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Let’s Set Some Context. . .

From. . .To



Why It Is Critical to Define the Business Problem

FocusPriorities &

Decisions
Funding &

Resources



A-HA Moment #1: What Are We Solving For?



Our Process

What is the 
presenting 
problem?

What are the 
consequences of 

that problem?

What is your 
solution to address 
the problem (and 
consequences)?

Do your objectives 
align with the 

business need?

How do your short 
term priorities 
address the 

business need?



Move from Stated Problem to Consequences

The Stated Problem The Consequences

Managers lack the skills to develop and 

advance high performing employees

We lose employees we should retain

Critical roles are not connected across 

business units due to lack of knowledge            

and a SME network

We sell narrowly-focused solutions and 

don’t bring the  best of Aon’s products, 

services or people to our customers

We lack global curriculum standards or 

means of developing and distributing 

learning content broadly across the  

company

We create redundant solutions wasting 

funds and resources. 



A-HA! Moment #2: Understanding Assumptions

Linking Objectives          Hypothesis          Outputs & Outcomes



Start with the Business Problem to Be Solved: If…Then

We have 

clarity on the 

business 

problem to be 

solved

We can 

develop 

meaningful 

outcomes for 

the LXP

We will focus 

our design 

and            

development 

on those 

outcomes

We will be 

able to create 

a series of 

links from the 

LXP to those 

outcomes

We will be 

able to 

develop a 

robust 

measurement 

plan

We will be 

able to design 

and develop 

the 

appropriate 

measurement 

instruments

We will be 

able to 

measure if 

each link in 

the chain is 

being realized

If    Then If    Then If    Then If    Then If    Then If    Then



Our Working Assumptions….

Invest $ and 

resources in 

the LXP

Provide faster 

access to the 

right content at 

the right time

Learners to 

consume and 

share relevant 

learning content 

Increase 

Aon IQ

Reduce  

time to 

productivity 

If we… Causing…Then we can… Which will… And ultimately…



A-HA! Moment #3: The Elevator Speech

What Do Our Outcomes Look Like and How Will We Know?

“To stay competitive as a top professional services firm, 

we need to be explicit and laser focused about our core 

capabilities, connecting our internal expertise to all of 

our clients while retaining the best talent.”

“We believe the new age digital learning platform is 

directly supporting our goals by strengthening 

leadership capabilities through our development 

pathways, connecting client facing and business 

generated content, and providing clarity on skill and 

competency requirements.

The LXP aims to be the one stop shop for knowledge and 

experts, fully integrated with Aon Avenue, People Finder 

and Workday Learning.”



What Does Success Look Like?

Short Term 

Effectiveness & Efficiency

Medium Term

Behaviors & Outcomes

Long Term

Business Results

Completion and consumption of 

activities and content (by type, 

mix, personas, etc.)

Colleagues leverage expert content that 

exists in the firm 

Improved (productivity) on the 

job (reduced time to full 

productivity for new hires first 

six months vs. everyone else)

Relevance of the content to the 

role, job etc.

Colleague engagement in portal content Increase in Aon IQ 

Ease of content navigation 

(learning paths)

More career-oriented (learning-oriented) 

conversations with direct supervisor

Increased Retention/Reduce 

regrettable turnover



How Will We Know?

LXP Consumption/Activity Data

MTM KPI & Effectiveness Data
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Appendix



What Does Success Look Like?
Outcomes -- Impact

Short (6-9 months in 2019) Medium (2019 – 2020) Long (2020+)

Effectiveness/Efficiency

• Quality of the learning materials and 

content

• Relevance of the content to the role, job 

etc.

• Ease of navigation to and through the 

content (learning paths)

• Completion and consumption of 

activities and content (by type, mix, 

personas, etc.)

• Scrap: Time spent looking for useful 

content AND % applied to the job

Behavior/Actions

• Reduced learning content creation by 

business areas, use COE curated 

content (2019)

• Colleague engagement in portal 

content (consume, share, 

create/2019)

• Colleagues leverage expert content 

that exists in the firm (connect to 

content outside silo/2019)

• Colleagues connect to experts (2020)

• Learners taking time to reflect and 

share (2020)

• Colleagues using questions to tailor 

paths to their own persona (2019)

Medium Term Outcome

• Improved (productivity) on the job 

(reduced time to full productivity for 

new hires first six months vs. 

everyone else)

• Improved (career) satisfaction

• More career-oriented (learning-

oriented) conversations with direct 

supervisor

Business Results

• Increased Productivity

• Increase in Aon IQ 

• Increased Engagement?

• Increased Retention/Reduce 

regrettable turnover

• Aon colleague experience = brand

o Increasing opportunity

o Increasing support

o People impact

o Improve Leadership capabilities



How the LXP Solution Impacts the Business Problems

• If we invest resources into LXP we can provide easier, 
consistent, and faster access to the right content at the right 
time, which will drive alignment to individual roles, increase 
engagement with careers, and lead to:
‒ Increased productivity and cost efficiency (through innovation in 

technical and operational areas)

‒ Connection to Aon Business Services Model where we creating more 
common capabilities across Aon – ties into “Deliver the Core” from HR 
business goal

‒ Increasing better Aon IQ (content that is mandatory for all colleagues), 
better collaboration leading to Aon United (these are tightly linked)

‒ Having enough knowledge to collaborate across firm. Brings more and 
better integration of expertise and thus value to clients



Outputs vs. Outcomes

• An output measure is tied to a an activity. So, if you are going to 
create content, an output could be both the amount, breadth or 
depth of content as well as the usage of that content

• An outcome measure is typically something the business cares 
about



Types of Outcomes

Financial

Operational

Customer

Employee

• Orders

• Revenue, Revenue mix

• Profit

• Costs (Variable and fixed)

• Cash flow

• Asset utilization

• Customer loyalty / retention

• Customer satisfaction

• Customer acquisition

• Market share or share of wallet 

• Customer profitability

• Brand image

• Productivity

• Safety

• Quality (Products & service)

• Innovation (new products)

• Risk

• Retention/ turnover

• Engagement

• Diversity

• Workforce performance

• Note: In some cases, employee 
productivity lands here



Where is the Business Problem – Where Does 
Solution Fit?

Advances 

the strategy

Run the 

Business

Industry 

Standard

Improve efficiency and 

effectiveness of day to day 

operations

Enabling growth, 

movement into new 

markets, greater market 

share in existing markets, 

improve overall 

competitiveness (market 

and cost) 

Company 

Differentiated


