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What We Found

How mature is yourlearning strategy compared
toyour peers? L&D leaders ask this constantly
butrarely answer it with data.

Between Septemberand December2025,
118 leaders completed the WelLearn Learning
Strategy Scorecard — a self-assessment
measuring maturity across six dimensions:
Alignment to Business Strategy, Learning
Governance, Technology and Ecosystem
Integration, Content and Experience Strategy,
Measurement and Analytics, and Culture and
Change Readiness.

This guide distills what we learned into the
insights that matter most.

[ Forthe full data, see the companion Learning Strategy Benchmarking Data Report. j

The headline: most L&D teams are stuck in the middle.

They’ve moved pastreactive, compliance-driven approaches. But they haven’t
reached strategic impact.

Over 80% score at Reactive or Operational maturity levels.
Only 19% have reached Strategic or Transformational.

Reactive 30-74 28.8%

o Operational 75-104 62 52.5%
Strategic 105-129 17 14.4%
Transformational 130-150 5 4.2%

n=118 respondents. Average score: 86 out of 150.

--- (] The datareveals six patterns worth examining.
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Six Insights from the Data

1. The Strategy Gap

Organizations with aformal, documented learning strategy score 26 points higher than
those without (94 vs 69 out of 150). The advantage appears across every dimension.

Partial strategies don’t deliver the same benefit. Organizations with strategies “in

development” average 78 — closer to those without than those with.

What this means: Documenting your strategy is the single biggest differentiatorin
the data.

2. The KPlI Gap

L&D teams report that their learning strategy supports business goals (3.29 out of 5). But
tyinglearning to performance metrics and KPIs scores lower (2.75). That’'s a gap of 0.54
points — significant ona 5-point scale.

Similarly, “business leaders see L&D as a strategic enabler” (2.83) lags behind “regular
executive conversations” (3.35).

I L&D teams are in the room but haven’t convinced leadership of their strategic value.

What this means: Access doesn’t equal influence. You need to connectlearning to
numbers leadership cares about.

3. The Governance Gap

Governance shows the widest variation of any dimension. Some organizations have robust
decision-making structures; many have none.

Enterprise-level prioritization exists (2.8 3), but the formal governance body to sustainit
oftendoesn’t (2.32). Decisions get made without consistent structures. Priorities shift
based onwho’sintheroom.

What this means: Before scaling, establish who decides what and how. Without
structures, investment gets wasted.
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4.The Al Readiness Gap

“Doyou have a strategy for Aland automationin learning?” scores 1.97 out of 5 — the lowest
of all 30 questionsin the scorecard. Barely past “Not Yetin Place.”

Data-driven personalization scores nearly as low (2.08).

l Most have adopted platforms but can’t use the data from them.

Thisisn’'t a split betweenleaders and laggards — weakness here is nearly universal.
What this means: Most L&D functions aren’t ready for Al. Building data

infrastructure now creates future advantage. The gap won'’t close quickly —
start now!

5. The Measurement Gap

Teams communicate metrics to leadership (3.03) but don’t have dashboards that
actually drive decisions (2.38). Data gets shared but in generaldoesn’t inform
real-time adjustments.

Tying outcomes to businessimpact (2.86) and building strategic dashboards (2.38)

remain underdeveloped.

What this means: Reporting isn’t measurement. Measurement changes what you
do next. This is what separates higher-performing organizations.

6. The Leadership Modeling Gap

Respondents believe learning is embedded in their culture (3.14). They see leaders
modeling continuous learning farless often (2.76).

“Learning connected to performance and growth conversations” (2.88) also lags employee
support perceptions (3.08). Learning happensin parallel to career development rather than
integrated withiit.

What this means: Culture isn’t what you say — it's what leaders do. When leaders
aren’t modeling behaviours, espoused culture rings hollow.

%’4 Those are the patterns. Now, how do you compare?
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Compare Your Scores

Use this table to see where you stand. Find your total score
and each dimension score to see whetheryou fallin the bottom quartile,
middle 50%, or top quartile.

Haven’t taken the scorecard yet? Get your score here.

Total Score Below 72 72 -101 Above 101
Alignment to Business Strategy Below 13 13-18 Above 18
Learning Governance Below 8 8-16 Above 16
Technology & Ecosystem Below 9 9-14 Above 14
Content & Experience Strategy Below 14 14 -19 Above 19
Measurement & Analytics Below 11 11-18 Above 18
Culture & Change Readiness Below 12 12-18 Above 18

Based onn=118 respondents. Dimension scores out of 25; total score out of 150.

Scoringin the top quartile on one dimension while lagging in another reveals where to
focus. Company size shows little correlation with maturity — compare yourself to these
benchmarks regardless of headcount.
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What to Do Next

Five Priorities — Regardless of Level

Priority 1. Formalize your strategy.

The 26-point gapis the clearest finding.

Priority 2. Build measurement that shows business impact.
Outcome metrics separate higher performers.

ost Priority 3. Establish governance before scaling.
‘ Decisions without structures lead to wasted effort.

D Priority 4. Start building Al/data readiness now.
The gap won'’t close quickly.

Priority 5. Engage leaders as visible learners.
Culture follows behavior.
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By Maturity Level

Focus onwhat matches your situation.

Reactive (below 75)

Document a strategy, even a simple one. Pick one business metric to connectlearning to.
Create agovernance forum, evenif informal. Focus on quick wins that demonstrate value.

Operational (75-104)

Strengthen the link between learning and business KPIs. Formalize governance with
clear decisionrights. Build dashboards that informrather thanjust report. Develop a
technology roadmap.

Strategic (105-129)

Pursue outcome measurement tied to business impact. Investin data capabilities for
personalization. Expand governance to broader stakeholders. Begin Al pilots.

Transformational (130+)

Share practices externally. Push boundaries on adaptive learning and Al. Maintain
advantage through continuous improvement.
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Continue the
Conversation

Get your score. If you haven’t taken the scorecard,
start there: learningstrategyscorecard.com

Read the fullreport. This guide highlights the key insights. The Learning Strategy
Benchmarking Data Reportincludes detailed data, dimension-by-dimension
analysis, and correlation patterns.

Talk it through. A working session with a WelLearn strategist gives you space to
review yourresults, talk through what they mean, and decide where to focus.
Contactus @ strategy@welearnls.com
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We believe learning is human
and we build it that way.

Welearnis alearning services, consulting, and custom content partner. We work
alongside you to create solutions grounded in strategy, shaped by culture, and
designed forreal behavior change.

Basedin Chicago, Welearn serves global corporations including
Fortune 500 companies.

Learn more at: www.welearnls.com
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