
W 

E-learning 
Content 

Virtual Classroom

CRM
Integration

Document 
Management 

Systems
Integration

Knowledge 
Management

Stand-alone E-learning Modules

Needs Assessment

Content Creation or 
Procurement

Embedded Help

Simulations

Course  Libraries

Personal Action Plans

Alignment with 
Enterprise Strategy

Search Tools

Audience Assessment

Project Management Learning Management Systems 

Standards

Strategic “Must-Take” Course

ERP
Integration

Online Communities

Pilot Assessment
LCMS

Authoring Tools

Pilot Delivery

Rollout  Delivery
Portal

Rollout Assessment

Source

Results 

Employee Survey

Customer Survey

Cut Budget/Consolidation

Rolling out new 
internal offering

New Enterprise 
Direction

New Process Behavior

Changing External 
Conditions

Long Term Skill Gap

Weak Enterprise
Results

Merger

© Clark Aldrich 2002

Enabled by IT 
Infrastructure

Conferences

Apprenticeships

Customer 
Satisfaction

Employee 
Satisfaction

Cost Reduction

Completion Rate

Organizational Alignment

New Intuitive Behavior

One Contact Point

Other 
Content

Workshops

Lectures

Manuals

Videos

Skunk Works

Coaches

Magazines

Pr
oc

es
s 

Lower Turnover

Vendors

Sales People
Managers

Verticals

New 
Employees

Customers

Infrastructure 

Tactical

Tier 2

Tier 3

Strategic

Template and 
Documentation Libraries

Rolling out new 
external offering

Job-aides

Help Desk

New Compensation

Increased 
Access

 

 
hen we take our children in for a 
check-up, the doctor gets heights 
and weights, and then plots them 
to find out if the two are in accord.  

o thin for the height, or too heavy, or 
about right?  When I look at an e-learning im-
plementation, the most important thing I look 
for is accord.  Given the results desired, are the 
right processes, content, and infrastructure being 
involved?   

Is a child to

 

For example, say an enterprise is rolling out 
a new internal offering; say a benefits enrollment 
application.  Let’s call this, relatively speaking, a 
tier-two level of training.  The goal is to teach a 
new process-driven behavior, a tier-two result.  
Just putting out new templates and perhaps a 
chat room (tier-one e-learning content) would 

probably not be robust 
enough do the job.  We 
would not expect to see the 
new process-driven behav-
ior to catch-on.   

On the other hand, do-
ing a detailed needs assess-
ment, and using simulations
and coaches (tier three), 
would be overkill.  It would 
both cost too much for what 
we wanted to accomplish, 
and take too long.  A better 

response would be to use tier-two and below 
across the board: a pilot to practice, virtual class-
rooms and lectures for content, supported by 
tier-ones such as new templates and chat rooms.   

Here’s how you can use this chart to quickly test your 
own e-learning implementation.  Look at the results you 
want.  Also look at the source of the program – what hap-
pened to make you think about the results.  If these two are 
from different tiers, worry a little bit.  If the source is from a 
higher tier then the desired result, your sponsors and con-
stituents may not be satisfied.  If your results are from a 
higher tier then the source, you may find the support for 
your program erodes as invoices roll in. 

After you have identified the right tier, look at the 
processes, e-learning content, and infrastructure in that 
tier and the lower tiers.  A tier three problem will involve 
all processes from tiers one, two, and three.  You may not 
want to waste your time on processes from higher tiers.  
The primary content (both e-learning and other) should 
be from the same tier as the results, but use lower tiers for 
support.   

This level of precision is necessary if we want to avoid 
the knowledge management misalignment of the mid-
90’s.  Back then, vendors would promise a top-tier result 

(having complete control of an enterprise’s intellectual as-
sets) with a bottom-tier offering (a new server).  The back-
lash against the misalignment put the KM discipline in the 
corporate penalty box for five years, out of which it is just 
emerging.   

E-learning can be strong medicine, but we have to get 
the dosages right.  Said another way, we have to follow the 
macabre piece of advice: “don’t bring a knife to a gunfight.” 
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