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Introduction
In today’s global marketplace, organizations need to expand and
transform their business networks to grow and remain competitive.
As companies grow their product portfolios (through both internal
development and acquisition), they see the need to expand their
customer support and education to reach broader and
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wider audiences.
One result of this expansion is the development of the “extended
enterprise” for which the lines between “internal” and “external”
training audiences have become less distinct. Learning organizations
that traditionally focus on providing training to internal employees
now find that they need to provide support to a new community
of learners outside the enterprise who are increasingly younger,
more connected, more diverse and global. This extended enterprise
presents new opportunities for business growth, as well as also a
new approach to learning design and implementation.
For example, when a large pharmaceutical company needs to
introduce a new drug around the world to thousands of sales reps in
different countries who are all selling, but have different regulations
and guidelines, or when a healthcare provider wants to make
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healthcare more effective by adding education on prevention, preor post-surgery treatments or, when a consumer products company
wants to increase the adoption of its products by enabling consumers
to educate themselves about the products, each can leverage
extended enterprise learning to drive revenue, customer satisfaction
and loyalty.

THIS MATERIAL IS LICENSED TO SAP FOR DISTRIBUTION ONLY.
BERSIN & ASSOCIATES © 2012

Research
Bulletin
| 2012
Research
Bulletin
| 2012

BERSIN & ASSOCIATES
BERSIN & ASSOCIATES

KEY POINT
Learning
organizations now
find that they
need to provide

Focusing on the extended enterprise forces learning organizations to
rethink how they will provide and manage learning solutions for their
many audiences. A key enabler that learning organizations rely on
for extended enterprise learning is the learning management system
(LMS). An LMS that is optimized for extended enterprise learning helps
organizations to:

support to a new

•

Combine learning and e-commerce processes to transform business;

community of

•

Create additional direct and indirect revenue streams

learners outside
the enterprise who
are increasingly

through training;
•

quality of service which they receive;

younger, more
connected, more

Reduce customer complaints by improving, through education, the

•

Ensure delivery and tracking of training on rules and regulations to
ensure compliance;

diverse and global.

•

Increase the time to performance for new or updated knowledge
and know-how on products and / or services;

•

Reduce the cost of training when a new product or service is
introduced into a global marketplace; and,

•

Expand the ability to develop better content quickly and with
less redundancy.

This research bulletin focuses on the state of extended enterprise
learning technology, the benefits of being able to provide extended
enterprise learning, and what organizations need to know to transform
their business networks and expand the learning ecosystem.

The Evolution of Learning Management Systems
Learning management systems have evolved as a result of two
market drivers. The first is the need to meet the constantly changing
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requirements that organizations have for their LMSs, including
HR integration, analytics and reporting, skills and competency
management, and content management. The second has been fueled
by the evolution of learning management systems in response to the
transformational changes taking place in learning and development
(L&D), including social learning, collaboration, integrated performance
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management, employee development and succession planning, and
business process integration.
That leaves buyers of LMSs with a range of solutions – from “light”
LMSs with basic functionality to the advanced LMSs that involve deep
integration with other HR systems and talent management processes,
to niche LMSs that can do either, plus support learning beyond the
employee population to the extended learner community.
Recent mergers, however, are an indication that the market at the top
end is consolidating; yet, many new providers are still entering the
space at the bottom. Distinguishing between providers continues to
become harder and harder.
Today, we believe that the market has started to segment itself into
several broad categories of LMS companies:
1. Integrated talent management suites;
2. Social learning platforms; and,
3. Specialists (such as extended enterprise).

BERSIN & ASSOCIATES, LLC
6114 LA SALLE AVENUE
SUITE 417
OAKLAND, CA 94611
(510) 654-8500
INFO@BERSIN.COM
WWW.BERSIN.COM

Understanding the LMS Requirements for Extended Enterprise Learning
Janet Clarey | Page 3
THIS MATERIAL IS LICENSED TO EXPERTUS FOR DISTRIBUTION ONLY.
BERSIN
& ASSOCIATES
© 2012
THIS
MATERIAL
IS LICENSED
TO SAP FOR DISTRIBUTION ONLY.
BERSIN & ASSOCIATES © 2012

Research
Bulletin
| 2012
Research
Bulletin
| 2012

BERSIN & ASSOCIATES
BERSIN & ASSOCIATES
Figure 1: LMS Market Segments
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Source: Bersin & Associates, 2012.

The Basic Learning Management Solution
LMSs were originally designed to deliver and manage e-learning,
classroom training programs and other events. Today, these basic or
“light” systems are often used by small to midsize businesses (or small
departments within a larger organization, such as marketing or sales)
to formalize their training management and move from a paper-based
to a technology-based approach. While users of this type of system
may not need their LMS to integrate with HR systems and processes, or
to reach a global audience, they often do have a need for extending
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learning to their customers and partners. However, few LMSs of this
type are capable of supporting the extended learning community.

The Advanced Learning Management Solution
Learning management systems with advanced features and
functionality often support enterprise-level talent management
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functions, including talent acquisition, leadership and other
development, succession, competency management and performance
management. It is common for such systems to be packaged as a suite
of products and have more flexibility to meet the needs of diverse,
global organizations. Such systems often have:
•

Enterprise-level security for greater data encryption;

•

Advanced search capability

•

Delivery management for overseeing and measuring formal and
informal learning solutions; and,

•

Supporting the administration and delivery of integrated
virtual classrooms.

These systems can sometimes support extending learning communities,
but may not have the specialized capabilities or add-ons necessary to
support the organization’s entire business network.

The Extended Learning Management Solution
KEY POINT
The LMS can take
on an increasingly
important role as
the foundation
of the unified
L&D organization,
ultimately reducing

As organizations extend learning beyond the walls of the organization,
the LMS can take on an increasingly important role as the foundation
of the unified L&D organization, ultimately reducing the total cost of
ownership that is associated with purchasing and maintaining multiple
systems. This is especially true in large companies (which still average
seven HR systems). However, with consolidation of the operational
support functions to support internal employee, external partner and
customer activity come some attractive efficiencies, including:
•

learning systems;

the total cost of
ownership that
is associated
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Reducing ongoing maintenance and administration costs for

•

Facilitating more strategic relationships and increasing buying
power with vendors;

•

Reducing headcount costs devoted to training development;

•

Reducing time to market and redundancy for applicable
learning content;

•

Improving the supply chain;

Understanding the LMS Requirements for Extended Enterprise Learning
Janet Clarey | Page 5
THIS MATERIAL IS LICENSED TO EXPERTUS FOR DISTRIBUTION ONLY.
BERSIN
& ASSOCIATES
© 2012
THIS
MATERIAL
IS LICENSED
TO SAP FOR DISTRIBUTION ONLY.
BERSIN & ASSOCIATES © 2012

Research
Bulletin
| 2012
Research
Bulletin
| 2012

BERSIN & ASSOCIATES
BERSIN & ASSOCIATES

•

Improving the business network by combining learning and
e-commerce processes; and,

•

Increasing revenue.

This is a sweet spot – using the same infrastructure for both internal
and external learners; but, it comes with a caveat – have a well-defined
governance model that adequately addresses shared resources and
shared costs.
The LMS for the extended enterprise learning market has evolved to
benefit users in a number of ways. The extended functionality enables
organizations to:
KEY POINT
The LMS for

•

of learners;
•

the extended
enterprise learning
market has evolved

Increase customer satisfaction with products which have new and
improved levels of service;

•

Create an additional revenue stream that offers training to and
through external providers;

to benefit users in
a number of ways.

Provide training on improved services to the extended community

•

Reduces customer complaints by improving the quality of service
which they receive;

•

Ensure delivery and tracking of training on rules and regulations to
ensure compliance;

•

Increase the time to performance for new or updated knowledge
and know-how on products and / or services;

•

Reduce the cost of training when a new product or service is
introduced into a global marketplace; and,

•

Expand the ability to develop better content that is based on feedback
from a much broader pool of product and service experience.
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What Makes the LMS for the Extended Enterprise Learning
Community Unique?
In addition to the specific features and functions in Figure 2, the
extended LMS meets two important revenue needs listed earlier in
this bulletin.
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•

Combining learning and eCommerce processes enables the direct
sales and purchase of training to the external network of partners,
suppliers, contractors and dealers, thereby transforming how
learning is delivered to increase user adoption and productivity.

•

The extended enterprise LMS also produces additional revenue
when that network provides better service to customers during
the lifecycle of the customer relationship, reducing the number of
service calls and increasing customer loyalty.

Case in Point: A Distance Learning System Program
A leading supplier of enterprise information system solutions
which delivers customer training through a variety of free- and
pay-for service models quickly learned, after rolling out the
distance learning service program, that the free self-study classes
were feeding students into the revenue-producing classes. A
typical customer will take a base-level course for free and then
enroll in a more advanced fee-based option, such as a virtual
classroom or “telephone training” course, to learn more about
the topic.
The net effect is that free online classes help to “up-sell”
customers on revenue-generating training courses. Since
implementing distance learning options, the company has seen
a measurable increase in fee-based course attendance. e

Supporting New Roles and Responsibilities
The roles within a learning organization may remain the same, yet
the opportunities to meet the needs afforded by extended enterprise
learning will increase. The following table provides some specific
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examples that show how an extended LMS can enable these new
learning solutions.
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Figure 2: New Opportunities with Extended Enterprise Learning
Need

Example

Standalone, siloed processes

Train any external group on regulations and laws
which require compliance.

Forms-centric

Increase customer loyalty and reduce the need for
support efforts through training for customers.

Multiple sources of employee information

Reduce quality issues, and improve quality control and
improved service.

Inconsistent processes by geography

Certify partners to ensure highest quality of
service delivery.

Disparate applications for professionals, hourly
and contingent workers

Provide better customer training to increase retention
and brand awareness, and accelerate a smoother
rollout of new products, thus increasing sales.

Little consistent data; no ability for
cross-functional reporting

Prepare new hires to provide more effective and
efficient service from day one by reducing time
to productivity.
Source: Bersin & Associates, 2012.

The extended enterprise learning management system will provide
new opportunities across industries. The following scenario, “Highly
regulated Industries,” provides an example of the way in which it would
be beneficial.

Highly Regulated Industries
Highly regulated industries are a good example of an industry
that will benefit from using an extended enterprise LMS.
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Mining, Quarrying, Dredging, Oil and Gas Extraction
The extraction industry depends upon external contractors to
work everywhere from drilling rigs and mines, to refineries and
storage facilities. These workers need to pass ongoing training
programs and regulatory compliance exams on security, health
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Highly Regulated Industries (cont’d)
and safety issues. The training, which is usually delivered by the
companies that provide the contractors, does not always meet
the more rigorous quality and regulatory standards used by the
primary mining, quarrying, dredging, oil and gas
extraction corporations.
Using an extended enterprise LMS, these corporations can
develop and deliver training directly to the contractors anytime
and anywhere in a variety of formats before those workers ever
enter the production site. Controlling the delivery also enables
auditors and / or managers to prescribe, track and monitor
a number of programs to ensure that everyone receives the
correct training to meet all of their requirements. Training can
also be sold and purchased either directly by the contractors
or by the companies hiring them. The required and ongoing
training will become an additional source of revenue, and
creates a perception that quality training, especially when it
concerns security, health and safety, is of critical importance to
the everyday operations. e

The Extended Enterprise Learning “Ecosystem”
We have found that nearly all approaches to training can be
“disintermediated” – allowing anyone, anywhere and anytime to learn
from each other. This can be viewed as a learning “ecosystem” of sorts,
composed of a community of partners, suppliers, dealers, contractors
and customers. Like any ecosystem, it is diverse and, at the same time,
shares a common focus – in this case, to offer the best learning solutions
to the extended learning community. To support this ecosystem, the
extended enterprise LMS needs to support the following:
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•

e-Commerce and the marketing of learning;

•

Multimodal payment transaction management;

•

Automatic recommendations;
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•

Multiple delivery channels and learning methods; and,

•

Rapid customization for training partners.

What to Look for in Extended Enterprise Learning
Solutions
KEY POINT
The enterprise
LMS needs to be

As the extended community of learners grows, and their diversity,
global reach and mobility increases, the enterprise LMS needs to
be ahead of the curve to help learning organizations to meet the
challenges and issues of today, as well as tomorrow.

ahead of the curve

That said, many of the features we look for in an organization’s

to help learning

enterprise LMS are the same things we look for in an extended

organizations

enterprise solution – but with a few unique elements, such as

to meet the

e-commerce, audience and domain segmentation.

challenges and

The following are some important questions to ask when evaluating

issues of today, as

an LMS for your extended learning community. The answers will

well as tomorrow.

differentiate the most up-to-date extended enterprise LMS product
from its advanced LMS predecessors.
•

Will the extended enterprise LMS be “smart” enough to analyze
usage and capture training needs?

•

Do learners have the ability to add a rating or comment to a
training program?

•

Can the system create, customize and manage online catalogues?

•

Does the LMS support end-to-end eCommerce transactions?

•

Is there enough functionality to manage the entire registration
process for all types of courses?

•

Can the formal training be mixed and matched with informal
training by learners and / or training managers?
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•

Will learners be able to collaborate before, during and
after training?

•

Does the system support real-time learning (e.g.,
performance support)?

Understanding the LMS Requirements for Extended Enterprise Learning
Janet Clarey | Page 10
THIS MATERIAL IS LICENSED TO EXPERTUS FOR DISTRIBUTION ONLY.
BERSIN
& ASSOCIATES
© 2012
THIS
MATERIAL
IS LICENSED
TO SAP FOR DISTRIBUTION ONLY.
BERSIN & ASSOCIATES © 2012

Research
Bulletin
| 2012
Research
Bulletin
| 2012

BERSIN & ASSOCIATES
BERSIN & ASSOCIATES

•

Can training managers or coordinators customize an individual
curriculum from the course catalogue?

•

Will there be more sophisticated reports and overall program
analytics (e.g., course usage over time)?

The answers highlight only some of the many features and functions
an extended enterprise LMS will need incorporate to fully support the
learning needs of the extended enterprise.

Supporting the Administration for the Extended
Enterprise
Finally, the LMS technology will be required to support the work of the
entire learning organization’s administering and measuring of training
programs for the extended learning community, including the activities
listed in Figure 3.
Figure 3: Roles / Responsibilities Supported by the Extended Enterprise LMS
Role

Responsibility
•
•
•
•

Maintain company profile data
Establish, administer and approve learner relationships
Review general sales information
Review training reports for information, including course
enrollments and program prepayments

Management

•
•
•
•

Plan, manage and approve the training activities in the company
Track learning progress
Manage training licenses
Update and maintain profiles

Program Delivery

• Review detailed information about courses in an instructor portal
• Assign and review resources, such as location, address, room,
participants, date and time
• Follow up on courses (i.e., confirm attendance and completions)

Administration
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• Use the external learner portal to find, register for and buy courses
• Attend training programs (actual and / or virtual); take answer
quizzes and other tests
• Provide course ratings and add comments
Source: Bersin & Associates, 2012.
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Figure 3: Roles / Responsibilities Supported by the Extended Enterprise LMS (cont’d)
Role

Responsibility

Technical Support / LMS Operations

• Maintain the course catalogue, tracking and course
administration
• Responsible for administering ecommerce transactions, including
invoicing, billing, payment administration, pricing and discounts
• Manage reporting on eCommerce
Source: Bersin & Associates, 2012.

Conclusion
KEY POINT
Serving the
extended
enterprise
particularly

In our research, we found that companies are focusing more on
increasing the number of new products and services which they bring
to market, as well as in expanding and transforming their business
networks. We are also finding expansion in the audiences that are
served by the learning function – particularly in supporting the
organization’s extended learning community of contractors, channel
partners, customers and others. Serving the extended enterprise

challenges

particularly challenges the learning organization to rethink how it is

the learning

going to effectively and efficiently provide and manage

organization to

learning solutions.

rethink how it is
going to effectively

Whether learners are employees or not, solutions need to be:

and efficiently

•

Flexible enough for a diverse group of learners;

provide and

•

Dynamic enough to take advantage of a learner’s ability to

manage learning
solutions.

communicate and collaborate easily; and,
•

Agile enough to meet the rapidly changing needs of the business.

Large organizations that use an extended enterprise LMS have the
ability to reach out to their extended learning community, and
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develop, deliver, manage and measure the training which they want to
provide. Offering these programs will set them apart from other large
organizations which still leave the responsibility for improving service
levels, ensuring full compliance or increasing customer education to
others outside the enterprise.
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The cost of this training can be passed directly to the learners or paid
for by their companies – to create an additional revenue stream for the
extended enterprise that turns what had been a cost center into a
profit center.
The LMS market has evolved from basic to advanced and then on to
specialized (see Figure 1) – encompassing the extended enterprise.
Before the basic and advanced LMS was able to reach across the
extended enterprise, training the external supply and value chain,
as well as customers, was too time-consuming and expensive.
Organizations knew they needed to provide that training. Yet, until the
development of the extended enterprise LMS, L&D organizations had
no way to efficiently or cost-effectively make it happen. Now they do.
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The Bersin & Associates
Membership Program
This document is part of the Bersin & Associates Research Library. Our
research is provided exclusively to organizational members of the Bersin
& Associates Research Program. Member organizations have access to
the largest library of learning and talent management related research
available. In addition, members also receive a variety of products
and services to enable talent-related transformation within their
organizations, including:
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•

Research – Access to an extensive selection of research reports,
such as methodologies, process models and frameworks, and
comprehensive industry studies and case studies;

•

Benchmarking – These services cover a wide spectrum of HR and
L&D metrics, customized by industry and company size;

•

Tools – Comprehensive tools for HR and L&D professionals,
including tools for benchmarking, vendor and system selection,
program design, program implementation, change management
and measurement;

•

Analyst Support – Via telephone or email, our advisory services are
supported by expert industry analysts who conduct our research;

•

Strategic Advisory Services – Expert support for
custom-tailored projects;

•

Member Roundtables® – A place where you can connect with
other peers and industry leaders to discuss and learn about the
latest industry trends and best practices; and,

•

IMPACT® Conference: The Business Of Talent – Attendance at
special sessions of our annual, best-practices IMPACT® conference.

•

Workshops – Bersin & Associates analysts and advisors conduct
onsite workshops on a wide range of topics to educate, inform and
inspire HR and L&D professionals and leaders.

For more information about our membership program, please visit us
at www.bersin.com/membership.
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