
ASSESSMENT

L&D Program Strategy: Your 
Flexibility Assessment

Organizations spend $400 billion annually on corporate learning, but 74% still say they can't keep pace with new skill 
demands. If you're feeling that pressure, it may not be because of a lack of effort or budget. It usually comes down to 
having rigid systems.


Employee learning and development (L&D) breaks down when content isn't connected to roles, skills, or business 
outcomes. Your learning program's value doesn't depend on the number of courses available. It’s about how quickly you 
can build real capability and workforce readiness.


By 2030, 39% of workers' core skills will be outdated. Closing that gap means great learning has to adapt to people, 
roles, and change. To get there, you'll need to evaluate your current setup across four critical dimensions:


Content 

Delivery

 Governance 

Resourcing

The Flexibility Imperative in Employee Learning

Between 2021 and 2024, 32% of the skills required for the average job changed — and they’re still evolving. Relying on a 
static annual training calendar or disconnected content libraries no longer delivers the results you need.


But most L&D teams are stuck managing a patchwork of platforms. You might use an LMS for compliance, an LXP for 
curation, and an HRIS that keeps employee data completely siloed. It's incredibly common. In fact, 62% of organizations 
use two to four paid HR solutions, and only 39% say those tools actually integrate well.


This disconnect makes rapid adaptation structurally difficult. When your systems aren't connected, learning remains 
isolated from the work people actually do and from the future your organization is building.


Before you can scale learning without scaling complexity, you need to know exactly where your current programs are 
rigid. This assessment helps you diagnose your learning ecosystem so you can start transforming training into a 
strategic asset.
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Dimension 1: Content Flexibility

Let's look at how you plan your training. If you’re still building an annual training calendar, you’re already behind. But 
when nearly a third of a role shifts in just three years, a 12-month planning cycle can’t keep up.


Even so, fewer than half of organizations have moved beyond these annual calendars to a more continuous approach. If 
your content strategy is locked into a fixed catalog rather than reacting to live skills data, your learning initiatives will 
always feel a step behind what the business actually needs.



To determine if your content strategy can actually keep pace with shifting skill demands, ask yourself:


Are you planning annually, even though skills change quarterly?

How quickly can you update a learning path when a role evolves?

Is your content anchored to live skills data or a fixed course catalog?

Dimension 2: Delivery Flexibility

Delivery flexibility is about meeting employee learners where they actually work. Over the past 12 months, AI has gone 
from a flashy new tool to an expected helper. L&D teams are embedding it into daily workflows for personalization, 
simulations, and real-time coaching support.


But buying new tech doesn't automatically solve the delivery problem. Deloitte’s 2026 research shows companies 
taking a purely tech-focused approach to AI are 1.6 times more likely to miss their ROI goals. That tracks with broader 
industry data showing 95% of businesses report zero return on their in-house AI investments so far.


The friction usually comes down to a fragmented data infrastructure. If you plug an advanced AI tool into a 
disconnected system, the AI is forced to work with partial information. It defaults to generic suggestions and makes 
confusing data even more so.



To find out if your delivery model is truly adaptable and ready to make the most of AI, ask yourself:


Does your delivery adapt to how and where people actually work?

Can your AI tools see enough connected learner data to make recommendations that are actually useful?

Do your systems and culture create a safe environment for employees to experiment, fail, and learn in the flow 
of work?
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Dimension 3: Governance Flexibility

At its core, governance in L&D is simply about visibility and trust. It’s your ability to see what is actually working and 
make confident decisions based on reliable data.


In a lot of organizations, governance breaks down because of a fragmented tech stack. When your systems operate in 
silos, you end up with big blind spots. You might be able to easily pull a report showing which employees finished a 
specific course, but you have no way to prove who actually built a new skill or capability.


Good governance means moving past surface-level completion rates and connecting your learning activities directly to 
real business outcomes. It means having people analytics you can actually rely on, which is a major hurdle right now 
since only 42% of HR professionals strongly trust their data. 


Ultimately, flexible governance gives you the clean, connected data you need to prove your program's impact without 
needing to manually juggle dozens of spreadsheets.

To see if your learning governance provides the visibility you need to drive real business results, ask yourself:


Can you connect learning activities directly to business outcomes?

Are you stuck proving who finished a course rather than who built a capability?

Dimension 4: Resourcing Flexibility

The pressure on L&D is rising, but your team's bandwidth likely isn't. Your learners are stretched just as thin. Currently, 
41% of employees say they can’t dedicate time to learning at work, and 37% of managers lack the time to properly 
support their team's development. Given the constraints, it makes sense that only 6% of HR and L&D leaders would call 
their company’s approach to talent development “outstanding.” 


You can't just add more mandatory training to people's plates. Flexible resourcing means embedding learning naturally 
into the flow of work. It also means reducing the burden on your L&D team, eliminating manual data aggregation so you 
can focus on strategy.

To determine if your resourcing model supports continuous learning without burning out your team, ask yourself:


How much of your team's time goes to manual reporting versus strategic work?

Is learning treated as a separate task, or is it embedded into daily workflows?
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AI Makes Human Skills Your Biggest Asset

As AI takes over more of our routine and technical work, human skills are quickly becoming your biggest competitive 
advantage. The demand for social and emotional skills is projected to grow 26% by 2030.


But you can't build skills like resilience, complex communication, and creative problem-solving through static, lecture-
based training. They require flexible, experiential models like coaching, mentorship, and real-time feedback. If your 
systems are rigid, you won't be able to deliver the human-centric development your people need to thrive alongside AI.

Stop Settling for a Broken Tech Stack

A truly flexible learning culture requires real-time data flow, a clear skills framework, and connected reporting. 
Integration is the ultimate multiplier. Personalization, measurement, and agility all depend on connected data. At a 
certain point, you have to stop optimizing a broken tech stack and rethink it entirely.


But before you evaluate any new vendors or platforms, you need to know exactly what success looks like. Don't evaluate 
solutions on a checklist of features. Evaluate them on the outcomes they can actually prove.


Download Measuring Learning Impact: How To Evaluate Outcomes Before You Buy to define your success metrics and 
make a confident, evidence-based decision on your next learning platform.

Define your L&D metrics before you buy. Get the evaluation framework
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