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Introduction

Table of contentsA strong learning strategy does more than support 
employee development: It shapes the future of the 
organization. It’s a clear, structured plan that aligns 
L&D efforts with the organization’s broader goals 
and objectives. By outlining how employees will 
acquire the skills, knowledge, and behaviors needed 
to achieve both personal career aspirations and 
organizational success, it ensures that development 
is purposeful, impactful, and sustainable.

This guide provides a comprehensive framework for 
designing and implementing an effective learning 
strategy, exploring key benefits, potential challenges, 
and proven methodologies to drive meaningful growth 
within your organization.

Benefits and challenges
Key advantages and potential obstacles to consider

The Double Diamond framework for L&D
A structured approach to designing impactful learning strategies

Common strategy pitfalls
Avoiding common mistakes in L&D strategy development
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Benefits and Challenges

Launching a learning strategy offers significant advantages, but it also comes with challenges that need to be 
carefully navigated for successful implementation. Below, you can find some key considerations to keep in mind.

Benefits

Productivity and 
performance

Adaptability and 
competitiveness

Engagement 
and retention

• Efficiency boost: Learning 
enhances skills, reduces errors, 
and saves time.

• Role enhancement: Equipped 
employees work smarter and face 
fewer frustrations.

• Stronger collaboration: 
Knowledge-sharing improves 
teamwork and communication.

• Market edge: Continuous learning 
keeps organizations ahead of trends.

• Change readiness: Training 
ensures smooth adaptation to 
organizational shifts.

• Strategic fit: Upskilling aligns teams 
with company goals.

• Higher retention: Growth 
opportunities increase loyalty 
and reduce turnover.

• Boosted morale: Investing in 
employees fosters motivation 
and commitment.

• Career progression: Internal 
upskilling reduces the need for 
external job searches.
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Challenges

Stakeholder buy-in Resource constraints Measuring impact

• Leadership support: Proving learning’s 
strategic value can be challenging.

• Employee engagement: Encouraging 
participation requires clear benefits.

• Cross-team collaboration: Aligning 
priorities across departments 
takes effort.

• Budget limits: High-quality learning 
often exceeds available funds.

• Time pressures: Balancing learning 
with business needs slows progress.

• Tech challenges: Implementing 
and maintaining platforms requires 
investment.

• Defining success: Connecting 
learning to business goals isn’t 
always clear.

• Tracking effectiveness: Collecting 
meaningful data can be complex.

• Sustained learning: Ensuring long-
term skill retention is difficult.

• What is the overarching purpose of the learning 
strategy in the context of your organization’s 
mission and values?

• How can you foster a culture of continuous growth, 
collaboration, and innovation?

• Who should take ownership of the learning strategy, 
and how will responsibilities be distributed?

Questions to consider 
before launching a 
learning strategy

? • How can you build a case for learning that demonstrates 
its return on investment for stakeholders?

• How will you ensure that the learning strategy delivers 
tangible benefits not just to individuals but to the 
organization as a whole?
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The Double Diamond Framework for L&D

Design the right thing Design the thing right

DISCOVER
Understand the current 
state of learning in the 

organization and identify 
key challenges.

DEVELOP
Develop a range of 
initiatives that help 
build a sustainable 

learning culture.

DEFINE
Distill all the data 
and insights you 
gathered into a 
clear strategy.

DELIVER
Launch the strategy, 
gain buy-in, and 
measure the impact.

DIVERGE

DIVERGECONVERGE

CONVERGE

INITIAL 
CHALLENGE

FOCUSED
PROBLEMS

FOCUSED 
SOLUTIONS

Adapted from the 
framework created by 
the Design Council

A useful framework for creating an L&D strategy is the double diamond, 
which is a model that uses both divergent and convergent thinking to 
foster creativity and precision in problem-solving. By first exploring a wide 
range of possibil7ities (divergent thinking) and then narrowing it down to the 
most effective solutions (convergent thinking), this model helps ensure that 

the strategy is both comprehensive and focused. It guides you through 
discovery, definition, development, and delivery phases, allowing for a well-
rounded, flexible approach to meeting the evolving needs of learners and the 
organization.
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Discover

The discover phase lays the foundation for the learning strategy by evaluating 
current learning efforts, gathering key insights, and analyzing organizational 
needs. This ensures a comprehensive understanding of the resources, goals, 
and culture that will shape future initiatives.

1
• Assess the effectiveness of current and past learning initiatives.
• Identify and map available resources.

• Evaluate the budget allocation for learning programs.

Conduct an organizational audit

2
• Conduct interviews with key stakeholders.
• Survey employees and run focus groups to gather feedback.

Gather stakeholder insights

3
• Map the alignment between business goals and current capabilities.
• Identify cultural factors affecting learning and development.

Analyze organizational needs

OUTCOMES

• A comprehensive assessment of current and past learning 
initiatives, resources, and budget allocations

• A clear understanding of stakeholder needs, organizational 
culture, and alignment with business goals

→
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Define

The define phase centers around clarifying and refining the insights gathered 
in the discover phase. It involves setting clear objectives, defining the scope, 
and identifying key challenges, ensuring the foundation is in place for 
designing effective learning solutions aligned with organizational needs.

1
• Draft a vision statement for the L&D strategy and circulate it 

for leadership feedback.

• Revise the vision statement based on feedback and finalize 
it for approval.

Articulate the vision

2
• Define specific, measurable goals for the L&D strategy.

• Identify the KPIs you want to track.

Set measurable objectives

OUTCOMES

• A finalized, leadership-approved L&D strategy with 
aligned, measurable objectives

• Defined KPIs for tracking the success and impact of 
the strategy over time

→
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Develop

The develop phase involves transforming the defined learning vision into 
concrete learning solutions. It involves creating content, identifying or 
building learning experiences, and preparing materials to ensure the strategy 
is ready for implementation.

1
• Organize learning initiatives in a priority matrix.
• Develop a list of required skills (technical, leadership, 

and future-ready) and map them to business goals.

Create a framework for learning needs

2
• Propose learning solutions with recommended formats. 
• Research and recommend tools to integrate.

Design learning solutions

3
• Design a pilot program for a high-priority initiative, collect 

feedback, and refine the program.

Optional: pilot programs

OUTCOMES

• A prioritized matrix of learning initiatives aligned with 
business goals and critical skills (technical, leadership, 
and future ready)

• A set of recommended learning solutions and formats, 
along with integrated tools for implementation

→
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Deliver

The deliver phase focuses on executing the learning strategy by launching 
initiatives, building communication plans, and gathering feedback for 
continuous improvement. It ensures effective rollout, engagement, and 
ongoing refinement to maximize impact.

1
• Begin rolling out programs incrementally, starting with 

either high-priority initiatives or quick wins.

• Provide resources and support to drive participation.

Launch learning initiatives

2
• Craft a message to convey the strategy’s value to employees and leaders.
• Identify learning advocates within teams to sustain engagement.

• Highlight success stories to build enthusiasm.

Build a communication plan

3
• Gather insights from employees, managers, and stakeholders.
• Identify areas for improvement and scalability.

Collect feedback and refine the strategy

OUTCOMES

A successful rollout of learning initiatives, with strong 
engagement and support from employees and managers

→
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Getting started with solutions before grasping the problem

Jumping straight to solutions without understanding the root problem often 
leads to misaligned learning initiatives. It’s crucial to invest time in 
analyzing the organizational challenges, learner needs, and expected 
outcomes. Without a clear understanding of the problem, the learning 
strategy may fail to address the actual issues or deliver meaningful results.

Common Strategy Pitfalls

Focusing more on delivery methods than learning objectives

Prioritizing tools or formats over the intended learning outcomes can 
undermine the strategy's effectiveness. Delivery methods should serve the 
objectives, not overshadow them. A successful strategy begins with clear 
objectives that inform the choice of the most suitable delivery methods.

Neglecting scalability and adaptability

A learning strategy that doesn’t account for future growth or changing 
needs can quickly become obsolete. Ignoring scalability may limit the 
strategy's reach, while a lack of adaptability can render it ineffective in the 
face of organizational changes, new technologies, or shifting priorities.

Overlooking relevant organizational culture factors

Ignoring the organization’s culture—such as openness to learning, 
leadership support, and employee engagement—can create barriers 
to implementation. A misaligned strategy may face resistance or fail 
to resonate with employees, reducing its overall impact.

Focusing solely on compliance and ignoring learning needs

A strategy that emphasizes compliance training while disregarding broader 
development needs risks disengaging learners and failing to build 
meaningful skills. While compliance is necessary, a balanced approach that 
addresses growth, upskilling, and personal development ensures a more 
motivated workforce and greater long-term value.

Failing to effectively communicate the strategy

Even the most well-designed learning strategy can fail if it’s not effectively 
communicated. Employees and stakeholders need to understand the 
strategy’s purpose, benefits, and their role in it. Poor communication can 
lead to misunderstandings, low engagement, and lack of support, 
ultimately undermining the strategy’s success.

Even with the best intentions, it's easy to fall into traps that can undermine 
your learning strategy. Whether it’s external challenges or self-sabotage, 
these hurdles can prevent your strategy from reaching its full potential.


