 
Already Established

Course Completion, 
Course Satisfaction, 
Behavior Change, 
Performance Change
(Kirkpatrick Levels 1-4) 

Adoption rates

Performance 
Improvement, 
Promotions, Increased 
responsibilities

Learning Engagement 
Experience, Look and 
Feel of the Learning
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• Companies can reduce their costs of in-person instructor-led training.

• Companies can save costs by eliminating paper-based processes and 
improving the overall efficiency through eLearning.

• Companies can reduce the cost of maintaining an on-premises system 
including maintenance fees and the cost of implementation and upgrades.

• Companies can save time by lifting the administrative burden and improving 
efficiencies.

• Companies can save time by making it easier for learners to access learning 
when and where they need it.

• Companies can save time by making learning easier to find and providing more 
choices that reduce the amount of time needed to find the right learning.

Cost

Time

Metrics Business Impact Benefit of Technology

Measuring the reduction 
of costs associated with 
recruitment including 
external services and 
the overall cost of hires 
while increasing the 
return on investment

Measuring the impact of 
learning on performance

Metrics

Defining metrics to evaluate learning technology is a challenge. It may seem clear why cost, time and quality are important but how can 
organizations ensure their solutions are improving these areas? Below are a few ideas for correlating your technology with your Learning 
and Development metrics. Although these metrics are the most common L&D metrics, some may not be critical or relevant to every 
company. Organizations should define the metrics they want to track in advance and determine how to communicate these metrics with 
key stakeholders.
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• Companies can improve employee engagement by providing learners with 
the innovation they expect from the learning experience including mobile, 
gaming, simulation and social capabilities. Companies can improve the learner 
experience through technology that offers more collaborative opportunities 
for employees to work together.

• Companies can provide a more engaging learning experience that makes 
it more interesting and closely aligned to the individual needs of the 
learner, which leads to faster competency and skill progression and greater 
performance capacity.

• Companies can improve the efficiency of developing high-potential employees 
by offering a robust learning environment that brings greater breadth and 
depth into the blended learning environment.

• Companies develop greater talent pools for next-generation leaders by 
leveraging technology that makes it more effective and efficient to develop 
leaders.

• Companies can scale their team development capabilities by providing 
specialized training for the development of teams and helping people to work 
more effectively in teams.

• Companies can mitigate risk and improve organizational readiness by ensuring 
their compliance training programs are being completed in a timely fashion by 
the right employees.

Employee 
Engagement

Time to 
effectiveness

High-Potential 
Employee 
Development

Leadership 
Development

Team 
Development

Compliance

Metrics Business Impact Benefit of Technology

Measuring employee 
engagement and its 
impact on turnover and 
productivity

Measuring the ability of an 
employee to take on more 
responsibility in a shorter 
amount of time

Measuring the ability to 
develop learners who have 
unique potential

Measuring the ability to 
develop more leaders 
rather than recruiting them

Measuring the ability to 
develop teams

Measuring the level of 
compliance and required 
certifications among 
employee groups
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Summary
Choosing the right learning 
technology is time-consuming 
and complex. Building the 
business case/ROI for the right 
learning technology is equally 
challenging. Following these 
steps will ensure you choose the 
right learning technology:

Understand the needs of all stakeholders 
who will leverage the technology

Create a comprehensive implementation plan

Build a strategy to link the 
technology to support the needs 
of the stakeholders

Conduct an in-depth analysis of 
learner needs

Communicate the need for the 
technology across the enterprise

Additional considerations 
for correlating your 
technology with improving 
learning metrics is the 
integration of the following 
into your KPIs and learning 
and training assessments:

• Skills inventory

• Career mapping

• Compliance

• Vertical-specific examples
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About Brandon Hall Group
About Brandon Hall Group

With more than 10,000 clients globally and 28 years of delivering world-class research and advisory services, Brandon Hall Group 
is focused on developing research that drives performance in emerging and large organizations, and provides strategic insights 
for executives and practitioners responsible for growth and business results.

SOME WAYS 
WE CAN HELP Advisory Offerings

Custom Research 
Projects, including 

surveys, focus group 
interviews and Organization 

Needs Assessment for 
Transformation, Technology 

Selection and Strategy.

Membership 
Individual and Enterprise 

Membership Options: Includes 
research assets, advisory support, 

a client success plan and more.

Excellence Awards
Two annual programs 
recognize the best 
organizations that have 
successfully deployed programs 
to achieve measurable results.

Professional Certifications
Self-paced certification 
programs. Virtual group 
sessions for companies. 
In-person conferences 
and summits.

Organizational
Excellence
Program

Organizational
Excellence
Program

ORGANIZATIONAL EXCELLENCE 
CERTIFICATION PROGRAM
recognizes world-class HCM 
programs that transform their 
organization and achieve 
breakthrough results. This 
designation is the next step beyond 
the HCM Excellence Awards, which 
focus on a single program, and 
looks at the department as a whole.

SMARTCHOICE® PREFERRED 
PROVIDER PROGRAM
uniquely places HCM service and 
technology companies at the top 
of organizations’ consideration list 
of vendors. It adds an unmatched 
level of credibility based on BHG’s 
twenty-eight-plus years experience 
in evaluating and selecting the 
best solution providers for leading 
organizations around the world.
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About SumTotal

Learn more at sumtotalsystems.com

SumTotal provides a unified, comprehensive Learning and Talent Development suite that delivers measurable impact across the entire 
employee lifecycle. With SumTotal, organizations can build a culture of learning that is critical to growth, success and business sustainability. 
SumTotal’s award-winning technology provides talent acquisition, onboarding, learning management and talent management solutions 
across some of the most innovative, complex and highly regulated industries, including technology, airlines, financial services, healthcare, 
manufacturing and pharmaceuticals.

SumTotal partners with many leading global organizations, including a number of Fortune 500 companies. SumTotal’s Talent Development suite 
supports learning and talent management initiatives for their customers and offers measurable impact across the entire employee lifecycle. 

https://www.sumtotalsystems.com/
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