
 

 
 
 
 
 
 
 
 
 

Steering your learning strategy 
through volatile terrain 
Beyond ‘design and deliver’ to ensure future relevance 

 
     Traditional assumptions about business strategy and effective leadership have been shaken as new 

sources of uncertainty, disruption and volatility impact all markets. Every enterprise function is under 

pressure to respond strategically and provide real value to stakeholders. Equally, the relevance of 

familiar solutions to these fresh challenges can no longer be relied upon. 

For corporate learning, a coherent and consistent method and mindset is required to rise above the 

‘design and deliver’ model and offer a true people development service - one which responds quickly to 

current needs, is fit for the future and flexible enough to sustain business impact in the long term. 

This Fosway viewpoint paper outlines the critical reasons business leaders require a response to these 

challenges, the implications for corporate learning services and how they can enable their organisations 

to thrive through uncertainty. 
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Why is this important? 
Multiple sources of disruption create deep uncertainties 
Volatility and uncertainty have become constants for business leaders. Rarely, however, have such a 

range and depth of pressures on enterprises arisen simultaneously and in such quick succession. 

Added to the more familiar yet intense pressures of competition, pandemic recovery and sustainability 

are supply chain disruption, energy security and price inflation. In people terms, the nature of work itself 

continues to shift. Expectations from workforces of their employers are rising whilst the range of skills 

required to compete grows. Digital fatigue is persistent. Research from Microsoft suggests that some 

workers spend as much as two days per week managing email and in meetings1. Fosway’s research 

echoes this with 40% of learning professionals stating that digital learning fatigue has become more of a 

problem2. 

As digital transformation continues, the onrush of powerful artificial intelligence technologies shows 

disruptive potential as well as great promise. Whilst precise impacts are too early to call, the speed of 

change is being further accelerated. 

Traditional models of learning are no longer sufficient 
Corporate learning has survived largely on a diet of programme design and delivery. Business leaders 

have been confident in their problem diagnosis and accepted this trusted approach. Whilst always part 

of the mix, richer and more varied options are needed in response to the pace of change. Our research3 

identifies the top three people initiatives to future proof organisations to 2025: 

 
● Skills/capability bridging and enablement 

● Empowering ALL talent and liberating ALL potential 
 

 
 

1 https://www.microsoft.com/en-us/worklab/work-trend-index/will-ai-fix-work 
2 Digital Learning Realties 2023 
3 HR Realities Research 2022: https://www.fosway.com/research/next-generation-hr/hr-realities-research-2022/
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● Lifelong learning and resilience 
 

These indicate a scale and complexity beyond a programme led approach alone. Reaching all 

sources of talent and potential requires being insight and intelligence led, with a personal touch 

across organisation boundaries. The imperative to skill and reskill workforces continuously requires a 

capability and toolset that can accurately benchmark current skill levels and target gaps against 

required potential. Supporting organisations as their people learn together is also a requisite. 

Many learning functions lack the foundations to 
ensure future relevance 
This new reality must be met with an agility and responsiveness not always familiar to L&D. True 

business partnership, from a strategic learning service, is needed but these foundations are weak in the 

profession as a whole. Our research indicates that only 44% of organisations have a C-Suite that sees 

people development as central to success4. A weak connection with strategic decision makers leaves 

learning leaders exposed. 

Fosway Group - Digital Learning Realities - 2023 

Similarly, those claiming to be advanced at executing on strategic priorities, assessing impact and working at 
scale are rare in our research. A raising of sights is needed to apply a broader set of solutions and ways of 
working. 

 
 

4 Digital Learning Realities Research 2023 
5 Digital Learning Realities Research 2023

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Mobilising around strategic organisational…

Innovative learning approaches

Automating & scaling the learning function…

Learning in the workflow

Measuring impact and value add to performance…

How advanced is your L&D function in executing the following:

Very advanced Quite advanced Just starting Planning Not started
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What should you do? 
Learning teams need to embrace the unfamiliar 
Our research indicates the focus on routine training activity is at the expense of effectiveness in more 

strategic solution areas.  

Reporting of a very effective score for compliance training, at 46%, is over three times higher than 

upskilling and reskilling (13%) and business transformation (11%) and over twice that of business 

improvement (16%). These are the delivery areas that will place the learning service as a valuable partner 

to strategic decision makers. 

 

Fosway Group - Digital Learning Realities: 2023 
 

A similar picture is revealed in the design tactics and methods most often employed. E-learning course 

usage is at an advanced stage for 36% of learning professionals, with virtual classrooms and 

assessments at 21% and 19% respectively. Approaches less closely associated with more traditional 

programme design and delivery have fared poorly: 10% are advanced with spaced learning, 7% with 

immersive experiences and 4% with social channels. 66% are yet to use chatbot assistants for learning, 

indicating the distance yet to travel for the new breed of AI tools. When designed well, these lesser 

used approaches can be more effective than traditional techniques and even stronger when blended 

into a digital learning journey. They are crucial to establishing and sustaining fresh relevance.
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Whilst systems alone are not the answer, there is still work to do. 52% do not think that their current 

learning platforms are fit for the modern workforce. Corporates must clearly articulate the problems they 

aim to solve to raise sights above tech implementation and guide vendors to areas of most value. 

Shift from systems and content to personal experience 
The traditional tactics identified in our research stem from a learning model concentrated on assigning 

courses and content to audiences and the systems created to do that efficiently. There is a rigidity to 

that efficiency however, at a time when agility and intelligence are required. A mature learning service 

will create strong relationships with learners at an individual level, responding to emerging needs. 

Whilst there is a clear digital thread running along the path to maturity, the key to progress is identifying 

the right problems to solve and describing them clearly. Learning teams must head upstream of their 

design activity to understand what the real business issues are and why they are important. Equally vital is 

what these mean to individuals – what motivates them about those issues. Throughout the experiences 

created, insight into learner behaviours must support the guidance and feedback needed. This insight 

should then be carried downstream to monitor and analyse impact. 

 

“Manage user experiences from end to end and front to 
back.” 

 
 

An effective service is not only defined by the learning experience. Service designers often apply the 

principle of “managing experience from end to end and front to back”. This is helpful guidance for 

learning teams. The infrastructure and operations around all learner interactions need to be clearly 

aligned to ensure smooth running at each step – from the back of the stack to the whole user interface. 

Intelligent and timely nudges need a joined-up toolset and data sources to be accurate and timely, for 

example. In many enterprise settings this will need ready support from the owners of all the tools and 

products that make up the whole service, internal and external.
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Manage an ecosystem of products and tools 
No single system can satisfy everything a modern enterprise needs from an effective learning service. 

Historically, the learning toolset has not always offered a seamless experience for learners or 

administrators. As the need to share content, transfer data and connect workflows increases, an 

ecosystem approach is a requirement, not a preference. 

Layers of the Learning Ecosystem 
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Not all organisations will require every element of these layers, but most are managing at least one 

element of each. It is easy to see how complexity emerges. Enterprise customers should look to their 

vendor partners to contribute to the connectedness of their ecosystem components and help to resolve 

potential fragmentation.  

The industry has made some progress with a standards-led approach to support interoperability of 

products in the LMS arena, where 56% of corporates say their systems are very standardised6. But more 

effort is needed from all industry participants to reach beyond the learning management layer alone to 

the learner experience and performance touchpoints enabling the full range of solutions enterprises 

need. 
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Innovate all solutions, not just technology 
Innovation is the fuel for sustained relevance in digital learning. Beyond the excitement of novel 

technologies, new tools should be applied to solve existing problems for business stakeholders and 

employees. A product management mindset can guide innovation efforts. It balances what end users 

are trying to achieve with the possibilities of technology and the realities of what the business needs and 

can sustain. 

Product Management Mindset 
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Nothing is set in stone, and the most successful products are managed with a constant sense of 

curiosity about how they can be refined and improved. This “build/measure/learn” approach of the 

product manager focuses on evidence of ongoing utility. Technology vendors and solution providers 

are crucial partners in this ongoing discovery. They have insights about sustainability and lessons from 

other customers. The best also add objectivity to internal perspectives. 

Innovation is not only a technology concern. There are opportunities to apply methods and approaches 

from other professions to L&D objectives. Behavioural science, design thinking and neuroscience, for 

example, are increasingly influential on learning design practice and bring rich bodies of research 

evidence to bear on the solution design. They add to the breadth and flexibility of solutions learning 

services can offer as the environment changes.
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Be a strategic customer to encourage strategic suppliers       
Few, if any, learning functions can span the range of required solutions and tools without external 

support. The right relationships with suppliers helps to keep pace and prepare for where most value can 

be achieved. Our research indicates7 that demand for digital learning platforms will continue to grow 

across the board. It also suggests a clear shift towards intelligence-led tools and the ability to empower 

employees with their development. Analytics tools, skills management platforms and social learning 

solutions are the top three platform types expected to grow in demand. 

 
The evolving digital learning customer mindset 
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As learning functions evolve to become people performance services, the demands they have on the 

supply chain change. From a history of managing systems to make content and events available to the 

management of performance solutions is a genuine transformation. Customers should look to a 

consultative approach to the sales process and a desire to uncover problems to be solved. They need 

to consider technology and solution services together and exploit the benefits of a close connection 

between them.  

Vendors should press for an account of what good looks like and why it matters. This is not only about 

matching scale and complexity with infrastructure and resources (overlook that at your peril), it is also 

about demonstrating what high class service can achieve and expressing that with clarity. 
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In Summary 
The pressure is on for learning teams to support the response to the myriad of disruptive forces at play. 

Trusted, traditional methods and technology must be enhanced with a broader range of approaches 

and tools, managed with a holistic approach and a keen eye on demonstrable value. 

Successful learning services will actively manage their solutions ecosystem, testing for new sources of 

value and leading vendors to problem solving outcomes. This new mindset will enable fresh 

connections with stakeholders and plot a clear route to real business value. 

Recommended Fosway reading 
For further Fosway analysis relating to this topic, please see the following papers or resources. 

 
● Fosway 9-Grid™for Digital Learning 2023 

● Digital Transformation, Agility and Learning 

● HR Realities Research 2022 

● The Reskilling Revolution
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Accelerate and De-risk 
To talk to us about our research on learning and talent systems, or to discuss what it might specifically 

mean for your organisation please contact us directly. 

We will use our independent expertise to provide you with the guidance you need to accelerate and de- 

risk your decisions. We have a wealth of experience, tools, research and profiles at our disposal. We 

don’t have any products to sell and we have no vested interest to bias your outcomes. We concentrate 

on pragmatic, independent advice. 

Accuracy of Information and Warranties 
The analysis and recommendations made in this document are based on the information currently 

available to Fosway and from sources believed to be reliable. 

Fosway disclaims all warranties as to the accuracy, completeness or adequacy of such information. 

Fosway will have no liability for errors, omissions or inadequacies in the information contained herein 

or for interpretations hereof. 

Opinions expressed herein are subject to change without notice. All content is copyright Fosway 

limited unless otherwise identified. All rights reserved.
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About Fosway Group 
Fosway Group is Europe’s #1 HR Analyst focused on Next 

Gen HR, Talent and Learning. Founded in 1996, we are known 

for our unique European research, our independence and our 

integrity. 

 
For over 25 years, we have been analysing the realities of the 

market, and providing insights on the future of HR, Talent and 

Learning. Fosway analysts work extensively with our corporate 

clients to understand the inside story of the challenges they are 

facing, and their real experiences with next gen strategies, 

systems and suppliers. Our independent vendor analysis also 

provides a vital resource when making decisions on innovation 

and technology. 

 
And just like the Roman road we draw our name from, you’ll 

find that we’re unusually direct. We don’t have a vested interest 

in your supplier or consulting choices. So, whether you’re 

looking for independent research, specific advice or a critical 

friend to cut through the market hype, we can tell you what 

you need to know to succeed. 

 
Example clients include: Alstom, Aviva, Boots UK, BP, BT, 

Centrica, Deutsche Bank, Faurecia, HSBC, International SOS, 

Lloyds Banking Group, Novartis, PwC, Rolls-Royce, Royal 

Bank of Scotland, Sanofi, Shell, Swiss Re, Telefonica, Thomson 

Reuters, Toyota Europe, and Vodafone. 

 
Talk to us today at: 

 
Email: info@fosway.com Telephone: 

+44 (0) 207 917 1870 Web: 

www.fosway.com 

About GP Strategies 
GP Strategies Corporation, part of Learning Technologies 

Group, is one of the world’s leading talent transformation 

providers. By delivering award-winning learning and 

development solutions, we help organizations transform 

through their people and achieve meaningful change. 

 
GP Strategies has delivered our innovative consulting, 

learning services, and talent technology solutions to over 

6,000 organizations globally. 

 
Learn more at gpstrategies.com. 


