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The L&D Revolution

Learning and Development shapes the skills that determine
whether organizations succeed or struggle. As business
complexity grows and markets shift faster, the stakes get higher.
L&D's influence on organizational performance has never been
more significant — and that makes governance critical.

The questionisn't whetheryou need governance. It's whether your
governance structure helps or hinders your ability to respond to
what the business needs.
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As you work through this guide, consider:

» How welldoyourcurrent learning initiatives align with
your organization's strategic goals?

» Doesyour L&D governance framework enable or block
agility whenresponding to business needs?

» Whatroledoes L&D playinyour organization's Al
governance strategy?

»  What metrics show you therealimpact of your L&D
efforts on organizational success?



Decoding L&D S
9 B

» Functional Oversight

Governa nce » PortfolioManagement

» Stakeholder Engagement and Partnership

Think of L&D governance as the GPS foryourlearninginitiatives —
one that keeps every training program, workshop, and module
aligned with your business goals. Good governanceisn't about
control. It's about clarity, consistency, and making decisions that Operational

move the organization forward. & » Technology Management

» Colleague Capabilities & Skill Sensing
When governance works well, you get: «  Metrics

» VendorManagement

» Clearalignment with business strategy
Learning priorities match business priorities
» Accountability across teams

Everyone knows who owns what As you evaluate your current governance structures:
» Growththatscales
Your L&D function can expand without losing effectiveness = What governance structures do you have now, and how well do
they support alignment between L&D and business outcomes?
L&D governance operates at two levels: strategic and operational. = How doyoumanage decision-making within your L&D
function? How clearly do you communicate these processes
across teams?
= What processesletyou adjust governance as business
needs change?
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SECTION 2

The Architecture of
Effective L&D
Governance

Strategic Oversight: The Visionaries

Your CEO, CFO, and seniorleaders aren't just approving budgets.

They're shaping the learning vision that will carry your company
forward. Strategic governance ensures L&D anticipates future
needsinstead of justreacting to current problems.

WELEARN

Operational Governance
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Purpose

Ensures alignment between L&D strategy and
Operational Oversight: The Executioners business goals.
While strategists set direction, operational teams execute. They Meeting Frequency: Quarterly
manage resources, oversee programs, and make sure every

learninginitiative meets quality standards.
9 d Y Key Members

CEO or COO (if warranted)
CLO

CFO

Head of Talent Development

Senior Business Leaders (from key business units)

Responsabilities
» Defineandset L&D strategy that aligns
with business priorities
Approve annual L&D budget and
investment priorities
Oversee major L&D initiatives (e.g., leadership
development, critical skills training)
Monitor and evaluate the overallimpact of L&D
on organizational performance

WELEARN




Portfolio Management and Stakeholder Engagement

Managing your learning initiatives requires the same discipline
you'd apply to aninvestment portfolio. You balance projects that
deliver quick wins with longer-term strategic work. You assess risk
andreturn. You adjust based on changing conditions.

Smart portfolio management keeps you focused on ROl while

maintaining the flexibility to respond when business priorities shift.
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To optimize your governance architecture:

How do strategic and operational governance
structures work togetherin your organization?
How do you prioritize learning programs to balance
short-term business needs with long-term
strategic growth?

How do you maintain continuous stakeholder
engagementin L&D decision-making?
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Strategic vs.Tactical L&D Governance

Strategic governance sets the blueprint for yourlearning landscape. Tactical governance builds it. Both matter. Both need to work together.

Two different systems that work separately and together to ensure agility and impact

Strategic Governance Steering Committee The Operational Governance Steering Committee

is the top level of governance and focuses on oversees daily execution and has multiple

alignment with business objectives. components or sub committees — it reports up to the
strategic committee

As you balance strategic and tactical governance:

Are your strategic and tactical governance teams
aligned? How do they collaborate?

What challenges do you face balancinglong-term
priorities with daily execution?

How do you maintain agility in tactical governance
while keeping strategic alignment?




SECTION 4

L&D Portfolio
Ma nagement: ﬁ Manages the L&D portfolio like aninvestment

Prlo_rItIZIng for @/’ Creates project prioritiz'ation criterialthat balance
B u s I n ess I m pa Ct short and long term business strategies

L&D portfolio management means balancing high-impact, p— Uses a portfolio management blueprint that
resource-intensive projects with smaller wins that deliver = aligns every learning intervention to a business
immediate value. You can'tdo everything at once. The goalis goal and helps assess the tradeoff between
doing theright thingsin the right sequence. current and future capabilities

To sharpen your portfolio management approach:

= Howdoyou currently assess the impact of learning initiatives
onbusiness outcomes?
= What criteria do you use to prioritize learning programs within

your L&D portfolio?
= Howdoyoubalance short-term andlong-terminvestmentsin

your learning portfolio?
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SECTION 5

Governance as a
Catalystfora
Learning Culture

Governance does more than create structure. When done well, it
builds a culture where learning becomes part of how work gets
done. Employees don'tjust complete required training. They see
development as central to theirroles and growth.
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Governance extends beyond structure — it
helps drive alearning culture that promotes
continuous development.

Governance helps cultivate a culture where
learningis both embedded in workflow and
supported by leadership.

Governance of tools and platforms ensures we
empower colleagues to use technologies and
take ownership of theirlearningjourneys,
especially when self-directed learningis part
of the plan.

To build a strong learning culture, consider:

= Howdoyouembedlearning and development into daily
workflow in your organization?

= Whatrole doleaders play in promoting continuous learning?

= Howdoyouensure employees actively engage in theirown
learning journeys?



SECTION 6

Technology
Governance:
Future-Proofing
Your L&D Strategy

Your technology stack can accelerate learning or slow it down.
Without governance, technology decisions become scattered
and disconnected from business systems. Good technology
governance ensures your tools — from learning management
systems to Al-powered personalized learning paths — integrate
smoothly and deliver measurable results.
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Covers the selection and implementation of
learning technologies

Implements a technology roadmap to ensure
integration with business systemsincluding LMS,

Talent Management and Al powered solutions for
personalized learning paths

Monitors adoption andimpact to ensure ROI
oninvestments

As you develop yourtechnology governance strategy:

= Howdolearningtechnologiesintegrate with your overall
business systems?

=  What processes doyou have to evaluate and update learning
toolsto keep themrelevant?

= Howdoyouensure learning technology investments deliver
measurable ROI?
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SECTION 7

Al Governance:
L&D's Rolein

Responsible
Al Adoption

Alis reshaping work faster than most organizations can adapt.
Many companies have adopted Al governance frameworks and
incorporated Alimpact into sustainability statements and ESG
reporting. But here's what often gets overlooked: policy alone
doesn't change behavior or build trust.

Al governance needs people who understandit, believe init, and
practiceit. That's where L&D comesin.
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Why L&D Belongs at the Governance Table

Most governance efforts focus onlegal, technical, and risk
management angles. But as Alembeds itself in daily
operations, it affects everything from team workflows to
leadership roles. Employees need to understand not just
how to use Al tools, but when to use them, when to
questionthem, and how to make ethical decisions when
Alrecommendations conflict with human judgment.

L&D brings three critical capabilities to Al governance:

Translating policy into practice:

Governance documents tend to be complexand
theoretical. L&D turns theminto practicallearning
experiences that make abstract principles concrete
and actionable.
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Shaping ethical behaviors:

L&D programs equip employees with clear
understanding of why Al governance policies matterand
how these policies connect to their specific roles.

This becomes especially important when developing the
next generation of leaders, who need to manage both
human colleagues and Al technologies in alignment with
ethical standards.

Driving adoption:

Employees adopt Alresponsibly when they feel
confident and supported. L&D builds that foundation
through structured learning and ongoing reinforcement.
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The Governance-Enabled L&D Framework

Toput L&D'srole in Algovernance into action, use
this framework:

G Policy Integration
Partner with policy-makers to ensure learning

requirements get embedded in governance design.

|dentify learning objectives, risk points, and
workforce segments needing targeted support.

Learning Design

Translate complex governance topicsinto
interactive, job-relevant learning experiences.
Usereal scenarios to show how Al policies
applyinpractice.
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e Communication Strategy

Coordinate messaging across functions so
employees hear consistent, relatable guidance on
appropriate Aluse. Work with leaders and internal
champions to model behavior.

Measurement

Measure shiftsin Al confidence, ethical
decision-making, and employee engagement with
governance principles.

Feedback Loops

Gatherinsights from learners. What's working?
What's unclear? Use that feedback to evolve both
training content and governance strategy.
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Building Al Literacy and Fluency Addressing Al Anxiety

Alliteracy means understanding what Alis and how it Workers worry about how Al willimpact their jobs.

works. Al fluency means knowing how to work alongside it This anxiety stems from uncertainty about what Al means
effectively — recognizingits limitations, questioningits fortheirroles, theirvalue, and their future opportunities.
outputs, and making sound judgments about when torely L&D helps by:

on Aland when to apply human expertise.
» Providing transparency: Clear communication about
L&D programs should address both: how Al will be used, what will change, and what won't

= Creating psychological safety: Spaces where
employees canvoice concerns without judgment

= Technical understanding - How do Al systems work?
What are their capabilities and limitations?

» Demonstrating value: Showing how Al enhances
rather thanreplaces human capabilities

= Ethical awareness - \What are the risks of algorithmic
bias? How do we ensure fairness in Al-driven decisions?

» Building confidence: Hands-on practice with Al tools
inlow-stakes environments

= Practical application - How does Al fitinto daily
workflows? When should humans override Al
recommendations?

= Critical thinking - How do we validate Al outputs?
What questions should we ask before acting on
Al-generatedinsights?
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L&D's Dual Mandate: Skill Developer and Human Advocate
L&D professionals have two responsibilities in Al governance. USRI
First, serve the organizational mandate: make workforces

more agile, productive, and cost-effective. Skill
development becomes a core function of business strategy.

Asking hard questions, forexample, how much
disruption canteams handle? Does upskilling with
Alresultinautomating the jobs that people find

ina?
Every hour of learning must justify itself. Every certification most fulfilling?

needs to translate to capability and value. ] o
Surfacing concerns and bringing employee fears and

challenges to leadership, pushing for transparencyin

Second, advocate forthe human elementin progress. Ensure , _
Alimplementation

that organizations, driven by their desire to be fasterand
smarter, don'tlose sight of the fact that work is still
fundamentally human.

Advocating for growth and lobbying for skill-based
talent mobility policies that reward growth

Organizations still rely on human connection (attracting talent
and serving customers) to succeed.




Practical Deliverables to Support Al Governance

Here are examples of learning assets L&D can develop:

@ Onboarding

Ethics-in-Action

5 : Case Studies

<0 Bias Awareness
[ l \j Microlearnings

Interactive Job Aids

i

q 9 Leadership
0—0—0
d Lo Enablement Sessions
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Embedresponsible Al principles from day one. Establish a foundation of
ethical awareness. Ensure new hiresreceive technology access that
follows organizational policies.

Let employees explore dilemmas and practice responsible
decision-making.

Short content that raises awareness of algorithmic bias and how to
addressit.

Checklists and decision trees to guide ethical Aluse inreal time.

Equip managers with tools to lead their teams through Al transitions and
governance expectations.
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THE BOTTOM LINE

Al needs thoughtful governance to succeed in the workplace.
Policy alone can't do the job. People need to understand what
responsible Allooks like in theirroles, and they need support to
practice it every day.

As you develop your Al governance approach:
L&D bridges that gap. By bringing empathy, expertise, and
operationalreachto Algovernance, L&D helps organizations How does your organization currently govern Al use?
make governance realin practice. Whatrole does L&D play?

What Al literacy and fluency gaps existin
yourworkforce?

How are you addressing employee anxiety
about Al'simpact on theirroles?

What learning experiences help employees practice
ethical Al decision-making?

How do you measure whether Al governance
principles are being followed in practice?




SECTION 8

Measuring Success:
Metrics and Performance
Management

If you can't measure it, you can'timprove it. The metrics that count
show how learninginitiatives affect business performance — actual
impact onthe outcomes that matterto leadership.

Metrics And Performance Management Sub-Committe

» Aligns L&D Metrics with organizational
performance objectives

Uses dashboards tailored to stakeholder needs to
communicate the impact of learning

Helps develop metrics on engagement, skill
development and business outcomes
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Align metrics clearly to incorporate
objectives and L&D goals, making sure to
measure the activities and results most
relevant to business performance.

Provide data on trends for key metrics and
compare present results to past results.

Incorporate leading indicatorsinto design,
allowing for proactive management of risks
and potential predictive analytics.

Provide information that makes dashboard

content action-oriented and easy to digest.
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Provide specific context forinformation
presented—trends, benchmarks, and even
qualitative data to help with effective
decision making.

Disaggregate data where appropriate and
incorporate predictions and impact
thoughtsif applicable.

Compare measures at the business
division, regional level and enterprise level
if appropriate.

Show targets for key metrics
alongside actual values.

19



Questions for stakeholders that help determine
measurementrelevance:

» Considering the measurement data that L&D currently
provides, what do you find most useful and least useful?

» Howdoyouuse the metricsthat L&D currently provides?

=  Arethese metrics actionable?

»  What gaps exist that you would like filled?
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To refine your measurement strategy, consider:

»  What metrics do you currently use to measure the impact of
your learning programs?

 Howwelldo yourlearning metrics align with business
performance objectives?

» Howdoyoucommunicate the results of your L&D effortsto
business leaders?
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SECTION 9

Avoiding
Governance Pitfalls

Even well-designed governance models can fail. Common

problems: too much bureaucracy, objectives that don't match - Mitigaterisks like inadequate resource allocation,
business needs, poor resource allocation, or communication over-complication of governance processes and
breakdowns between L&D and business units. unmet expectations or communication breakdowns

between L&D and business units.
Spotting warning signs early helps you adjust before smallissues
become major obstacles.

To navigate potential pitfalls, ask:

= Avoidoverreliance on traditional governance models
that may not keep pace with YOUR business needs.

»  Whatrisks do youface with your current governance model,
and how are you addressing them?

 How agileisyourgovernance structure in adapting to changes

= Keep governance agile to adapt to changesinyour in the business environment?

workforce demographics and workforce plan, including
»  What steps canyou take to simplify your governance

processes without losing effectiveness?

technological and environmental changes.
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CONCLUSION

The Future of
L&D Governance

L&D governanceisn't static. The frameworks in this guide give
you a foundation, but you'llneed to adapt them as your
organization grows and business conditions change.

Strong governance positions you to respondinstead of react —
to build learning programs that support what the business needs

today and what it willneed tomorrow

Are youready to move your L&D function from cost centerto
strategic partner?
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Welearnis alearning services, consulting, and custom content provider that
creates behavior-changing solutions alongside you. Our commitment? Exceptional
partnerships and exceptional learning experiences. No matter what. Based in
Chicago, WelLearn serves global corporations including Fortune 500 companies.

Learn more at: www.welearnls.com


www.welearnls.com

APPENDIX

Key Reflection Questions
for L&D Leaders

1. Howwellaligned are your current learning initiatives with
your organization's strategic goals?

2. IsyourL&D governance framework enabling or
hindering agility inresponding to business needs?

3. Whatmetrics are you using to track the impact of your
L&D efforts on the organization's success?

4. What governance structures are currently in place, and
how do they support alignment between L&D and

business outcomes?

5. How are decision-making processes within your L&D
function managed and communicated across teams?

6.  What processes doyouhave inplace to adjust your
governance structure as business needs evolve?
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10.

11.

How are strategic and operational governance
structures working togetherin your organization?

How do you prioritize learning programs to
balance short-term business needs and long-term
strategic growth?

How do you ensure continuous stakeholder
engagementin the L&D decision-making process?

Are your strategic and tactical governance teams
aligned, and how do they collaborate effectively?

What challenges do you facein balancing long-term
strategic priorities with the daily execution of
learninginitiatives?



12.

13.

14.

15.

16.

17.

18.

How do you ensure agility in your tactical

governance while maintaining strategic alignment?

How do you currently assess the impact of your
learning initiatives on business outcomes?

What criteria do you use to prioritize learning
programs within your L&D portfolio?

How do you balance short-term and long-term
investments inyourlearning portfolio?

How are learning and development embedded
into the daily workflow in your organization?

Whatrole do leaders play in promoting a
culture of continuous learning?

How do you ensure that employees are actively
engaged in theirownlearningjourneys?
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19.

20.

21.

22.

23.

24,

25.

How are learning technologies integrated into your
overall business systems?

What processes are in place to evaluate and update
learning tools to keep themrelevant?

How do you ensure that your learning technology
investments deliver measurable ROI?

How does your organization currently govern Aluse?
Whatrole does L&D play?

What Al literacy and fluency gaps exist in your workforce?

How are you addressing employee anxiety about Al's
impact ontheirroles?

What learning experiences help employees practice
ethical Al decision-making?



26.

27.

28.

29.

How do you measure whether Al governance principles
are being followed in practice?

What metrics are you currently using to measure the
impact of yourlearning programs?

How well are your learning metrics aligned with business
performance objectives?

How do you communicate the results of your L&D
efforts to business leaders?
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30. Whatrisks do you face with your current governance
model, and how are you addressing them?

31. How agileis your governance structure in adapting to
changesinthe business environment?

32. What steps canyou take to simplify your governance
processes without losing effectiveness?



