The Difference 1
Maker’s Toolkit

Applying the 4 I's to transform L&D

Practical tools for HR and L&D leaders ready to move from supporting
the business to driving it.




Welcome to the
performance era.

L&D is at a critical inflection point. Tighter budgets and higher pressure have
pushed HR and L&D teams into a new mandate: prove impact — or risk being
replaced.

This is the moment to shift from supporting the business to driving it.

About this toolkit:

Built as a companion to Guild’s report, From Cost to Catalyst: An HR
Leader’s Guide to Maximizing the Business Impact of L&D, this toolkit turns
proprietary data and research insights into action. Inside, you’ll find a set of
practical tools designed to help you apply the 4 I's — strategies that define
today’s top-performing HR and L&D leaders:

- Integration: Embedding L&D in the business — not around it.

- Influence: Earning executive trust by creating and communicating
measurable value.

- Internal Mobility: Building talent from within — and connecting it to
business needs.

- Impact: Using data to connect learning with business outcomes.

Each tool draws from the strategies of “Difference Makers” — a standout

subset of the 500+ leaders we surveyed and interviewed. These are the
leaders outperforming their peers by wide margins.
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Why this matters now:

Business growth comes from expanding the skills and impact of the talent
you already have. And today’s HR leaders are stepping up to make it happen.
The ones who treat learning as a growth engine, not a cost center, are:

- 122% more likely to meet or exceed the top business priorities

- More trusted by the C-suite

- More influential in shaping company strategy, not just delivering
against it

What’s inside:

Each tool gives you something practical to start using:

A facilitation guide to align L&D with business needs

A translation matrix to align language across teams and business units
An internal mobility checklist to move talent where it's needed most
An ROI scenario builder to measure what matters

A strategic alignment grid to gut-check your approach against all 4 I's
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“We're not here

to deliver training.
We're here to
improve how the
business works.”

L&D Leader
Participant in Guild’s Cost to Catalyst
study




Tool 1: Integration

Facilitation guide:
align L&D with
business needs

Learning and development (L&D) doesn’t drive outcomes in a vacuum.
It drives impact when it’s embedded directly into business priorities.
This facilitation guide helps you lead conversations that uncover critical
competencies and tie talent development to business outcomes — not
just learning activities. Designed for incorporating into a workshop, this
guide is a tool to get started.

Guild’s research reveals that the L&D leaders who
make a difference act as business transformation
consultants. According to the Cost to Catalyst
study, they’re 30% more likely than peers to

say that L&D investments are linked to the
organization’s biggest priorities.
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Tool 1: Integration

Step 1: Define what success looks like

Start by having conversations with business
units to clarify objectives.

Ask:

- “What must this team accomplish in the next 12-24 months?”
- “Which KPIs matter most?” (Think quality improvement, enabling store
growth, etc.)

- “Which overall business goals is this team working toward?”

ik Pro tip:
Start with the KPI, not the course. Define the
7//\47 outcomes before you define the skills.
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Step 2: Gather the right people and information

You're looking for leaders as well as subject
matter experts who deeply understand the
business unit’s challenges and goals.

Schedule an intake session in advance of a strategy workshop, inviting:
- Business unit leads who own the numbers
- Frontline leaders and experts who know the work
- HR business partners who connect talent strategy to business goals

Prepare with:

- Business unit goals and KPI reports
- Any existing competency frameworks

i? Pro tip:
i} Frame this as a strategy alignment conversation — not

a learning intake.




Tool 1: Integration

Step 3: Identify critical competencies

Now you're ready to kick off the workshop.
Explore the skills, behaviors, and mindsets
that will drive business success.

Ask:

- “What’s changing in how we work?” (e.g., new tools, roles,
expectations)

- “Where are readiness gaps holding us back?” (e.g., reskilling,
upskilling, or functional competencies)

Capture both technical skills and leadership capabilities tied to outcomes.

From there, you can dig into what would make the success we defined in
Step 1 possible.

Ask:

- What skills / behaviors / competencies will make the biggest
difference?

- Where is talent ready to grow and where are we stuck?

- What gaps are keeping you from delivering on your goals?

Make sure everyone contributes. Capture it all: technical skills, behaviors,

leadership mindsets. Distill and group similar ideas.

Pro tip:

You’re not asking what people want to learn. You're
asking what the business needs to achieve. This
doesn’t have to be perfect — just enough to get going.

W
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Step 4: Prioritize must-have competencies

Use a simple rubric to prioritize
competencies:

- Must have - Upleveling needed to meet objectives
- Foundational - Required to maintain performance
- Nice to have - Valuable, but not essential

Have the group discuss which category each item falls into, asking
stakeholders to vote or assign an initial category; then discuss discrepancies.
Expect healthy debate — this is where strategic alignment comes in. Document
the rationale as you go, to help with communicating priorities later.

e

Pro tip:
Limit “must-haves” to 5-8. If everything’s critical,
nothing is.




Tool 1: Integration

Step 5: Turn insight into action

After the workshop, you can analyze where
gaps exist on the current team.

Use a simple table to identify the biggest gaps and propose learning solutions.

Here’s an example:

Competency Priority Current gap Action plan

Data Analysis Must have 2 of 5team Credentialed
leads lack learning
advanced + project
analytic mentoring
capabilities

Focus your energy on must-have and foundational gaps. Frame every learning
intervention in terms of business enablement, not just skill acquisition.
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You don'’t have to build
strategic alignment on
your own. Guild can help.

To show up as a strategic partner to the business, you
need one at your side. That’s where Guild comes in — with
workforce strategy experts, data-driven insights, and tools
built to turn alignment into action.

1. Workforce strategy experts partner with you in
designing high-quality education and skilling programs
that build real skills.

2. Al-powered talent insights uncover which roles matter
most and how roles will evolve. Our technology assesses
job descriptions, identifies automation and augmentation
risks, and delivers tailored skilling recommendations.

3. Career pathways help employees navigate and advance
their careers into roles you need filled.


https://guild.com/request-a-demo

Tool 2: Influence

Translation matrix:
reframe learning for
business impact

In a world where 28% of HR leaders say they can’t prove L&D’s impact
on revenue growth or profit margin, the language you use can either
open doors or close them. This tool helps you translate learning
priorities into executive-ready language — the kind that earns trust,
unlocks funding, and reshapes perception.

In Guild’s research, a high-impact L&D team
stopped using “learning” terms and started talking
about “capability gaps” and “strategic execution
enablers,” which led to earlier involvement in
planning and a reputation as strategic advisors.

The Difference Maker’s Toolkit



Tool 2: Influence

Use the framework below to ensure your language is aligned to that of the business.
If you can speak the language of the business, you're more likely to earn a seat at the table.

L&D speak

Business-alignment phrasing

Competency framework

Capability gaps tied to business strategy

Learning program

Skill building

Pro tip:
When in doubt, ask yourself: How would Finance or the
COO describe this? Then mirror that language.

i

Course completion rate

Time-to-proficiency in critical roles

Learner engagement

Employee engagement

Upskilling effort

Future-ready workforce strategy

Training or learning content

On-the-job performance enablement

Mentorship program

Knowledge transfer and retention

Learning budget

Strategic investment in talent

Learning culture

Culture of continuous improvement and
innovation

Kirkpatrick model
(level1,2,3,4)

Business KPIs (e.g., productivity, quality,
revenue)
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Guild’s research reveals L&D leaders who

make a difference are 53% more likely than

the broader sample to say the organization’s
CHRO collaborates extremely closely with the
senior leadership — and 47% more likely to have
leadership influence.




Tool 2: Influence

Mindset alignment checklist
Before you hit send or walk into that next

executive meeting, ask: You don’t have to

Which KPI does this initiative move?

Am | speaking in outcomes, not activities?
Do I sound like a strategic partner — or a service provider?

(I <J<J<J<

What business problem are we solving? tran S l ate St rategy O n you r
Would our CFO see this as value creation, or cost? Own . G u i I d Can hel p.

Guild partners with L&D teams to:

)
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Build business cases with ROI-backed messaging
Model cost savings, productivity gains, and internal
mobility outcomes

Deliver exec-ready dashboards that connect learning to
business results

Coach HR leaders to speak the language of KPls,
growth, and performance

When you speak in business outcomes, you don’t have to
chase influence — you own it.
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Tool 3: Internal mobility

Internal mobility
checklist: build
talent within your
business

It’s not enough to build necessary skills — HR and L&D leaders need to
proactively help talent with those skills move into new roles where the
business needs them most. This tool provides guidance on how to build
career pathways into the roles your business can’t afford to

leave unfilled.

The Difference Maker’s Toolkit




Tool 3: Internal mobility

Map the roles that matter.

Review the competency assessments you completed using the Integrate tool.
Where upskilling existing team members isn’t enough to fill gaps, look to other
teams and areas of the business with related skills.

Make sure to check:

- Internal data: Track time- and cost-to-fill, turnover, and internal
promotion rates to see where mobility lags.

- External data: Use labor market insights (like those from Guild’s
Lightcast partnership) to spot high-demand roles and emerging
skills.

- Strategic alignment: Choose roles that directly support business
priorities.
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Plan the pathway: frontline > gateway
- destination roles.

Once you've identified destination roles, work backwards. What jobs can fee
into these roles? What stepping-stones will help employees build skills and
confidence along the way? Not every path is linear — include lateral moves
when they make sense.

A strong pathway includes:

- Frontline roles: Where many employees start — think customer
service reps, warehouse associates, or bank tellers.

- Gateway roles: Mid-level opportunities that bridge the gap. These
roles often combine hands-on experience with early leadership or
technical exposure.

- Destination roles: The entry-level business-critical roles identified
in Step 1 — like Registered Nurse, Data Analyst, or Store Manager.

d
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Tool 3: Internal mobility

Align learning programs and credentials Plan for dedicated employee support.
to the pathway.

Even the best pathways won’t move people
Help employees step into new roles. Connect each step in the pathway to the

right learning opportunity — so they know what to learn, when to learn it, and without real SUpport'
why it matters. - Provide access to coaches or mentors who help employees

navigate growth.
- Make time for development — consider paid learning hours and

Thinkiin Iayers: flexible schedules.
- Formal education & credentials: Degrees, certificates, or industry- - Train managers to hold career conversations and spot internal
recognized credentials tied to specific skill needs. talent.

- On-the-job development: Job shadowing, stretch assignments,
cross-functional projects — all of which build confidence and offer
real-world skill application.

- Timing and sequencing: Make it clear when a program should be
pursued. Some learning can happen while someone is in a role,
others may be prerequisites for a promotion.

Guild 13
The Difference Maker’s Toolkit



Tool 3: Internal mobility

What internal mobility can look like
Empower employees with choice while aligning to business needs.

Career Launch: Digital

Business
- - --Communication
Certificate

Coding Bootcamp

Non-degreed pathway

Literacy

Bachelor’s in Computer Science or Programming

Field HR
Representative
HR Essentials e Bachelor’s in Human Resources or Organizational
Certificate ot Development
) Frontline Frontline
. Supervisor
Frontline Management - Associate’s or Bachelor’s in Business Administration
Certificate f;,;_., or Finance
Stackable credits
Warehouse
/Coordinator
College Start @ Bachelors in Supply Chain or Operations Management
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Associate Software Software
Engineer Engineer
&
HR Coordinator HR Manager
b HR Analytics Certificate &
Department Asst. Store
Leader Manager
- Short-Form Management &
or Leadership
Supply Chain Supply Chain
Analyst Manager
a Graduate Cert. in Supply )

Chain Management

14



Tool 3: Internal mobility

Building internal mobility
takes strategy, insight, and
consistent follow-through.

That’s where Guild comes in.

The Difference Maker’s Toolkit

We combine deep expertise, smart technology,
and high-impact learning design to help you go
from intent to action.

Talent Insights that power real decisions: See which
roles are hardest to fill, where you have potential, and
how business needs are evolving.

Priority Pathways built around your biggest talent
gaps: Pre-built, high-demand career pathways and
role-progression templates — fully customizable to your
job architecture.

Lightcast labor market data at your fingertips:
Industry-leading labor data from our partner Lightcast,
so your pathways stay aligned to the skills that matter
today and tomorrow.

Curated learning programs that move people
forward: Connect every step to real learning — from
certificates and industry credentials to fully funded
degrees.

Coaching and career support that drives progress:
1:1 coaching helps employees stay on track — offering
consistent check-ins and career-mobility guidance.

15
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Tool 4: Impact

ROl scenario
builder: show the
value of L&D

Executives aren’t asking how many people finished training. They’re
asking what changed — and what it was worth.

L&D leaders need to demonstrate the impact of their programs — in
dollars, time, risk, and outcomes. This tool gives you a simple, credible
way to tell that story with value estimates.

i} Pro tip:
Jump back to the Influence tool to see a translation
ﬁ matrix for aligning your language to that of the business.

The Difference Maker’s Toolkit




Tool 4: Impact

“We have to

show that direct
link between the
business strategy
and the L&D
strategy. It’s like

a one-to-one
relationship. If we
don’t, then we're
not gonna get the
funding that we
need, or support
that we need, from

the business”

Use these quick-hit formulas to estimate value — no spreadsheets

required.

Scenario How to estimate

Example

(Total employees) x
(Turnover drop %) x (Avg.
cost per hire)

Retention savings

(For 2,000 hires avoided:)
2,000 employees x 10% turnover drop x $10K/
hire = $2M saved

(Days saved) x (Daily
productivity value) x
(Number of employees
impacted)

Time-to-
proficiency

(For 200 people in your business unit; 50% need to upskill:)
14 days faster x $300/day = $4,200/employee
x100 employees impacted = $420K in
productivity gains

(Number of days reduced
time to hire) x (Daily revenue
per role) x (Number of roles)

Talent attraction

L&D Leader
Cost to Catalyst study
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(For 21 working days:)
21 days faster hiring x $200/day x 20 = $84K
saved revenue

Ask Finance for:

- Average cost perrole
- Productivity per business unit

- Attrition trends per role or role type (e.g., hourly)
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Tool 4: Impact

“It has to go back to the business
priorities if that’s where we're going
to invest... If the business is saying
we want to do XYZ and we want to
support our employees with that,
that’s where we're going to get the
dollars from finance.”

Skip the guesswork.
Prove your impact
with Guild.

Director of L&D

IT services company
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Guild partners with L&D leaders to:

- Build pre/post tracking strategies that highlight real
business outcomes

- Co-create dashboards that connect learning to
productivity, retention, and revenue

- Model ROl with Finance to show cost savings and
performance gains

- Arm your team with the data to shift perception —
from cost center to catalyst

When your results speak the business’s language, the
funding follows.


https://guild.com/request-a-demo
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Tool 5 (bonus): All 4 I's

Strategic alighment
orid: bring all 4 I's
together

You’ve got the tools to act on each of the 4 I's. But the biggest shift
happens when you apply them together — in one strategy, one pitch,
one approach.

The grid on the next page helps you connect the dots:

- Embed learning into strategy (Integration)

- Speak the language of the C-suite (Influence)

- Drive mobility and growth from within (Internal Mobility)
- Measure and prove outcomes (Impact)

The Difference Maker’s Toolkit



Tool 5 (bonus): All 4 I's

Strategic alignment grid

What it looks like

What to ask yourself

How Guild helps

and metrics match the
mindset of the C-suite

a boardroom?”

Integration Learning is co-created “Does this initiative Guild helps map business
with business partners solve areal business priorities to skill-building
and tied to strategic challenge?” pathways
goals

Influence Language, framing, “Would this pitch land in Guild helps to build a

strong business case,
arming you with data and
content to tell a powerful
story to execs

Internal Mobility

Talent is being built
and moved into high-
impact roles

“Does this create career
growth — not just skill
growth?”

Guild’s career pathways,
pipeline data, and
coaching support internal
movement

Impact

KPls are clearly
defined, tracked, and
tied to value

“Can | show what
changed — and what it
was worth?”

Guild delivers
dashboards + data
models to track real
outcomes

The Difference Maker’s Toolkit

How to use it

Run through this grid
any time you're:

Writing a business case

Prepping for a leadership meeting
Building a new learning initiative
Refreshing a stale program

It takes 10 minutes — but gives you 4 lenses
through which to sharpen your strategy.

20
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Start small. Scale
fast. Lead big.

You've just explored the tools to help you shift from L&D service center to
strategic growth partner. The Difference Maker’s Toolkit is intended to help you
take those first steps, signaling to your business leaders that you’re ready to
lead in this performance era.

You don’t need a bigger team to get moving.
You don’t need perfect data.
You just need a bias for action — and the right partners.

What you now have:

A facilitation guide to align L&D with business units

A translation tool to reframe your message and earn executive buy-in
An internal mobility checklist to move your people — and your business
— forward

An ROI scenario builder to show impact in the language of dollars, days,
and delivery

A strategic alignment grid to bring the 4 I's together into one approach

|

|

What comes next? Start where the urgency is highest:

- Abudget pitch that needs a boost
- Aleadership meeting that needs fresh framing
- Abusiness partner who still thinks L&D means lunch-and-learns

Pick one. Use a tool. And let it unlock something bigger.
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Want backup?

Guild partners with L&D teams to turn these tools into action
plans — and turn learning into measurable growth. We'’re
here when you’re ready.

- Talk to a solutions expert at Guild

- Explore more insights on our thought leadership
hub, Compass

- Download the From Cost to Catalyst report
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