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As companies brace for an economic downturn, proving the business 
impact of customer, partner, and employee education programs is more 
critical than ever. 500+ leaders reveal the organizational education 
practices that yield significant benefits — and lead to increased revenue. 
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Public and private companies are bracing for an economic downturn by conducting mass layoffs, 
tightening budgets, and freezing hiring. What does this mean for the current state of education? Your 
learning initiatives need to generate revenue and positive business outcomes. Teams that don’t 
transform their educational programs from cost centers to profit centers could suffer adverse 
consequences ranging from budget reductions to reductions in force.

For years, organizations have been training employees for compliance, educating customers to 
increase product adoption and time to value, and training partners to better serve customers. 
However, few organizations have created a formalized organizational education program that 
leverages technology to deliver positive learning outcomes for all three audiences. Indeed, just 25% 
educate partners. 

How can you ensure your workplace education initiative drives positive outcomes? 

That’s what we set out to uncover. We wanted to measure the ROI of organizational education and 
reveal which specific activities drive positive business outcomes, such as increased retention, 
decreased support costs, etc.

In the spring of 2022, Intellum commissioned a study to evaluate the current state of organizational 
education among U.S. companies. Researchers conducted an online survey of 502 full-time decision 
makers involved in workplace education. As a result, we found that most companies are taking a 
serious approach to their education initiatives — and that those who abide by known best practices 
achieve the most favorable outcomes. 

As you’ll see, formalized, curriculum-based organizational education programs designed to deliver the 
best possible content in the most engaging way can increase employee performance, customer 
retention, and partner success, thereby increasing revenue and fortifying the business for the 
challenges ahead.

Executive Summary
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Key Findings

Ad hoc education initiatives drive poor outcomes.

Companies with ad hoc strategies are least likely to report positive business outcomes, as compared 
to all other types of education strategies. 

Whereas 60% of companies with curriculum-based education initiatives — and 50% of companies 
with formalized education initiatives — report increased revenue since beginning their programs, only 
22% of companies with ad hoc initiatives report the same success. See page 20.

Platforms designed to educate multiple audiences yield 
positive benefits.

Companies that use a platform built to educate multiple audiences are most likely to report positive 
business outcomes, compared to all methods for delivering education. 

Outcomes include improved employee retention (62%), improved customer retention (61%) and 
increased revenue (57%). See page 16.

Scalability is critical as leaders today must do more with less.

Shrinking budgets and leaner teams will be the reality going forward, which means leaders must 
maximize their investments. Among companies that report increased revenue, the most valued 
platform capability is scalability — the ability to support additional learners with minimal 
administrative effort. Additionally, C-Level leaders say scalability is the No. 1 platform capability. 
See page 17.
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The State of 
Organizational Education

The No. 1 organizational education challenge is 
learners who abandon training — due to poor 
content, poor delivery, or both. 
Learners abandoning training midway through could reflect content efficacy; in other words, learners 
don’t find the content valuable. By definition, efficacy is the ability to produce the desired outcome. If 
learners feel the content isn’t helping them achieve their desired results, they’ll become dissatisfied 
and won’t return to the platform. Content efficacy and perceived value are tightly connected. 
Interestingly, companies that educate partners are most likely to struggle with abandonment.

One way to assess whether content efficacy is causing abandonment is to test your ability to bring 
learners back into the platform using product bumpers or push notifications. Solving this issue — 
through better content, better delivery, or both — must be a priority, not only to avoid safety violations 
or non-compliance but also to ensure customer retention, employee retention, and partner success. 

Learners abandon training midway through

We struggle to deliver high quality training to every learner

We are manually maintaining course & certification 
competition records

Employees leave, and knowledge leaves with them

We’re not set up to educate multiple audiences

We don’t have enough content

We don’t have the resources to invest in a high-quality platform

We don’t have a system for organizing our content well

Q: What are your biggest challenges, if any, when it comes to education? (Please select up to three)

21%

15%

13%

13%

11%

22%

22%

28%
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Q: How, if at all, would you describe your company’s education initiative? (Please select all that apply)

57%
52%

49%

30%
22%

Formalized Scalable Informal Ad-hocCurriculum
Based

Ideally, an organizational education initiative is formalized, scalable, and curriculum-based. However, 
just 4% of respondents selected all three items. Additionally, informal education is a critical 
component of workplace education as people learn socially through observation, collaboration, and 
community — both in-person and remote. Yet while informal learning occurs constantly, only 1 in 3 
described their education initiative as informal, perhaps due to a misguided negative perception of 
the word.  

When we cross-reference this question against the most significant challenges companies face, we 
see a relationship between the way people describe their initiatives and learner outcomes. Companies 
providing curriculum-based training are least likely to struggle with learner abandonment. This could 
indicate curriculum-based content tends to be higher quality, however that isn’t necessarily the case; 
some curriculum-based workplace education — such as employee training — is mandatory. (While 
49% employ curriculum-based content as part of their education strategy, just 2.4% selected only 
curriculum-based.) 

Just 4% describe their education initiative as 
formalized, scalable, and curriculum-based.
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Q: Organizational education is the process of developing an education initiative to train or 
educate employees, customers, and/or partners. Which team, if any, owns organizational 
education in your organization? (Please select all that apply)

Learning and 
development

10

20

30

40

50

60

Customer 
success

Marketing Human 
resources

Product Sales We don’t have 
a clear owner

60%

48%

32%
30%

14%

34% 34%

Ninety-one percent of respondents selected at least two teams, indicating that shared ownership of 
organizational education initiatives is widespread. It is not uncommon for various departments 
throughout the organization to have a stake in learning outcomes; similarly, a wide variety of 
stakeholders play a role in shaping, creating, and building content. 

However, a dedicated program owner is needed to connect all the dots; otherwise, it will be 
challenging to keep the initiative moving forward in a strategic direction — leading to poor outcomes 
such as learners abandoning training midway through. Yet, 14% said their company’s education 
initiative doesn’t have a clear owner. 

Though a dedicated education program owner 
is critical to connecting all the moving pieces, 
14% don’t have a clear owner. 
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This finding supports the number two challenge: “We struggle to deliver high-quality training to every 
learner.” If you have a partner network, you should train and enable those partners in addition to 
customers and employees. However, some companies mistakenly believe that each audience requires 
a separate content initiative — when they could be sharing content across audiences. However, they 
don’t have the resources to create different materials for all three audiences, so they opt to educate 
only their highest-priority audiences. 

Customers, partners, and employees all need better product onboarding and education tied to a user 
maturity model. Thus, the same content you present to your customers also applies to your employees 
and partners. 

Another roadblock that prevents companies from educating all three audiences is that they lack the 
resources to build courses and certifications for employees, customers, and partners in multiple 
systems — each requiring constant updating and maintenance. Fortunately, certain EdTech solutions 
allow you to share content across audiences, so you don’t have to build or maintain it in multiple 
systems.  

Only 25% of companies educate partners.

Q: Which audiences, if any, does your company educate? (Please select all that apply)

EmployeesCustomers Partners

A best practice: When creating content, don’t start with the audience; begin with the 
problem — then determine which audiences are impacted by the problem, and build content 
to address the problem. Tailor content at the end for a specific persona if necessary. 
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Ideally, companies will adopt a single organizational education platform built to educate multiple 
audiences as it’s the most efficient way to educate employees, customers, and partners at scale. It 
allows organizations to segment audiences completely while sharing applicable content across 
audiences as needed. 

However, 24% selected at least three items, which indicates wasteful spending and duplicate work 
— for example, building two similar courses on two platforms. Now is the time to audit your tech 
stack to identify redundancies. 

More than half use a platform built to educate 
multiple audiences; however, some are doing 
double work in additional platforms.

Q: What tools, if any, do you use to educate your audiences? (Please select all that apply)

Platform built 
to educate 

multiple 
audiences

10

20

30

40

50

60

Office tools like 
PowerPoint 

and Microsoft 
Word

Platform built 
to educate 
customers 

only

Platform built 
to educate 
employees 

only

Platform built 
to house and 

manage 
content

Platform built 
to educate 

partners only

53%

35%

28% 27%
23%

20%
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When asked to select all learning platform capabilities needed to achieve desired learning outcomes, 
there was no clear winner. The response was underwhelming across the board. It is worth mentioning, 
however, that C-level executives are more likely than all others to select “bottom-up personalization” 
(39%) and “scalability” (39%). Efficiency is essential to growing a company, so it’s no wonder 
scalability is top of mind for the C-Suite — leaders who have a birds-eye view of their teams’ heavy, 
siloed tech stacks and the resulting inefficiencies.

All respondents greatly undervalue learning 
platform capabilities — although C-level execs 
are most likely to value scalability. 

Q: In your opinion, which of the following capabilities, if any, must a learning platform have in 
order to achieve desired learner outcomes? (Please select all that apply)

Assessments 36%

35%

35%

Bottom-up personalization

Scalability

Measurement

Directed learning

Branding

Top-down personalization

31%

29%

28%

10 20 30 40

29%
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The products we purchase must be able 
to grow alongside our business growth.

Executives know this implicitly. Done well, a learning 
platform will evolve, grow, and expand over the lifecycle 
of an organization. Before selecting a learning platform, 
you should think strategically. Many organizations select 
a platform first, then hire a team and build content. To 
me, this is backwards. Develop a strategy and 
incorporate how your organization will grow and evolve 
over the years. Develop a roadmap for work your team 
can and must do over a period of at least 2-3 years. That 
will help inform your selection and choose a platform — 
like Intellum — that will grow with you.

Dave Derrington
Director of Customer Education 



Companies with no clear education program owner are 22% less likely than average to experience 
improved customer retention. With no one in the driver’s seat to ensure a holistic education strategy 
and seamless execution, companies often end up creating duplicative content in various locations. 
This ad hoc content initiative is confusing from the customer’s perspective: Do I create a support 
ticket? Do I call my account manager? Do I look for a course? Is there a product one-sheet I can 
download to get answers? Churn rises when customers can’t find the help they need to use the 
product successfully.

Additionally, companies with no clear program owner are least likely to experience improved 
employee retention.

intellum.com

Best Practices That Drive 
Positive Business Outcomes

12

Customer retention is the most common business 
outcome of education initiatives — however, 
companies with no clear program owner are least 
likely to experience improved customer retention.

Q: Since beginning your education initiative, what business outcomes have your company experienced, if any?

Improved customer retention

Improved employee retention

Increased revenue

Improved partner success

Reduced support costs

56%45%
All responses

“We don’t have 
a clear owner”

43%

36%

27%

52%42%
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A formalized education program is grounded in sound methodology: it’s goal-focused, 
audience-centric, and strategic (not only in terms of what content to create but also how to deliver it 
and measure its success). 

Companies with formalized education programs 
are most likely to experience improved customer 
and employee retention.

Improved customer retention Improved employee retention

10

20

30

40

50

60
55%

51%

24%

Type of education initiative and business outcomes experienced

Formalized Scalable Curriculum-based Informal Ad hoc

59%

28%

55%
51%

21%

56%

27%



60%

Curriculum
Based
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Type of education initiative and revenue increase

Many companies think they need more content, but more content isn’t the answer; companies need 
the right content. Creating content for content’s sake doesn’t drive business outcomes. Content must 
be created within a strategic, formal, curriculum-based education initiative. 

A storm is coming, and companies must prepare by firming up their education initiatives. You can’t 
afford to skate by on an ad hoc program right now. 

Companies with curriculum-based education 
initiatives are most likely to experience 
increased revenue. 

56%
51%

25%
22%

Formalized Scalable Informal Ad-hoc
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When faced with resource constraints, companies without scalable education initiatives — and 
supporting technology — cannot do the work required to educate all three audiences. So they choose 
their highest-priority audiences, typically employees and customers. Or take an ad hoc approach to 
partner education, resulting in learner abandonment. However, this is shortsighted. 

Partners sell products to customers and support customers to ensure adoption and continuous 
success; why then don’t all companies understand that partners need the same high-quality 
education as the customers they serve? Organizations that deploy scalable systems to enable partner 
success will enjoy compounding growth. 

Companies with scalable education initiatives 
are most likely to experience improved partner 
success. 

Type of education initiative and improved partner success

All education initiatives Scalable education initiatives

Improved partner success

10

20

30

40

50

60

54%

36%
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One might think that the best results come from delivering customer education through a customer 
education platform (CEP). However, 61% of companies that selected “platform built to educate 
multiple audiences” experienced improved customer retention compared to 32% of companies that 
selected “platform built to educate customers only.” 

Likewise, organizational education platforms built to educate multiple audiences outperformed 
learning management systems (LMSes) built to educate employees only (62% improved employee 
retention vs. 30% improved employee retention). 

Companies need to consolidate systems and reduce operating costs to prepare for the downturn. 
Therefore, migrating customer and employee education to a holistic organizational education 
platform makes good business sense — especially as there doesn’t appear to be an advantage to 
using a single audience solution. 

Companies that use a platform built to educate 
multiple audiences experience far more positive 
business outcomes. 

Improved customer retention Improved employee retention

20

40

60

Platform built to educate multiple audiences vs. all tools

Platform built to educate 
multiple audiences

Platform built to educate 
customers only

Platform built to educate 
employees only

61%

32%

62%

30%
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Scalability is critical in today’s workplace as leaders are asked to accomplish goals with fewer 
resources. And any experienced business leader knows that investing in building scalable initiatives 
and systems pays off in dividends. Among companies that experienced increased revenue, those that 
valued “scalability” were most likely to see increased revenue.

Interestingly, assessments are named the No. 1 most important platform capability, but the data 
shows companies that value assessments are least likely to see increased revenue. This finding 
indicates that some education leaders might skip over a critical step in their education strategy: 
measurement. Expert performance measurement is focused on business impact to understand the 
ROI of educational investments. 

Companies that value scalability as a learning 
platform capability are likely to experience 
increased revenue.

Scalability 42%

Assessments

Bottom-up personalization

Measurement

Directed learning

Branding

Top-down personalization

10 20 30 40

27%

34%

34%

34%

32%

32%

Valued platform capabilities and increased revenue



It's no surprise we're seeing scalability as 
a key platform capability tied to increased 
revenue. 

So much of what we do in customer education is about 
scale — and this is especially true as companies look to 
maximize the size of their customer base using existing 
(or smaller) internal headcount. It's no longer feasible to 
do 1:1 outreach to make personal recommendations for 
each customer. We need to look to technology as a key 
partner in delivering personalized educational 
experiences that drive our customers' success and our 
own business outcomes.

Shannon Howard
Customer Marketing Manager 
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79% of companies that educate customers and 76% of companies that educate employees report at 
least one positive outcome. On the other hand, just 25% of companies that educate partners report at 
least one positive outcome. At first glance, partner education doesn’t have much ROI. However:

Companies pay less attention to their partner 
education initiatives. 

of companies that educate partners don’t have a 
clear education program owner (compared to 12% 
of companies that educate employees and 12% 
that educate customers)

of companies that educate partners are using a 
platform built to educate multiple audiences 
(compared to 58% of companies that educate 
employees and 58% that educate customers) 

of companies that educate partners say their 
initiative is ad hoc (compared to 20% of companies 
that educate employees and 22% that educate 
customers)

44%

34%

46%

of companies that educate partners say their 
initiative is ad hoc (compared to 20% of companies 
that educate employees and 22% that educate 
customers)
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Twenty-two percent of companies described their education initiatives as “ad hoc.” But as this finding 
shows, companies with ad hoc initiatives are least likely to report positive business outcomes 
(improved customer retention, improved employee retention, increased revenue, improved partner 
success, and reduced support costs). 

Companies with ad hoc education initiatives are 
least likely to report positive business outcomes 
across the board.

Q1: How, if at all, would you describe your company’s education initiative?

Q2: Since beginning your education initiative, what business outcomes have your company 
experienced, if any?

Formalized Scalable Curriculum-based Informal Ad hoc

20 40 60

Improved customer retention
55%

51%
28%

24%

21%

22%

28%

29%

Improved employee retention

Increased revenue

Improved partner success

Reduced support costs

59%

56%

56%

60%

55%
51%

51%

52%

56%
44%

58%

54%
50%

35%

36%

27%

25%
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Recommendations

As the data shows, there’s a clear path to building a recession-proof educational initiative that drives 
positive business outcomes such as increased revenue, improved customer and employee retention, 
reduced support costs, and improved partner success. 

Our recommendations include:

Not sure where to begin? The Intellum Methodology™ includes eight strategic thrusts 
to ensure successful education initiatives. 

Or, if you need additional support, connect with us to find out how Intellum can power 
your organizational education initiatives. 

Assign a clear education program owner. Although different teams across the company share 
responsibility and should have an “owner’s mindset,” one accountable party is needed to ensure 
a holistic education strategy and seamless execution.

Formalize your education initiative. A successful organizational education program is grounded 
in sound methodology; it’s goal-focused, audience-centric, and strategic (not only in what 
content to create but also in how to deliver content and measure its success). 

Ensure your initiative is curriculum-based: Content creators must ensure information is 
delivered strategically, at the right time, and within the right context. 

Build a scalable education initiative: When faced with resource constraints, companies without 
scalable education initiatives — and supporting technology — lack the capacity to educate all 
audiences. So they choose their highest-priority audiences, typically employees and customers. 
However, partner success is essential to growth.

Invest in a platform designed to educate multiple audiences: Companies that use a platform 
built to educate multiple audiences experience better business outcomes. Additionally, 
condensing your text stack reduces complexity, silos, and waste. 

1.

2.

3.

4.

5.

https://www.intellum.com/blog/secrets-to-customer-education-success
https://www.intellum.com/contact-us
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Study Demographics

502

Role

45%

18% 15% 13%
9%

Completed Responses

Manager Director Supervisor C-Suite VP

100%
U.S. Residents

100%
Work Full-time

61%

35-44

26%

21-34

11%

45-54

2%

55+

Age


