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PLAYBOOK

Making Learning
Make Sense i v of busnest outcomes
to Executives e

L&D professionals speak the language of learning. Executives speak the language of
business outcomes.

This playbook helps you bridge the gap — framing learning as a strategic lever for
productivity, competitiveness, and workforce reinvention in the age of Al. Use it to prepare
for executive conversations and position learning as a driver of real business impact.

I. The mindset shift: From L&D activity to business value

Executives expect learning to show its impact on productivity, performance, readiness,
and business results.

What Executives DON'T care about What Executives DO care about

e Completion rates e Productivity gains

e Attendance e Retention and turnover costs

e Net promoter scores e Speed to competence

e How many courses were deployed e Readiness for Al and digital
initiatives

e Risk reduction (complionce, safety,

brand)

e Culture strength and employee trust
Your ability to reinvent the workforce
faster than your competition




How to reframe metrics

Executives care about outcomes first. Learning metrics only matter when they explain or
support those outcomes.

Metric Type L&D Metric Executive Metric

Completion 92% of employees We improved front-line manager
completed the leadership  performance scores by 14%, reducing
module. turnover risk in our highest-cost role.

Time We rolled out the training ~ We decreased time to productivity by 20%.
in Q2.

Il. Translating L&D language into executive language

Reframing L&D’s work in business terms elevates its influence. Here are the most critical
reframes L&D champions must use:

1. Reframe learning needs as a business risk or opportunity

Instead of: "We need more compliance Say: "We have a compliance exposure that

training.’ increases operational and reputational risk.
Learning is the fastest and lowest-cost way to
reduce that risk.'

2. Reframe content gaps as performance constraints

Instead of: "We're missing content on Al skills.” Say: "Our workforce is not yet ready for the
Al-enabled processes the company plans to
implement in the next 12 months.”

3. Reframe skills development as Workforce Reinvention

Key message: "The workforce required to Use language like: "Skill requirements are
compete tomorrow will not look like the changing faster than we can hire. To remain
workforce of the past.” competitive, we must continually reinvent our

workforce, and that only happens through
scalable learning.”

4. Reframe L&D requests as strategic investments

Instead of: “We're requesting budget for a Use language like: "This is a strategic

training program.” investment that accelerates productivity,
reduces turnover risk, and supports our Al
initiatives.”



l1l. Position L&D as a strategic driver of Al transformation

Al is accelerating the need for workforce change, yet only 1% of companies are investing in
the skills that make Al adoption successful.

Key message to executives

"Al investment without workforce skills investment is a failed strategy. Technology only
creates value when humans know how to use it, manage it, and innovate with it."

Key points to anchor on

Al is not replacing humans; humans+Al is the productivity multiplier.

The future workforce will be a constant learning workforce.

Old models (more courses, static LMSs, one-off troinings) cannot reinvent a workforce.
Trust in leadership is a differentiator in Al-era change adoption.

The companies that win will be the ones who invest in skills faster and more boldly.

Sample executive-facing language: ”

"To fully realize the ROI of our Al investments, we must equip our people with the skills to use Al
effectively. Learning is the bridge between our strategy and our outcomes.’

IV. The narrative that resonates with executives

Executives respond best to stories structured around business tension and strategic
opportunity. Use this five-part narrative when pitching initiatives, defending a budget, or
reporting progress.

Al, market volatility, customer

1. Context What's changing? . .
Conte ats changing expectations, talent scarcity.
2. Risk or opportunity Why does it matter now? What happens if we do nothing vs. if we
act boldly?
- Where is the organization What skills will we need that we don't yet
3. Capability gap
unprepared? have?

How learning will build capacity
faster/cheaper than alternatives (e.g.,

4. Strategic bet Why is learning the best solution? .
9 y 9 lower cost than hiring, faster than
reorganizing).
. Th tcome — pr tivity, r iness,
5. Value What outcomes will change? e outcome — productivity, readiness

retention, innovation.

Example: "Our competitors are rapidly adopting Al-driven processes. Without upskilling, our workforce
cannot execute the strategy. A learning-led reinvention approach gets our teams Al-ready in 90-120
days, accelerates productivity, and positions us as an innovation leader.’



VI. Quick-use executive language
These ready-to-use lines mirror the executive mindset:
— 'Learning is how we operationalize strategy.’
—— "Upskilling is our fastest lever for unlocking Al productivity.”
—— 'Skills are the new balance-sheet asset.
—— "Our ability to learn faster than competitors becomes our competitive advantage.’
—— 'This is not training — this is Workforce Reinvention.’

— "We can't buy or hire our way out of the skills gap — we must build.”

"Bold action here positions us as innovators in our market.

VIl. Worksheet: How to speak executive

Use this worksheet to prepare for executive conversations, align learning initiatives to
business priorities, and confidently articulate your ask.

1. Define the executive priority
Which business priority does this initiative support? (Select all that apply.)

[J Productivity improvement [1 Customer experience

[0 Cost reduction/efficiency [ Risk mitigation/compliance

0] Talent retention O Culture/leadership strength

O Talent readiness or reskilling dother __________________

[0 Al adoption/digital transformation

What is the executive’s clearly stated goal related to this priority? (Use the executive's

language whenever possible.)
Example: “Increase operational efficiency by fifteen percent this fiscal year.”

2. Identify the workforce challenge or opportunity
Frame the issue in business terms, not learning terms.

What capability or performance gap is limiting progress toward this goal?
(Avoid course, content, or program language.)

Who is most affected, and how does this show up in the business today?
Examples: delays, errors, rework, low adoption, stalled Al initiatives, and increased attrition.




3. Connect the gap to skills and learning
Demonstrate why learning is the fastest and most cost-effective lever.

What skills or behaviors are missing today?

How will building these skills help the organization achieve its goal?

Why is upskilling the best approach compared to hiring, outsourcing, or restructuring?
(select all that apply.)

U] Faster to impact [J Reinforces culture and engagement
L] Lower cost at scale [1 Reduces turnover risk

[ More scalable across teams or regions [1 Ensures consistency and quality

[ Builds internal capability and resilience O other __ _____ __________

Notes or proof points:

4. Craft your executive story
Use these prompts to build a concise, executive-ready narrative.

What's changing? (market conditions, Al adoption, customer expectations)

Why does it matter now? (risk of delay, missed opportunity, competitive pressure)
Where are we unprepared? (skills or capability gap)

Why does learning solve this faster or cheaper than alternatives?

What business outcomes do we expect?

5. Define your executive ask
End with a clear, specific request.

What type of support do you need? (Select all that apply.)

(] Budget approval [ Strategic prioritization
L] Executive sponsorship or visibility (] Access to key teams or leaders
0 Communication support 4 other __ _____ __________

What is your concise executive request?

Example: "Approve funding to launch a targeted Al upskilling program for frontline managers
within the next ninety days.”




6.Quick confidence check
Before meeting with an executive, confirm the following:

[1 1 can clearly connect this initiative to a core business priority
[ I can explain the workforce gap in business language

[1 1 have one to two credible supporting data point

sC1 I can speak to why learning is the best solution

[ I have defined measurable outcomes

[1 I have a clear and specific ask

7. Your 30-second executive pitch
Use this template to bring everything together:

If any box is
unchecked, revisit
the relevant
section above.

“We're trying to achieve [business priority], but [team or role] is constrained by
[performance or capability gap]. The fastest and most cost-effective way to close this
gap is through [upskilling or learning approach], which will enable us to [expected
business outcomes tied to productivity, cost, risk, or Al readiness]. 'm asking for [specific
support] so we can move forward and accelerate progress on this priority.”

Draft your pitch below:

Final takeaway

The goal is not to make executives care
about learning. The goal is to show them
that learning is the engine powering
everything they already care about:
growth, productivity, efficiency, talent,
trust, and the ability to win in an
Al-driven world.

When learning is positioned
as Workforce Reinvention,
executives invest.




