
In today's business environment, learning and development (L&D) stands at a critical juncture. 
Many L&D teams are stuck in a traditional role – reacting to training requests, delivering courses, 
and measuring completion rates. But there’s a more valuable approach: becoming a strategic 
business partner. This means shifting from “we deliver training” to “we help solve business problems 
through learning”. It means understanding your organisation’s goals and challenges as deeply as 
you understand learning design.  

Drawing from over 20 years of experience working with global organisations, 
we’ve identified key strategies that can help you transform from training 
provider to trusted business advisor. Here are four steps to 
help you make that shift and deliver real, 
measurable, business value:    

1. Go beyond being a training provider.
Stop waiting for business leaders to come to you
with training requests. Instead, actively seek out
the challenges keeping your executives awake
at night - whether that's falling sales, high staff
turnover, or declining customer satisfaction.
Study your company's strategic priorities. When
you understand these challenges, you can
proactively propose learning solutions that
address them. For example, rather than simply
delivering compliance training because it's
required, demonstrate how effective
compliance programs reduce risk and protect
revenue. Frame every learning initiative in terms
of business outcomes: "This will help us reduce
customer complaints by X%" rather than "This will
teach staff about customer service." By
consistently connecting learning to business
results, you'll shift perceptions from "training
provider" to "performance consultant."

2. Cultivate strategic habits for
lasting momentum.
Building strategic influence is an incremental
process - it's about developing daily habits that
reinforce your strategic role. This could mean
regularly reviewing business goals, setting up
a new cross-functional cadence of meetings,
or consistently framing your initiatives with
explicit reference to commercially-relevant data.
Remember, momentum is key to long-term
success, and it starts with these small,
consistent actions.

3. Master the art of asking 
compelling questions. 
Before rushing to solutions, invest time in 
formulating the right questions. Develop
"compelling questions" that reframe challenges, 
align with business imperatives, and avoid
L&D-specific language. This approach ensures 
that your solutions address core business needs 
and resonate with stakeholders across the 
organisation. If a sales director asks for 
customer service training, dig deeper: "What 
customer behaviors are we trying to influence?" 
"How will we measure success?" "What's the cost 
of poor customer service right now?" Turn 
training requests into business conversations. 
For instance, instead of asking "What should the 
course cover?" ask "What business problem are 
we trying to solve?" These questions help 
uncover the real issues and ensure your 
solutions address actual business needs rather 
than perceived training gaps. Get the question 
right, and you're already halfway to a solution 
that will truly make an impact.

4. Experiences, Environments, 
Evidence: constantly review and 
iterate on your “3 Es”.
Adopt a flexible approach to your learning 
strategy by constantly evaluating and adjusting 
the three key elements: Experiences, 
Environments, and Evidence (3Es). Regularly 
check if these elements are working together 
effectively. Are your experiences reaching the 
right people? Is your learning environment 
supporting or hindering access? Is your 
evidence showing real business impact?Don't 
wait for annual reviews - make small 
adjustments as you go. If completion rates are 
low, perhaps your platform needs updating.
If behavior isn't changing, maybe your content 
needs redesigning. Think of it as fine-tuning an 
instrument - you're always tweaking until 
everything's aligned with your business 
objectives. This ongoing optimisation ensures 
that your initiatives remain relevant, effective, 
and at pace with evolving business goals.
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Take the next step.
From support function to strategic driver. 
By embracing these insights, you can transform L&D from a support role to a strategic driver of 
business success. The journey to becoming a true strategic partner requires persistence, 
adaptability, and a sharp focus on business outcomes. 

As you implement these strategies, you'll be better equipped to navigate the complexities of 
modern business and deliver unprecedented value to your organisation. 
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