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By Chris Proulx 

When I first arrived at Humentum (then LINGOs) in 2014, I was amazed by 
the energy, passion, and true knowledge-sharing among and between all 
the members. At the first member meeting that I attended, I remember 
someone saying to me, “I can justify my member dues on what I get from this 
community—it is literally like having another full-time team member—at a 
fraction of the cost.” Your challenge is that learning communities are dynamic 
entities; active members come and go, discussion topics ebb and flow, and 
when you are just joining the community, you may not always know the best 
way to mine it for the collective intelligence. 

This e-book is your guide to that collective knowledge. The team has 
curated and compiled from across the community, the “best of” from many 
years of webinars, conferences, and 1:1 discussions so that you can adapt 
and apply these lessons to your own organization—whether you are one of 
the community’s founding members, or just joined us this week.

I also see this e-book as a challenge to all of us. Back in 2014, when I 
was still settling in and learning what the global development sector 
was all about, I believed deeply that how we thought about learning and 
development was all wrong. I heard that it’s an expense, an overhead, a 
nice to have. The work our member organizations are doing is truly life-
saving and life-changing, and yet most continually under-invest in the skills 
and capacity of the people doing that work. We are generally outspent 
by every other sector: military, government, private sector. Changing this 
narrative and collective priority has proven to not be easy and especially 
with the challenges of 2020, not getting easier—but certainly no less 
important. The challenges we face are significant and require our staff to 
be not just skilled up for their current role, but ready for what comes next. 

So, use this e-book as a way to upgrade what you are doing at your own 
organization. Use it as a way to advocate to senior leadership for more 
resources. Use it as a guide to get more engagement from your staff so that 
your programs have a higher return on investment. And use it as a call-to-
action to not just share ideas for how to do more with less. Use it as a call to 
action to help our sector invest more in upgrading our workforces for the 
challenges and opportunities that loom ahead in terms of changing business 
models, digital transformation, equity, and funding model disruption.

 
Chris Proulx 
Global Director, Member Engagement & Learning, Humentum
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Introduction from the Humentum 
Learning Services Team 

Since 2004, Humentum Learning Services (HLS) has 
helped nonprofit organizations deliver eLearning 
and virtual training to their global staff. We have 
worked with the Human Resources and Learning 
and Development (L&D) teams of more than 100 
organizations. Collectively, our HLS members reach 
over 250,000 active earners, and we continue to grow.  

The information within this eBook has been curated 
by the HLS team based on our experience with a 
community of L&D professionals at organizations 
of every size. Our community shares resources at 
conferences, in webinars, via our online platform, 
and directly with each other. We bring everyone 
together for what we call Working Out Loud, virtual 
sessions where we work together to brainstorm 
solutions for the issues we face. 

We have recorded the knowledge from these activities 
and from across our community and compiled it into 
this eBook. Whether you’re new to the world of L&D 
or an experienced pro, we think you’ll find something 
here to ignite your thinking. It also includes reflections 
and advice from our members who have some of the 
best L&D teams in the sector. 

We aim to assist the core learning functions of 
humanitarian and development organizations. 
Whether your learning team is well established 

and seeking to improve or you are just starting, 
this eBook offers helpful reflections, advice and, 
recommendations from our 16-year history in online 
learning in nonprofit organizations.

Learning and Development teams come in all sizes. 
You may be a team of one or part of a larger team. You 
may have a large budget to work with or a very small 
budget. Some of the suggestions in this book can be 
easily implemented today, and some may take time 
and resources to deploy that are not available at the 
moment. Don’t be discouraged. Keep in mind that 
the most successful L&D teams did not implement 
everything presented here at once. Here at HLS, we 
have a saying: think big, start small, and be prepared to 
scale. We encourage you to adopt this saying as well.

Finally, we’d like to thank the many L&D professionals 
who attended our workshops and sessions, and who 
have contributed by presenting at conferences and 
webinars. You shared your knowledge freely, and 
we’re pleased to share the best of this here.

Introduction

 Working Out Loud
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If you fail to plan, you are planning to fail - Benjamin Franklin

Definition

The strategy is often defined as a plan of action designed to achieve a long-term or 
overall aim. It refers to the actions and decisions that an organization takes to reach 
its goals. It provides a framework and plans on how the company will carry out 
these actions and decisions.

A learning strategy identifies how the L&D team and its activities will help the 
organization meet its overall goals and objectives. “How are you going to win in 
the period ahead?” That’s the key question behind developing strategy. It tells you 
how you’ll achieve success, no matter how that success is defined. The strategy 
development process is as important as the outcome.

Developing your learning strategy

To develop your learning strategy, you first need to understand the internal and 
external environmental factors that affect your organization and how that learning 
can provide a solution. Equipped with this understanding, you can identify your 
advantages and make informed choices. 

For example, depending on scope and circumstances, you may want to 
devise strategies that:

   •   Ensure that your organization can meet its vision and objectives by providing 
resources, capabilities, and capacities through skills and knowledge.

   •   Promote and nurture a culture of learning by creating an enabling environment 
where staff want to learn.

Developing a strategy follows a three-stage process:

   •   Analyzing the context in which you’re operating;

   •   Identifying strategic options; and

   •   Evaluating and selecting the best options.

Below we detail the process above and outline some useful tools that can help you 
develop your strategy.

Learning Strategy

A learning 
strategy 
identifies how 
the L&D team 
and its activities 
will help the 
organization 
meet its overall 
goals and 
objectives. 
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Stage 1: Analyzing your context and environment

The first stage entails ensuring that you fully understand your organization and 
the existing learning function. 

1.1 Analyze your organization

Examine your resources, liabilities, capabilities, strengths, and weaknesses. 
If you use it rigorously a strengths, weaknesses, opportunities, and threats 
(SWOT) analysis is a great tool for uncovering what you do well and areas  
for improvement.

A skills assessment is another excellent tool to determine the organization’s 
skills and gaps. This will highlight other unique strengths and help you think 
about how you can set yourself apart from your competitors. 

It’s much easier to achieve your objectives when your strategy uses your 
strengths without exposing your weaknesses. 

1.2 Analyze your environment

Next, examine your current operating environment to predict where things 
are moving. 

   •   What skills are needed to succeed in this environment? 

   •   What are the upcoming skills that the environment needs? 

   •   What future scenarios are likely in your industry, and how will these  
impact the work you do?

As you prepare to create your strategy, make sure that you’re working in a way 
that aligns with changes in your operating environment, rather than working 
against them. These external factors are often beyond your control, so if you 
pursue a strategy that requires a change in one of these elements, you may 
have a long, exhausting, unprofitable battle ahead of you. 

1.3 Analyze your users and stakeholders

Your strategy defines how you will succeed as a learning function. Success is 
typically framed by how you satisfy your organization who are your primary 
stakeholders, including senior leadership, your staff, other teams, and external 
organizations. Each stakeholder will have specific needs, and your strategy 
must detail how to achieve those.   

A stakeholder analysis will help you uncover these needs and preferences, e.g., 
who are the key stakeholders? What are your stakeholders’ priorities? 

SWOT
Analysis

Strengths

Weaknesses 

Opportunities

Threats

STAGE 1
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1.4 Analyze your competitors

Your competitors are other competing priorities in the organization. These 
could be strategic directions or core areas of operations, other teams that 
require the same attention and funding, or other projects and teams within 
the team that compete for money and related resources.

The learning strategy should outline how to identify ways to compete with 
the organization’s priorities and successes. You must prove that you can add 
value, meet objectives, and contribute to the organization’s goals.

Identifying strategic options

In Stage 1, you developed an understanding of how your team fits within the 
context of the internal and external environments. Now it’s time to think about 
the steps you can take to develop a clear advantage and meet your objectives. 
We have identified some fundamental activities that will help you make an 
effective decision.

2.1 Brainstorm options

The brainstorming session should focus on how the L&D team and the 
strategy will help the organization achieve its vision and mission. It must 
consider the constraints and challenges the team will encounter in delivering 
the learning strategy. 

2.2 Examine opportunities and threats

Your SWOT analysis identified some of the main opportunities and threats 
your organization faces. Using this as a starting point, brainstorm additional 
ways to maximize your opportunities, minimize your risks, or perhaps even 
turn your threats into opportunities.

2.3 Solve problems

A problem-solving approach can also help at this stage. If your issue is that 
you’re not achieving your goals, ask yourself how you can ensure you do. If 
everyone in your organization finds it hard to deal with a particular problem, 
you may gain a competitive edge by tackling it.

STAGE 2
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STAGE 3 Evaluating and selecting strategic options

The final stage of developing a learning strategy is evaluating the options in 
detail and selecting the ones you want to pursue. Even though your objectives as 
a learning team may have a different scope from the organization’s overarching 
objectives, they should still align with the organizational goals. 

3.1 Evaluate options

Identify a range of promising projects that you could implement. Reflect on 
these options, but refrain from making a final judgment until you’ve completed 
your assessment. Start by evaluating each option in light of the contextual 
factors you identified in stage one. What do these tell you about each option?

Once you have completed this, weigh up each criterion and consider 
subjective elements, such as team-fit and the likelihood of team buy-in. Don’t 
forget objective, tangible factors like cost and return on investment (ROI).

3.2 Choose the best way forward

With your evaluation complete, you now must choose the best strategic 
option(s). Avoid spreading your resources too thinly.

Align your ideas with your organization’s vision, mission, and values. It’s easy to 
forget about these fundamental blocks during strategic planning. Ensure that 
what you want to ‘win’ contributes towards the organization’s overall purpose.

Check your assumptions to help confirm the soundness of the reasoning 
process you used to develop the strategy.



The three Cs of implementing strategy

There’s no point developing a strategy if you fail to implement it successfully, 
which is where many people go astray.

When you put your strategy in place, consider the three cs of implementing 
strategy: clarify, communicate, and cascade.

Clarify

Communicate 

Cascade 

Your strategy needs to be understood by people at all levels of your organization, 
not just in the boardroom. Make sure that you can express it in terms that are 
easy to connect with and avoid business jargon and corporate speak.

Use every means at your disposal to communicate your strategy to your 
organization, both electronically and face-to-face. Your strategy will affect 
everyone, so they need to understand your new focus and direction and how 
it will affect their work. Develop an internal communication plan with activities 
to inform and engage in communicating the strategy organization-wide.

Work out the fundamental elements of implementing your strategy across 
the organization. Consult with managers and task them with the practicalities 
of applying it in their teams, including any training requirements or process 
improvements that need to be made. This is how your strategy becomes a reality.

your strategy

your strategy

your strategy
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Learning Strategy: Summary

Practice strategy development by considering the analyses below. Here are 
some key questions to review:

   •   What are your strengths, weaknesses, opportunities, or threats, and what 
are your core competencies?

   •   If you put your mind to it, what are you capable of achieving? 

   •   What are the big picture trends in your environment?

   •   How can you monitor or adapt to these external factors?

   •   Which people are essential to your success (your stakeholders)?

   •   What options do you have?

   •   Which of these should you implement?
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Organizational Buy-In

Organizational buy-in is linked to the identification, quality delivery, 
and evaluation of everything L&D does. However, identification 
is the most critical, as quality delivery of the learning that is not 
meeting an identified need will be seen as a “nice to have.”

Organizations must position L&D as a business partner and service provider, 
approached for advice and guidance as well as services. Too often, L&D is viewed 
as the traditional storefront where people go to seek training only. To achieve a 
more strategic business partner and service provider positioning, L&D should be 
aligned and positioned with core parts of the organization.

What does the organization need from L&D?
   •   What is the organization doing right now that’s new or different?
   •   Where is the organization trying to shift to?
   •   What’s the strategy and strategic direction?
   •   What keeps the senior leadership team (SLT) up at night?

These questions all indicate gaps in terms of where the organization is now and 
where it wants to be. Closing these gaps (or at least some of them) should be a 
core part of L&D’s function. Do you know the answers to these questions? Here 
are several ways you might find out where you should be focusing:

What does the organization need from L&D? - If you can, arrange a 
time with the SLT/C-suite to have a structured conversation about where the 
organization is and where they want it to go, and (more importantly) what skill 
gaps they see need closing to achieve this ideal. Working on these areas will 
fast-track senior support. 

Organizational strategy - You need to review and understand this 
document as much as anyone at your organization—it will be full of new 
directions, initiatives, and changes. All of these areas require L&D support and 
usually have a lead or group leading them. Communicating with staff about 
your desire to tap into the project and help with the L&D areas you have 
identified is a proactive way of embedding your purpose in the organization. 
This is key to ensuring L&D are involved in key projects from the start.  

Key leaders - L&D are often overlooked as a key resource even though it has 
so much to offer any manager, group, or team. Reach out to key leaders in your 
organization (you know who they are, write a list of them and add to it - that should 
give you a list of 20+ to start with) and ask them for a meeting to find out how you 
can support them. What are the issues they would like solved on their teams?  

To achieve a 
more strategic 
business 
partner and 
service provider 
positioning, 
L&D should be 
aligned and 
positioned 
with core 
parts of the 
organization.
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Not every leader will want to work with you or want your help; that’s OK. Keep 
helping interested parties. Soon they will be coming to you rather than you 
chasing them.

Individuals - Don’t forget that serving individuals is an essential part of 
your strategy. However, in an organization of 100s, perhaps 1000s spread 
across the globe, you need a few strategies you can implement with a limited 
set of resources.

Train managers - Help managers understand the value of staff development 
and guide them on finding ways outside of training to meet those needs.  
Stretch assignments, job swaps, secondments, coaching and mentoring, etc., 
are all non-training approaches you can suggest.

Have champions - You cannot be everywhere. Find learning champions 
across your organization who are going to help be a more local (field or 
remote offices) L&D team.

Just in time - You need to have a suite of learning (ideally online) that 
learners can access freely and when they need it.

L&D policy and procedures - Make sure all staff globally know what they 
and their team are entitled to and how to access it.

What limits/ enhances L&D authority? - Once you have a plan to increase 
your influence and how the organization sees learning, you need to consider 
the below table. What will hold you back? What can you do to strengthen the 
position of learning in your organization?

This chart was compiled during a Working Out Loud session hosted by HLS.

Limits Enhances 

   Geography 

   Culture 

    Hierarchy & bureaucracy, 
organizational structure 

   Micromanagement 

   No direct reports 

    Job description—other teams  
don’t know what L&D does

    Not casting a clear vision for 
what L&D does

    Leaders not involved 

    Time 

    Not a learning organization 

    Learning walled off from the 
rest of the organization 

      L&D simply files orders 

    Historical failures 

    Trust 

    Alignment with business needs 

     Support from senior leadership 

    Professionalism 

    Strategic mindset 

     Available to support at a moment’s notice 

    Results 

    Own commitment to lifelong learning 

     Curiosity 

     Acknowledgment  

    Give more than asking? 

    Curiosity and interest in others’ work and 
mission 

    Proven track record of value-added support 

    Strategy 

    Creativity 

     Consulting to help stakeholders have success 

    Connecting deliverables to metrics and impact 



Organizational Buy-In: Summary 

Identifying your stakeholders and partnering with them will help to 
 ensure your L&D team is at the table when major initiatives are being 
considered. It is vital that you remember these key questions and address  
them with your stakeholders. 
   •   What is the organization doing right now that’s new or different?
   •   Where is the organization trying to shift to?
   •   What’s the strategy and strategic direction?
   •   What keeps the senior leadership team up at night?

How will you know when you have increased your organizational buy-in? 
   •  Focus is on the organization’s key issues 
   •  Learning is strategic
   •   Learning strategy becomes more nuanced and incorporates solutions beyond 

just eLearning 
   •  Learning is a part of the bigger picture
   •  Others recommend L&D, and you are:
    approached by others
    you are invited to the table at the beginning of a project, instead of an 

afterthought
   •   Team leaders and supervisors place more emphasis on professional 

development and performance support
    L&D viewed as performance consultants rather than a support service 
    Learning mentioned whether L&D is in the room or not 
   •   Reaching workload capacity and require additional staff 
   •   Tracking use metrics in your learning systems i.e., Learning Management System (LMS)

What successes and challenges did the Humentum Learning Services (HLS) 
community face when trying to influence the work of the organization? 

Successes  Challenges 

  Asked to recreate the learning champion 
program in development

 Field office requests training 

 Asked to share experiences 

  Asked to partner and participate in planning

  Field offices are dedicating learning time 
each week

  Asked to review presentations before a 
training session 

  Can respond to an out-of-the-box request 

  Invited to plan a senior leadership retreat 

  Asked for follow up training/multi-session 
package after creating initial one-time training 

  Field offices appear to be learning from one 
another and implement learning strategies 
others have already rolled out

  Asked overseas manager to get support  
staff involved in learning 

  Resistance to change 

  No time for training 

  Re-creating learning 
organization as value-added 
instead of stand and deliver 

  Learning function new to the 
organization 

   Meeting needs throughout the 
field 

  The staff doesn’t think in-
house L&D is proper learning 

  Learners recognize that 
learning is important, but 
never urgent 

  Demonstrating relevance 

  Cultural differences 

  Overcoming billable hours 
mindset 

11
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Learning Needs

You have developed your learning strategy and obtained 
organizational buy-in. Your three-stage learning process has 
identified the organization’s current context and environment, as 
well as the opportunities you have to bring about change. The next 
stage is to identify the organization’s learning needs in more detail. 
But where do you start, and how can you ensure that the learning 
interventions you need to provide will help the organization achieve 
its organizational strategy?

First, we need to clarify the difference between learning needs and training needs. 
Learning needs are identified by gaps in the organization’s ability to achieve its 
goals. Training needs are associated with a single training event, and the learners’ 
needs are related to that event. 

There are different levels for assessing learning needs:

1.   Organization learning needs - the gaps in the organization as a whole. This 
may lead to a talent management strategy to ensure the organization attracts 
and retains the right employees to meet its objectives. 

2.  Team learning needs - the gaps in a single team. This may require rolling out 
learning to the team or identifying the gaps that individuals need to fill, which 
leads us to the last one.

3.   Individual learning needs -  this relates to an individual’s capability who may 
need more training to fulfill their role or a new task assigned to them.

These levels should be addressed and are most effective when they follow the 
order laid out above. This will ensure that the identified learning is designed to 
improve the organization’s performance as a whole. 



Identifying the needs: 

There are many ways to identify the learning needs of an organization (at each level):

First, start by meeting with the SLT; this is essential to ensuring that you understand 
the strategy and how the senior leadership envisions the organization achieving 
this. Once you have met with the leadership, you can run a few activities such as:

   •   Gap analysis with project managers and team managers that maps current 
performance to a team’s desired performance

   •   Staff surveys

   •   Focused interviews and groups with both senior leaders/directors, managers, 
and junior staff

   •   Exit interviews that focus on where they felt they didn’t have the correct 
development opportunities

   •   Competency frameworks

   •   Performance development reviews

These are just a few examples, but it is essential first to identify the right activities 
for your organization. One size won’t fit all, so make sure you employ an approach 
that suits your organization’s culture. As you carry out these activities, try to 
design them to find the root cause for the gaps. There may already be talent on 
some teams that isn’t being utilized or may need nurturing. With this in mind, build 
some questions and discussions that focus on this. 

Finally, it is vital to ensure this is not an isolated, one-time activity. You may need 
to do this incrementally, thinking about where you want to be (the agreed desired 
performance) and then outlining how you will get there. Think of it as a project 
plan. You don’t complete a project in the first phase; there are usually several 
phases to completion. The same approach applies here.

Learning Needs: Summary 

You must ensure that your L&D team is meeting the needs of the organization. 

   •   Keep in mind the needs of the learners at the organizational, team, and 
individual levels. 

   •   Use surveys, interviews, and other tools to identify the needs.

   •   Evaluating the learning needs is not a one-time activity.

13
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Engaging Learners

Do you remember a time when you attended a face-to-face or 
virtual training or took a self-paced online course where you actively 
participated, enjoyed learning, and retained what you learned 
to this day? Now take a moment to think about what made this 
experience a memorable one.

Learners can have a highly-engaging learning experience when we consider their 
learning needs. Providing a highly-engaging learning experience includes choosing 
timely topics and relevant design content that is concise and well-structured, 
creating activities that motivate them to practice what they have learned, and 
providing networking opportunities to foster continuous learning and development.

How to create engaging learning experiences?

1.   Know your learners  - Determine the learning needs and desired goal/
outcome. Remember that learners can be visual, auditory, reading/writing, 
and/or kinesthetic. Provide ample resources and activities that include 
varied learning techniques to encourage learners to actively learn, practice, 
recall, and retain meaningful information.  

2.  Utilize effective content design approaches - Break the content into 
brief, sequenced, and bite-size chunks to help learners easily understand 
and achieve the learning outcome/s. Use storytelling, scenario-based and 
gamification techniques to make it interactive and rewarding.

3.   Select an appropriate learning environment  - Choose the right 
platform and technology, to make content easily accessible, and to provide 
a seamless learning experience for all learners from diverse backgrounds, 
abilities, and learning styles. Incorporate social learning and just-in-time 
learning to help learners stay connected and focused.

Why is learner engagement important?

Engaged learners are more likely to hone their skills/abilities, apply their newly 
acquired knowledge in their job, and excel in their work. They become ‘learning 
champions’ who encourage their colleagues to join in and enjoy the learning 
experience. This can help instill a culture of learning at the workplace and boost 
overall productivity.   
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Who are learning champions and how to train them for success?

A learning champion promotes learning within their sphere of influence. They 
embrace their own experiences as a learner and shares them with others. They 
are an individual who helps others learn and promotes both internal and external 
learning opportunities. They are someone who extends the reach to places that 
can be hard to reach.

Identify employees who have a passion for learning, a talent for sharing or teaching, 
and the ability to motivate others. Build their capacity by providing a wide range 
of tools and support, creating open communication channels, sharing learning 
opportunities, and training with them regularly. These qualities will help build learning 
communities in their geographical regions and promote learning that is consistent 
with the overall learning strategy and the organization’s mission and vision.  

Five positive impacts of engagement at the workplace

•   Boosting employee efficiency - Engaged learners are motivated to finish 
their courses and perform well on assessments. Activities could require 
several skills and a recap of key learning objectives. When the newly learned 
knowledge and skills are applied on the job, it improves their efficiency.  

•   Fostering personal development - By engaging in learning, employees 
continue to grow and develop personally and professionally, which results in 
a pool of highly skilled employees.

•   Providing rewarding experiences - Engaged learners hold themselves 
accountable for meeting milestones and achieving performance goals. This 
increases their sense of personal achievement and makes them happier. 
Research shows that happy employees are 12% more productive compared 
to their disengaged colleagues.

•   Promoting communication and collaboration - Engaged learners 
participate in social learning activities, like webinars or discussion boards. Such 
engagement fosters communication and collaboration among employees and 
even nudges those who might not have been engaged otherwise.

•   Creating a culture of learning - Engaged learners inspire their peers to 
participate in learning too. They are willing to assist anyone who asks for 
their help. This instills a culture of learning across the workplace.

Top 5 tips to increase engagement

 1.   Advertise available courses - Promote them by topics, popularity, and 
relevance so they are easily visible, and find ways to help learners become 
aware of courses at the time of need.

2.   Be a champion of technology - Use creative weekly messages, tips and 
tricks, challenges, and video teasers that will drive employees to the learning.

https://www.fastcompany.com/3048751/happy-employees-are-12-more-productive-at-work
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3.   Try a little gamification - Encourage friendly competition between 
different teams or regions within the organization.

4.   Follow up after the courses - Create network working spaces for 
learners to ask questions, get help, and find additional resources during 
and after the course.

5.   Tell their story and celebrate success - Highlight learner success stories 
on your intranet or right on the LMS so that others can benefit from these 
learning experiences.

A few more ideas to help engage global employees

In a global setting, allow the learning champions or ambassadors in each region to 
do what they believe works best for their learners—then feedback the ideas!

•   Use staff travel opportunities to convey learning initiatives.

•   Offer course completion certificates to recognize and highlight achievements.

•   Carry engagement beyond the end of the course by following-up virtually 
with peers - set up a discussion space.

•   Send an invitation for further learning or engagement – “if you liked this 
course, you might also be interested in...”

•   Honor time constraints and be aware of what is happening in the office/field, 
and offer advice on how to manage their learning.

Learning environment

When learning opportunities are readily available and easily accessible, they will 
provide a seamless and engaging user experience for learners. To do so, selecting 
the right technology or learning portal to host resources and training is key.   

Let’s explore some LMS features that help achieve and sustain increased  
learner engagement: 

1.   Blended learning - This approach combines traditional and online 
teaching, allowing learners to pace themselves appropriately and 
also collaborate on instructor-led workshops. Features such as online 
conferencing, webinars, catalog of learning resources, etc. help learners 
stay connected and highly engaged. 

2.   Social learning - Bios or user profiles with skills and experiences, 
certificates of achievements, and discussion forums help learners stay 
invested and recognized in their community.

3.   Mobile learning - “Anytime, anywhere” access to learning resources 
improves engagement as it allows learners to conveniently take courses  
in the comfort of their own home, commute to work, or during breaks.  
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4.   Branding - Customized interfaces with simple and easy navigation leaves 
a lasting impression. The ability to have a unique logo, theme, and color 
scheme can be key in retaining the learner’s attention.

5.   Feedback - Providing an opportunity to share thoughts and comments  
is a great way to motivate learners. Course reviews, evaluations, and 
surveys benefit learners, trainers, and the wider learning community  
to improve engagement.    

Communication

For learning initiatives to be successful and highly engaging, it is crucial to get 
the buy-in from leadership and the support of employees. An effective way of 
gaining their willingness to participate is by explaining the value of these initiatives 
and how they can positively impact personal development and organizational 
performance. A more effective way to communicate would be, “this course will 
help you stay safe in your workplace,” instead of “you have to complete this safety 
compliance training in seven days.”

•   Use both formal and informal channels of communication, from boardroom 
meetings to watercooler conversations.

•   Having regular conversations such as weekly meetings, and daily stand-ups 
and sharing quarterly updates help solidify these initiatives as a priority.

•   Gentle reminders, including simple nudge emails and notifications, help 
learners stay on track. Use commonly used communication tools such as 
Email, Skype, Slack, or Yammer.

Some key information to communicate when launching these initiatives: 

1.   Where to find the learning resources, training on LMS, or training calendar 
on Intranet

2.   How to access the learning resources

3.   Outline the basic reporting elements, such as learner and training metrics

4.   The benefits and objectives of these resources

5.   Timelines of when the training will be available, and what training  
will be available, including due dates, etc. 

6.   Project leads or instructors responsible for the training

7.   Rewards and recognition they will achieve upon completion



Marketing plan 

Thinking like a marketer is core for engagement. L&D professionals should 
be an educator as well as a marketer. Unless the courses are promoted, how 
can learners be aware and engaged? To highlight training, use the channels of 
communication mentioned above.

Two types of promotional campaigns: 

1.   Promote the use of your LMS and learning initiatives of the overall 
organization – It lays a strong foundation for all learning efforts and can 
be communicated with current and future learners.

2.   Promote individual courses or learning programs - Advertise existing 
and upcoming courses with learners and remind managers to provide the 
necessary support. 

We’ll be offering more information on marketing and branding in a later chapter.

Engaging Learners: Summary 

Engage your learners by considering the below key questions:

   •  What content are your learners looking for?

   •   What content design approaches and deployment tools you should use to 
make it an engaging learning experience?

   •   What initiatives will help promote learning to make it visible and readily 
available for your learners?

   •   How can learner engagement have a positive impact and instill a culture of 
learning at your organization?

18
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Evaluation

Most L&D practitioners struggle with fully understanding the impact 
of learning. An effective L&D evaluation is strongly linked with 
identified key performance indicators (KPIs) and aligned with the 
organization’s objectives.

Practitioners can assess learning initiatives, both formally and informally, to show 
improvement to organizational performance. Sometimes it is hard to facilitate 
evaluations immediately post-training. It is necessary to identify the organization’s 
learning needs and determine what success will look like. The most useful evaluation 
is about what happens days, weeks, and even months after the training takes place.

What are we trying to measure? 

When conducting an evaluation, we want to cover the impact of learning, how 
learning is transferred, as well as the employees’ engagement. Depending on the 
learning initiative undergoing the evaluation process, it could be useful to measure 
the broader stakeholders’ engagement.

It is essential to demonstrate the impact, transfer, and engagement of all L&D 
learning initiatives. Those aspects can be measured by:

•   Competency and improved performance that links to the organization’s KPIs

•   Retention of knowledge

•   Better work outcomes, teaming, and collaboration

•   Business, organizational, or project goals

It is good to have data and answers to some of the previous statements, but why is it 
so important? It is critical that L&D can demonstrate that those learning interventions 
were effective. This will help explain the value-added of a learning intervention.

Levels of an evaluation and common challenges during evaluations

As mentioned earlier, it is necessary to have a baseline of what questions you 
are trying to answer, what do you need to know from the evaluation that you will 
conduct; otherwise, you risk gathering data that you never use.
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As L&D practitioners, you have probably heard of Kirkpatrick’s four-level 
training evaluation model, which consists of evaluating:

•   Reaction - focuses more on the learner’s feelings and liking of a specific 
learning initiative. 

•   Learning - it is vital to evaluate learning objectives if the training developed 
skills, attitudes, knowledge.

•   Behavior - helps to understand how learning is applied in their day-to-day 
work; it can also reveal where people might need help.

•   Results - analyze the final results of your training based on reduced costs, 
return on investment, etc.

Incorporating higher-level evaluation projects are often challenging because they 
require a long-term commitment from everyone involved, mostly management.  

At an HLS led Working Out Loud session, the following statements were shared 
by L&D practitioners when discussing evaluations, when to conduct them, and 
the challenges:

•   Reaction and learning could be done immediately. Behavior could be done 
several months out. Results, maybe six months to a year.

•   Knowledge change can be assessed right after training, but the behavior change 
is much more expensive and time-consuming than smile sheets or tests.

•   The attribution issue is a significant stumbling block for many higher-level 
evaluation projects since it is argued that you don’t know whether the 
training created the change or something else despite having a baseline.

•   Managers and supervisors play a significant role in driving learning if they 
are willing and able.

Common learning and development evaluations tools

There are evaluation tools to choose from—here are the most common tools:

•   Surveys

•   Written exams

•   Smile sheets

•   Evaluation forms

•   Focus groups

•   Interviews with supervisors and team leads

•   Systematic focused observation by technical staff

•   Reporting for gathering data to use and further analyze 

https://www.mindtools.com/pages/article/kirkpatrick.htm
https://www.mindtools.com/pages/article/kirkpatrick.htm
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What key questions and information should we use in an evaluation?

When it’s time to draft questions to measure the impact of learning, start by 
generating data running reports on your learning platform.  You can take key 
indicators from those reports, such as completing courses, top courses, and 
topics that the staff lean towards at a particular time, in-process, etc.  Each of 
those indicators can be meaningful in their own way. They can also help you think 
about your evaluation methods, including what you want to measure and analyze.

Here we provide some key questions and information that an evaluation may 
have, which can also help you plan yours. They are separated based on what you 
are trying to evaluate— the level of reaction, learning, and behavior.

REACTION

LEARNING

1. Do you feel that the course reached its objective?

2. Was the learning environment conducive to learning?

3. Were the topics relevant to your current work or functions?

4. How can you deliver training better next time?

5. What will you do differently?

6. Did the learner find the content effective?

7. Overall, are you satisfied with the course or learning initiative?

8. Do you think we should add other topics to the course?

1. How would you rate knowledge and skills before and after the training/course?

2. Did you retain the key concepts?

3. Is the learning immediately applicable to your job?

4. How useful was this for you?

5. What challenges might it help you overcome?

6. How will you demonstrate the learning in your job?

7. Can you perform this task?

8. How can you share this learning with others?

9. Can you think critically with the knowledge, not just repeat with you learned?

10. Who does this affect?

11.  Given a procedure and the right tools, can you perform (a task/project?)  
within a specific time?



BEHAVIOR

1. How do you think you will use this?

2. Who can help you implement your new skills?

3. How have your processes changed?

4. Do you have a better understanding of the purpose of this process/task?

5. What else do you need to be successful around X?

6. What barriers will you face in applying this?

7. What has changed in practice, and what has been slower to change?

Note: As a resource, the PBET ( Performance-based Equipment Training)  
model for skills-based training might be worth to check out: 
http://mr-pbet.com/PBET-Explained.htm

Final advice on evaluations

When thinking about measuring the impact, transfer, and engagement of L&D 
initiatives, it is clear that they require more than just a post-training survey.  L&D 
practitioners need to determine, together with stakeholders and SLT, what success 
looks like for any given L&D offering, as well as individual programs.

Evaluation: Summary

When measuring the impact, transfer, and engagement of L&D initiatives, it is 
clear that they can’t be done just by a post-training survey. Practitioners need 
to determine what success will look like for any given L&D offering as well as 
individual programs.

Here are some useful points when thinking about the evaluation process:

   •   The front-end work is critical; don’t complete your training development 
and then think about evaluation.

   •   Have a plan for what you will do with the data. How will it drive 
improvement?

   •   We can’t neglect evaluation and the need to provide stakeholders with 
evidence to drive future learning and culture change.

   •   Consider what your stakeholders will want to know when you measure and 
how to present your findings.

   •   Don’t forget to gather stories of change.

   •   Let the participants know that their feedback is helping to improve the training.

22
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L&D Brand

When a shopper glances at a store display, without even thinking, 
they probably question what the display is trying to sell. If the offer 
isn’t clear, a shopper will turn away, and the opportunity will be lost.

Your L&D team should take a lesson from the retail world in terms of providing 
clarity around your offerings. The most successful L&D teams have a clear brand 
and sell that brand to their organizations. 

We’ve covered many aspects of running a successful L&D program in this eBook: 
identifying and communicating the right information to your stakeholders, making 
sure you’re offering great content,  measuring and sharing your success with 
stakeholders, and engaging with your learners. Now, we’ll explain how to use 
branding to tie it all together and amplify your story.

It can seem overwhelming, but you don’t have to do everything at once. “Think big, 
start small and be prepared to scale “applies here too. If you’re starting out, your 
plans may be aspirational, but you can still develop a brand as you go. 

A strong brand connects with different audiences and answers the question, 
“What’s in it for me?”

The L&D brand

On the blog “Steal These Thoughts” Ross Stevenson breaks an L&D brand down to 
the following. 

Who are we?

Make sure your L&D team is visible to the whole organization. Ensure that the 
unique skills each of you brings to the table are well-known. Promoting these 
skills will increase your credibility and remind stakeholders and learners that 
you are trustworthy.

https://stealthesethoughts.com/
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What do we do and what we can offer?

Don’t be the L&D team that is known only for sending multiple reminder emails 
to finish, for example, compliance training. Yes, that’s part of the job, but the 
most successful teams work with other teams around the organization to 
identify gaps and design training to close them. Again, from Stevenson’s blog: 

“We don’t do learning, we offer the opportunity to 
learn and the potential for you and your teams  to 
grow, to be better than you were last week.”

Everyone in the L&D team should be able to promote what the L&D team 
offers and continuously seeking opportunities to collaborate.

Getting started

If your organization has a communications or marketing team, we suggest you start by 
reaching out to them for guidance. They can help you think through the look and feel 
of your brand. We’ve seen teams adapt an organization’s color scheme and develop a 
team name or logo. Ideally, this is easier with someone who does this for a living, but if 
you have to, you can do this on your own. 

Here are some ideas that HLS member-subscribers have had success with. You may 
want to consider some of these as you develop your brand. Remember, you don’t 
have to do everything at once! Identify one or two ideas that resonate with you and 
see how it goes.

Logo

If it works within your overall organizational brand and structure, and your 
organization’s marketing/communications team allows it, consider creating a simple 
logo that distinguishes your team from all others. (You should work with your 
marketing/comms team if your organization has one.) Use this logo on everything. 
Your LMS, your training slides and materials, your eLearning courses, and your 
onboarding program are all areas where you can use your brand. 
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Slogan or tagline

Albert Einstein said, “If you can’t explain it simply, you don’t understand it well 
enough.” Can you explain what your L&D team does simply? Consider creating a 
slogan or tagline to help you. Make sure it is accurate. We’ve rounded up a few 
taglines from eLearning companies and our community.

   •   “A place where learning begins”

   •  “Unlocking your talent and developmental skills”

   •  “We make the complex simple”

   •   “We are passionate about igniting change in our organization and making the 
world a better place one learner at a time”

Contests

Contests and competitions can be a great way to boost awareness of your L&D 
team’s new initiatives and to improve engagement with learning. 

For example, some organizations have held a “Name our Learning Management 
System” contest when launching or rebranding their LMS. Invite staff and 
stakeholders to submit ideas for what to call your learning platform, and then vote 
on the best name. If you do this, be sure that you’re committed to going with the 
winner! In some cases, it would be better to manage this internally.

You might also consider holding a contest to boost engagement. Promote a 
learning week or month, and when a learner completes a course (or a certain 
number of courses) during the allotted time, they are entered into a pool to win a 
small prize. We’ve seen some organizations where friendly competitions between 
country offices or regions can increase learning.

Contests and competitions are not the right approaches for every team 
and organization. Approaches and results will vary widely depending on an 
organization’s culture. 

Instant communication (Slack/Teams/Etc.) 

Launch a chat channel on your organizational chat tool. You can use this space to 
create spot polls to announce new courses quickly, congratulate top learners, or ask 
for feedback. Why is this part of branding? Because it shows you are approachable 
and available.

Success stories 

Collect success stories from across the organization and promote them widely. For 
example, maybe a learner is promoted to a new position based on the training they 
completed. Tell this story! Make sure that everyone knows that your team has a vested 
interest in helping staff succeed. 



Mascot 

Get a mascot! We know of one organization that had a big stuffed dog as a mascot 
who attended workshops and virtual training. He posted blogs about L&D and 
even had a help column in the company newsletter. They used small versions of 
the stuffed dogs as prizes for contests and during workshops. 

Office hours

Hold regular “office hours”—open virtual webinars where staff can drop in and ask 
questions and meet your team. These informal events are a great way to help the 
organization get to know who you are and what you offer. They are also a chance 
for you to listen in and understand what teams need. Showcase the talent on 
your team; how often you do this is up to you. We know of one organization that 
does this twice a month, at two different time zones, to ensure everyone has an 
opportunity to attend. While slow to catch on, the events are well-attended and 
appreciated by staff. 

L&D Brand: Summary

As you consider your own L&D Brand, here are some key questions and 
thoughts to consider:

   •   Who are we as a team, and what do we offer?

   •  How will we convey this to our organization?

   •   Can we get help from our marketing/communication team to create our 
own distinct logo and slogan?

   •   Which of these ideas will resonate with our organization and help us stand 
out to stakeholders and learners. 

You may be feeling a bit overwhelmed at this point, so we’ll remind you again. 
Think big, start small, and be ready to scale.

Data Dogwhich 
“datadog,” used with 
permission, 2011
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In Conclusion: 
Our goal in writing this eBook is to share with as many L&D 
professionals, for beginners and seasoned pros, some of the 
knowledge we’ve learned over the years working with our community 
of dedicated professionals. We hope you’ve found something to try at 
your organization, and we’d love to hear how it goes for you. 

We’d also like to invite you to join our community.  

If you are working at a nonprofit, we’d love to see you at one of our L&D 
Roundtables, a Working Out Loud session, or one of our webinars, where we 
break down topics covered in this eBook and so much more. 

We also provide organizations with everything they need to deliver effective 
online learning and virtual training, including platforms, eLearning creation tools, 
e-learning courses, and of course, our amazing community of peers working in 
the NGO sector. If you think we can help your team, let us know.  
We look forward to connecting!

https://www.humentum.org/membership/humentum-learning-services-0

	Cover - Next 5: 
	Introduction: 
	Page 2: 
	Page 4: 
	Page 5: 
	Page 6: 
	Page 7: 
	Page 8: 
	Page 9: 
	Page 10: 
	Page 11: 
	Page 12: 
	Page 13: 
	Page 14: 
	Page 15: 
	Page 16: 
	Page 17: 
	Page 18: 
	Page 19: 
	Page 20: 
	Page 21: 
	Page 22: 
	Page 23: 
	Page 24: 
	Page 25: 
	Page 26: 
	Page 27: 

	Learning Strategy: 
	Page 2: 
	Page 3: 
	Page 9: 
	Page 10: 
	Page 11: 
	Page 12: 
	Page 13: 
	Page 14: 
	Page 15: 
	Page 16: 
	Page 17: 
	Page 18: 
	Page 19: 
	Page 20: 
	Page 21: 
	Page 22: 
	Page 23: 
	Page 24: 
	Page 25: 
	Page 26: 
	Page 27: 

	Organizatinal BuyIn: 
	Page 2: 
	Page 3: 
	Page 4: 
	Page 5: 
	Page 6: 
	Page 7: 
	Page 8: 
	Page 12: 
	Page 13: 
	Page 14: 
	Page 15: 
	Page 16: 
	Page 17: 
	Page 18: 
	Page 19: 
	Page 20: 
	Page 21: 
	Page 22: 
	Page 23: 
	Page 24: 
	Page 25: 
	Page 26: 
	Page 27: 

	Learning Needs: 
	Page 2: 
	Page 3: 
	Page 4: 
	Page 5: 
	Page 6: 
	Page 7: 
	Page 8: 
	Page 9: 
	Page 10: 
	Page 11: 
	Page 14: 
	Page 15: 
	Page 16: 
	Page 17: 
	Page 18: 
	Page 19: 
	Page 20: 
	Page 21: 
	Page 22: 
	Page 23: 
	Page 24: 
	Page 25: 
	Page 26: 
	Page 27: 

	Engaging Learners: 
	Page 2: 
	Page 3: 
	Page 4: 
	Page 5: 
	Page 6: 
	Page 7: 
	Page 8: 
	Page 9: 
	Page 10: 
	Page 11: 
	Page 12: 
	Page 13: 
	Page 19: 
	Page 20: 
	Page 21: 
	Page 22: 
	Page 23: 
	Page 24: 
	Page 25: 
	Page 26: 
	Page 27: 

	Evaluation: 
	Page 2: 
	Page 3: 
	Page 4: 
	Page 5: 
	Page 6: 
	Page 7: 
	Page 8: 
	Page 9: 
	Page 10: 
	Page 11: 
	Page 12: 
	Page 13: 
	Page 14: 
	Page 15: 
	Page 16: 
	Page 17: 
	Page 18: 
	Page 23: 
	Page 24: 
	Page 25: 
	Page 26: 
	Page 27: 

	L&D Brand: 
	Page 2: 
	Page 3: 
	Page 4: 
	Page 5: 
	Page 6: 
	Page 7: 
	Page 8: 
	Page 9: 
	Page 10: 
	Page 11: 
	Page 12: 
	Page 13: 
	Page 14: 
	Page 15: 
	Page 16: 
	Page 17: 
	Page 18: 
	Page 19: 
	Page 20: 
	Page 21: 
	Page 22: 
	Page 27: 

	Conclusion: 
	Page 2: 
	Page 3: 
	Page 4: 
	Page 5: 
	Page 6: 
	Page 7: 
	Page 8: 
	Page 9: 
	Page 10: 
	Page 11: 
	Page 12: 
	Page 13: 
	Page 14: 
	Page 15: 
	Page 16: 
	Page 17: 
	Page 18: 
	Page 19: 
	Page 20: 
	Page 21: 
	Page 22: 
	Page 23: 
	Page 24: 
	Page 25: 
	Page 26: 

	Home Button 2: 
	Page 2: 
	Page 3: 
	Page 4: 
	Page 5: 
	Page 6: 
	Page 7: 
	Page 8: 
	Page 9: 
	Page 10: 
	Page 11: 
	Page 12: 
	Page 13: 
	Page 14: 
	Page 15: 
	Page 16: 
	Page 17: 
	Page 18: 
	Page 19: 
	Page 20: 
	Page 21: 
	Page 22: 
	Page 23: 
	Page 24: 
	Page 25: 
	Page 26: 
	Page 27: 

	Forward 1: 
	Forward: 
	Page 3: 
	Page 4: 
	Page 5: 
	Page 6: 
	Page 7: 
	Page 8: 
	Page 9: 
	Page 10: 
	Page 11: 
	Page 12: 
	Page 13: 
	Page 14: 
	Page 15: 
	Page 16: 
	Page 17: 
	Page 18: 
	Page 19: 
	Page 20: 
	Page 21: 
	Page 22: 
	Page 23: 
	Page 24: 
	Page 25: 
	Page 26: 
	Page 27: 

	Introduction 1: 
	Learning Strategy 1: 
	Learning Strategy 2: 
	Learning Strategy 3: 
	Learning Strategy 4: 
	Learning Strategy 5: 
	Organizatinal BuyIn 1: 
	Organizatinal BuyIn 2: 
	Organizatinal BuyIn 3: 
	Learning Needs 1: 
	Learning Needs 2: 
	Engaging Learners 1: 
	Engaging Learners 2: 
	Engaging Learners 3: 
	Engaging Learners 4: 
	Engaging Learners 5: 
	Evaluation 1: 
	Evaluation 2: 
	Evaluation 3: 
	Evaluation 4: 
	L&D Brand 1: 
	L&D Brand 2: 
	L&D Brand 3: 
	L&D Brand 4: 
	Conclusion 1: 
	Link: 


