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Foreword

Learning & Development is in bad shape. Really bad. So bad 
that Clark Quinn wants you to sign up to join him in a revolu-
tion to overthrow the crap that our once-proud profession has 
come to.

It’s not just that the emperor has no clothes. It’s worse. 
The emperor is so out of step with the times that he must 
be deposed. Organizations have changed, technology has 
changed, and the nature of work has changed, but Learning &  
Development (L&D) has not advanced in the last quarter 
century.

L&D, which would better be called Performance and 
Development, is not doing what it can—and what it is doing, 
it’s doing poorly. Other parts of organizations are creating their 
own solutions. They don’t find L&D relevant. They bypass it.

Senior managers say people are their most important asset, 
but fail to invest in training. The reality is that the return on 
investment in typical training events is so low that manage-
ment’s attitude makes sense. Training fails to match the way 
people learn. Training’s overwhelming focus on formal learning 
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xii  |  Foreword

is criminally stupid. Worst of all, L&D fails to deliver on its 
intended outcome: helping people get things done.

As Clark says, “It’s a racket.” Our first step to achiev-
ing legitimacy is acknowledging where we are. Change is 
relentless. Information is exploding. New conditions require  
perpetual innovation. Time to market is decreasing. Customers 
are more demanding. Workers must do more with less. It’s a 
puppy-kicking world out there.

In an ever-changing world, learning has become the work. 
Executing well is not enough to ensure survival. Prosperity 
requires continuous improvement—and that requires continu-
ous learning.

So what can we do?
Align learning with what we know about how human brains 

work. Humans are good at recognizing patterns and poor at 
memorizing facts. Most of our learning is subconscious. If we 
fail to reflect, we don’t learn. We are social animals. And we can 
profit from learning better ways to learn.

Align learning with modern organizations. In the indus-
trial era, workers thrived by doing things the “one best way.” 
Today’s winners thrive by coming up with better ways. People 
need to both collaborate and cooperate on many different  
levels, and that, in turn, requires “working out loud.”

Align learning with the amazing bounty of technology. 
Networks put all the world’s knowledge at our fingertips. Video 
and virtual worlds empower us to learn in new ways. Flexible 
systems support performance with outboard brains. Social  
networks encourage us to learn and work together. Smart 
phones with more power than yesterday’s mainframes connect 
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us to multiple networks. We have all the tools to create learn-
ing ecosystems that support continuous improvement.

I’m not going to spoil your fun by telling you what this 
looks like—Clark does a fine job of that with case studies and 
commentary from experts. In a nutshell, L&D must shift from 
learning to performance. Outcomes are what matter.

Some books leave you with a to-do list of priorities that 
would take Superman a hundred years to get through if he 
started last Tuesday.

Clark advises us to design wisely, not to try to “boil the 
ocean.” The “least assistance principle” counsels us to pro-
vide as little support as possible to enable individuals to find  
what they need to know in the world. Let us embrace “slow 
learning,” rather than overwhelm people.

L&D—and now I’ll start calling it P&D—can delegate 
lots of learning to performance support and communities of 
practice.

Clark provides scores of principles and techniques for 
moving from events to performance, for integrating learning 
into work, and for positioning P&D among its strategic func-
tional peers. This is great advice.

I’ve signed up for the Performance & Development 
Revolution. When we’re storming the barricades, I hope I’ll 
find you by my side.

Jay Cross
CEO, Internet Time Group and Internet Time Alliance

Berkeley, California
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Preface

I am on a mission. At two separate learning industry con-
ference expositions early in 2013, it became clear that, while 
the technology had changed, the underlying models had not. 
While the world had advanced, Learning & Development 
had not moved in any meaningful way. The stuff I had railed 
against a decade ago was still in place. I was, quite frankly, 
pissed off. I decided that I simply had to make a stab at trying 
to address the problem.

In trying to foment change, I have looked at what the 
research says about attitude change, and one of the first ele-
ments is recognizing what you are doing—and why it is wrong. 
Hence, the first part of the book calls out in some substantial 
depth just what we are doing—and why it is wrong. I am not 
temperate in this section, I confess; on the contrary, I may be 
tarring with too broad a brush. I am not apologetic, believing 
it is better to be too harsh and raise hackles than to have no 
impact. Reader beware.

As I go forward, I try to point to things we should be look-
ing at: changes in our understanding of learning, organizations, 
and technology. While not exhaustive, I do point to a number 
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of elements that have been perceived as important indicators. 
My choices may be overly selective, but they are the elements 
I feel we are failing to consider. I also try to characterize what 
it might look like if we were addressing those elements, both 
conceptually and with some gratefully received contributions.

From there, my focus is on a path forward. My aim is  
to synthesize the best information I can find; with pointers to 
those who are pioneering the important areas. I, from need, am 
making some strategic recommendations on principle (when  
I have not found existing guidance), and I try to indicate how 
I am deriving my recommendations. There is rationale behind 
them, but in some cases they are speculative, and there is no 
reason to believe that they will all be right. However, prac-
ticing what I preach, there will be a social network that will  
provide places to refine and improve these recommendations 
that will be findable via RevolutionizeLnD.com.

At core, this is a deliberate revolution. There are principles 
behind what I believe and what I ask of you. I hope to make the 
case, to the point where you are willing to become a signatory 
on a Learning & Development Revolution Manifesto. If noth-
ing else, I hope it changes your perspective and starts helping 
you work better on behalf of your organization.

The ultimate goal is to transform Learning & Development 
from an unexamined cost center to Performance & 
Development, a core strategic component of organizational 
success. This can—and should—be done. I believe in the cause, 
and I have a strong conviction in the proposed method. I am 
willing to change the latter, but not the former. I call you to 
action!

xvi  |  Preface
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Introduction

This book was written to answer the question: How does 
Learning & Development (L&D) move forward?

Why

This book is written to pull together a number of disparate 
strands that have circulated about what L&D should be doing. 
The evidence is substantial that L&D is out of alignment with 
what is occurring in other areas. As calls for more openness 
and empowerment in organizations arise, the opportunities 
to leverage big data and analytics emerge, and new technol-
ogy advances increase, L&D is still measuring efficiency, not 
impact, offering courses instead of assistance in the workflow, 
and not taking advantage of the power of social media.

This book has been written as a call to action—about the 
need, the means, and the path forward.

What

This book has four main sections that tell the story of why and 
how to change.
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xxiv  |  Introduction

The first section shows how the world is changing faster, 
and the evidence that, by and large, L&D is not doing what it 
can and should be doing—and what it is doing it is doing badly. 
That’s a strong claim, but the evidence is compelling. L&D is 
largely not taking responsibility for performance support or 
communities, either for employees or for themselves. And the 
metrics used by L&D are not the metrics that can evaluate 
the strategic impact on the organization.

The second section overviews the changes in understand-
ing that have occurred and need to be accounted for. These 
include understanding of our minds, our organizations, and 
our technology. Our thinking has changed, our understand-
ing of what makes organizations effective has changed, and our 
technology has advanced at a phenomenal rate.

The third section paints a picture of what it would look 
like if L&D were doing the job it could and should do. It starts 
with a revised focus, includes a self-assessment, and some 
reflections by leaders.

The fourth section is more practical, breaking down  
the steps and covering pragmatic issues, as well as looking 
forward.

Not

This book is not a final answer. There are answers in many of 
the component areas, but the integration is new, and a book is 
a limited endeavor. An emergent community that will be avail-
able from RevolutionizeLnD.com will address how the initial 
ideas presented here can be taken forward. This is a spark, not 
the whole fire.
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