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In many organizations, personalization still sits
close to content: more choice, more formats, and
more recommendations. And while these efforts
often come from the right intent, they rarely answer
the harder questions that appear once learning

needs to scale.

Mature L&D teams are treating it less as a set of
learning experiences and more as a way to make

consistent, explainable learning decisions.

This guide explores that shift. It breaks learning
personalization down into practical layers and
shows how it works across the entire learning
lifecycle, from employee role entry to day-to-day

performance and global scale.
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Personalization became
unavoidable, but most
attempts fail

Learning personalization has become one of the strongest expectations in
corporate L&D. It shows up in leadership conversations, in learner feedback,
in vendor roadmaps, and in how people compare learning experiences
across companies. The idea is intuitively appealing: training should feel
relevant, well-timed, and connected to what people actually do.

Many organizations have already made real moves in this direction.
You can see it in the tools and practices that became almost standard:

Large course catalogs with more choice

Al-powered recommendations

Self-enrollment and “learner-driven” pathways

Role-based learning lists

Adaptive content, microlearning, nudges

They reduce the “one-size-fits-all” feeling, make learning easier to access,
and give employees more autonomy. For many teames, this is a meaningful

step forward.

Over time, though, “personalization” has also become a convenient

umbrella term.

Ask ten L&D teams what it means, and you’ll often get ten different answers,
because the word gets used to describe almost any attempt to make

learning feel more tailored.


https://www.ispring.com/knowledge-hub/what-is-microlearning?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
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|
Custom content Adaptive learning
Learning paths Al recommendations
Coaching Role-based training
Role-based training Course catalogs
Manual assignments Development tracks

The issue is that many of these approaches describe how learning is offered,
but leave open a harder issue: how learning decisions are made once the
organization becomes complex. In those conditions, personalization based

on choice and recommendations starts to show its limits.

Highly customized content is expensive to create and hard to maintain. As
soon as roles change, priorities shift, or new regions are added, that content
ages very quickly. Algorithmic recommendations, on the other hand, are
often difficult to validate and explain, especially when business priorities
change faster than learning data does.

At this point, many organizations reach a familiar place: personalization is
clearly important, the effort is real, and the results still feel inconsistent.
So, what should it look like when you’re responsible for thousands of
learners, multiple regions, and real business KPIs?
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How mature teams are
rethinking personalization
today

Teams that move past the initial wave of personalization rarely do so by
adding more content. The shift usually starts with a different question.

Instead of asking how to make learning feel more personalized, mature
teams begin to ask how learning decisions should work inside a complex
organization and what needs to stay consistent as everything else changes.

This reframing moves personalization away from individual experiences and
closer to an operating model that adapts to a fast-changing business while
keeping learning relevant to specific learners and real business needs. The
focus turns to repeatable logic: rules that determine who needs learning,
when it becomes relevant, and what outcome it is expected to support.

The real test of personalization is whether you can explain it to
stakeholders outside of L&D. When learning logic is clear, decisions
become easier to govern, scale, and trust - even as the business

changes

‘a»_,rs.s Michael Keller,

)

\.‘tf, CPO at iSpring

When personalization becomes a basic requirement, modern LMSs have

no choice but to support it. In practice, personalized learning doesn’t live
in a single feature. It emerges across the entire learning cycle as a natural

part of how training is designed and delivered.


https://www.ispringsolutions.com/blog/what-is-lms?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
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4 layers of personalization
iIn modern learning
systems

These layers don’t represent maturity levels or optional add-ons. Some

of them are visible to learners, others stay in the background, but together
they determine whether learning feels coherent, relevant, and manageable
at scale.

Let's use iSpring LMS, a full-cycle platform for people development, as an

example and examine how this kind of personalization looks in practice.

1. Employee entry and role alignment

Employee entry is the first moment when personalization either starts working
or quietly breaks.

In most organizations, onboarding is still designed around the company:

its structure, policies, tools, values, and compliance requirements. This
information is important and often well documented. What’s often missing
is a clear learning logic that reflects how a person actually enters a role
inside a running system.

As a result, new employees are introduced to the organization but not
systematically introduced to the role itself. Training completion becomes the
main signal of progress. Once materials are viewed or courses are marked as
done, onboarding is considered complete even if the employee is still unsure
how to operate in actual situations.


https://www.ispring.com/?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
https://www.ispring.com/knowledge-hub/new-employee-onboarding?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide

¥zispring 8

Over time, this creates a familiar pattern: onboarding looks thorough on
paper, but productivity ramps up slowly, managers step in with ad hoc
explanations, and learning gaps surface only when something goes wrong.

In iSpring LMS, learning is organized around role expectations rather than
topics or folders. Core knowledge, role-specific training, assessments, and
supporting resources are connected in a single learning track that reflects
how people actually start working:

ispring My Courses My Trainings Cataloc News My Team

Learning Track « F Complete before Jan 25, 2026, 12:00 AM

Manufacturing Safety and Operations éhboa if

eted

Outline
Chapter 1. Safety Fundamentals and Plant Orientation
3
. . Course 1. Workplace Safety Basics: Rules, Risks, and Responsibilities
© L]

- Course 2. Hazard Awareness and Incident Prevention
.
L@

py 5,

These learning paths are typically assigned automatically. The assignment

logic is defined upfront, as when a new employee with a specific role is
added to the platform. From that point on, the same role-based learning
structure is applied consistently to every new hire in that role.

Within the path, L&D teams control both sequence and pacing. Courses can
be scheduled over time or arranged sequentially so that the next step is
available only after the previous one is completed.


https://www.ispring.com/knowledge-hub/learning-paths?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
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This approach makes onboarding more structured and transparent:

e Reduced cognitive overload during the initial days.
Instead of facing a long list of materials at once,
learners move through onboarding in manageable
steps, focusing on what matters now rather than
everything that might eventually matter.

« Consistent experience across hires. Every employee
entering the same role follows the same learning
logic, regardless of location, manager, or start date.

« Built-in progress visibility. Role entry stops being a
black box - both managers and L&D teams can
clearly see where a new hire is in the onboarding
process, what has already been completed, and

what comes next.

CASE STUDY Jitasa

“Thanks to training optimization, the time needed for new employee

onboarding has been reduced by one to two months.”

Bobby Powers,

Director of Learning

and Development at Jitasa Learn more about Jitasa’s success story -



https://www.ispringsolutions.com/blog/jitasa-with-ispring-96-of-our-employees-regularly-engage-in-elearning?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
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Once a person has completed this initial role entry and starts working with
real tasks, learning naturally shifts from structured onboarding to
performance in context.

In iSpring LMS, there’s a specific on-the-job training module that’s built

around observation and practice. Instead of sending people to take more
courses, a manager defines actual work activities that need to be
demonstrated. For a given role or skill, they create an observation checklist
that reflects what “good performance” looks like in practice:

¢ Floor Sales Representative Hidde [y lp:\f;_'i

1 Greeting 4

2 Merchandising T

The mentor or supervisor then observes the employee during actual tasks
and uses the checklist to record what’s already demonstrated and where
support is still needed. This creates a shared, documented view of
performance readiness.


https://ispringhelpdocs.com/ispring-learn/on-the-job-training-62864106.html?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
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:,';.ispringlms MyCourses My Trainings  Catalog  News  MyTeam  On-The-Job Training &g Q 4 ‘?.

« Sales Floor Representative

START DATE (PLANNED) EMPLOYEE DBSERVER

] Aug 18, 2025 ﬁ Alice Phillips @ Peter Anderson (@ showmare ~
7-30 PM - 8:30 PM (GMT+100 Sales 4P oo

Observation Score Feedback
© strengths
1. Listens carefully to what customers want. 2. Demostrates extesive knowledge about the products with customers.
© Areas for improvement
65% Does not stock shelves well,
based on 14 metrics = Comments

I would recommend an additional course on standards

Score by competency areas

1. Greeting 50%
2. Merchandising 75%
3. Product Knowledge 100%
4. Customer Engage ———— 33%

Importantly, on-the-job training doesn’t replace onboarding or formal
learning. It complements them by closing the gap between “I've learned this”
and “l can do this consistently at work.”

At a business level, on-the-job training makes role readiness much clearer.

When readiness is measured through real tasks, a lot of uncertainty
disappears. You no longer have to guess based on course completions
ortime in a role. Managers and L&D can see whether a person can
actually do the job.

That shared view of readiness reduces friction around onboarding
status and shifts development conversations toward real performance
gaps, not more generic training.

Michael Keller,
CPO at iSpring
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Over time, readiness stops being a matter of opinion and becomes
something the business can observe, discuss, and act on.

2. Employee development tied
to performance signals

In many organizations, development is still driven by indirect signals: time in
role, expressed interest, manager intuition, or broad competency frameworks
applied uniformly. Learning opportunities often take the form of large course
libraries or recommended programs, with the assumption that motivated

employees will find what they need.

In practice, however, this approach creates several problems. High
performers and struggling employees often receive similar
recommendations, development conversations become subjective, and
learning activities become difficult to connect to actual performance

outcomes.

In iISpring LMS, employee upskilling is built around individual development

plans that are tied to real performance signals. These signals can come from
multiple sources: on-the-job observations, assessment results, quality
metrics, incident patterns, or manager feedback tied to real tasks.

The Development Plan is a unique module that serves to create tailored
plans for employee skill development and new hire onboarding. It is a
structured framework that connects goals, learning actions, practical
activities, and clear progress indicators based on what the role requires next:


https://www.ispring.com/knowledge-hub/upskilling?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
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= Checklist

First Day of Work

Sales Representative

Complete new hire peperwork and attend & health and safety induction,

Take an office tour and meet your supenisorn, Tesmmates, and mentor, L]
23 L]
""" 0o L Ak s Question
[=]
- L 4 L
‘Week 1 — Breaking Down the Sales Funnel
Laarn about the salos funael and haw ta track activities and reports in tha CRM. L.
Review sales compensation plans with yeur supervisce -
en 1 d sales call i
g 0

Stutty product pricing and its impact o atel g2

A typical Development Plan brings together:

 Clear, action-based checklists that translate role
expectations into concrete skill-building tasks

« Assigned mentors or supervisors who guide
progress and provide feedback along the way

e Milestones and deadlines that keep development

focused and on track

CASE STUDY thasa

Online learning is now an integral part of Jitasa’s DNA, and iSpring LMS

has played a big role in helping us embed learning into our culture.

Bobby Powers,
Director of Learning
and Development atJitasa Learn more about Jitasa’s success story -



https://www.ispringsolutions.com/blog/jitasa-with-ispring-96-of-our-employees-regularly-engage-in-elearning?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
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The key is that development remains closely connected to actual work, not
separated from it. This is reinforced through 360-degree feedback, which
provides a structured way to ground development decisions in observed

behavior:

sispring i

The line manager staff of Adelaide (annual appraisal)

53% 9/17

Review Results

.)@.

Human imeraction
Human interaction

Data interpratation 25 25 25 1.5 25 a1

Instead of relying on a single managerial perspective, anonymous feedback
is collected from multiple viewpoints: peers, managers, and direct reports.
These are not just subjective opinions, but structured signals that highlight
consistent strengths, recurring gaps, and misaligned expectations.
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Competency Radar

This graph represents all the scores given by each reviewer group across all competencies. It allows the identification of gaps
in the perceptions of different groups of reviewers. The highest scores are placed closer to the external part of the graph.
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Self-development Communication

This approach doesn’t eliminate choice or career-driven learning.
It adds transparency related to when development is needed and why,

making learning easier to explain, prioritize, and scale as the organization
grows.
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3. Learning embedded into the
flow of work

Most work doesn’t pause to make room for learning. In real situations, people
look for guidance while a task is already in progress: when something feels
unfamiliar, when a mistake needs fixing, or when they want to double-check
a step before moving on. These moments rarely align with scheduled training

sessions or long-form courses.

This is where many learning strategies quietly lose impact. Knowledge exists,
courses are completed, and documentation is technically available - but not
where people are, not when decisions are made, and not in a format that fits

the situation.

Personalization isn’t only about what people learn. It’s about whether
learning shows up at the moment it actually matters. When employees
can access the right guidance at the moment of need, learning stops
being separate from performance and starts supporting it directly.

! J Michael Keller,

.

\.‘:"f. CPO at iSpring

In iSpring LMS, this layer of personalization is supported through a
centralized knowledge base and mobile access. Unlike courses or learning
paths, the knowledge base is designed as an operational space that

employees return to while working, not just during training.
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ispring Mews Knowledge Base My Tean 360" Review Qrg Chart & Q 4 w{

L o
Plant operations and employee reSources

fely and effichently and stay compliant

Safety and compliance Plant operations Workplace policies

Safety procedures, OSHA guidelines, Standard operating procedures, Attendance, leave policies, benefits,
incident reporting, and emergency equipment guidelines, and shift and employee guidelines.
protocols. instructions.

Here, content is organized around how work actually happens: instructions,
FAQs, internal standards, checklists, and practical guidance tied to real
tasks. Access can be controlled by role or team, so employees see what’s
relevant to them without filtering through unnecessary or sensitive
information. Bookmarks also allow people to build their own short list

of go-to resources.

FREE GUIDE

How to Create a Corporate Knowledge Base

That Supports and Drives Business Growth

Download for free -



https://www.ispringsolutions.com/guides/how-to-create-a-corporate-knowledge-base-that-supports-and-drives-business-growth?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
https://www.ispringsolutions.com/blog/jitasa-with-ispring-96-of-our-employees-regularly-engage-in-elearning?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
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As this content is used in real situations, it generates valuable signals.

Analytics show which materials are accessed most often, which ones people

return to, and where engagement drops.

J¢ispringlms
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Over time, this helps L&D teams understand what is genuinely useful

on the job and what needs updating, simplifying, or removing.
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Mobile access makes learning available where work actually happens.
Employees don’t have to stop what they’re doing or go back to their desks.
They can quickly check instructions, confirm a step, or refresh guidance on
the spot - even offling, if needed.

CASE STUDY oticon

“Employees can take training anytime and from any device. It’s
extremely convenient for our field teams because they travel so much!
They can download courses and continue their training anywhere, even

on a plane with a poor Wi-Fi connection.”

Josephine Poelma,
Executive Director
of L&D at Oticon Learn more about Oticon’s success story -

4. Learning that scales across
regions and contexts

When learning expands across regions, personalization stops being an
abstract concept and becomes visible in very concrete, operational details.
Language is one of them, but far from being the only one.

Time zones, local working schedules, and regional rhythms shape how
learning fits into everyday work. When deadlines, notifications, or session
timing don’t reflect local reality, even well-designed training creates friction
instead of support. At scale, these small mismatches quickly add up.

This is where personalization shifts from “tailoring content” to designing
learning systems that adapt to context without losing consistency.


https://www.ispringsolutions.com/blog/oticon-inc-ispring-learn-is-simple-to-use-just-like-netflix?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
https://www.ispringsolutions.com/blog/jitasa-with-ispring-96-of-our-employees-regularly-engage-in-elearning?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
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In iISpring LMS, courses can be delivered in different languages, while the

platform interface adapts to regional and language preferences - including

regional variants such as Castilian Spanish and Latin American Spanish.

Equally important, learners see schedules and deadlines in their own time

zone. This removes unnecessary coordination overhead and prevents

confusion that often arises in distributed teams. Learning becomes easier to

follow without requiring extra explanation or manual adjustments from L&D.

s¢ispring Ims

My Courses
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Sales Traiffing”
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Interactive Sales Training: Role-Plz
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From a global perspective, this approach allows organizations to keep
learning logic consistent while adapting execution locally. Core structures,
role expectations, and compliance requirements remain aligned, while

content, language, and timing reflect regional needs.

White labeling supports the same goal. A consistent visual and linguistic
environment helps global teams experience learning as part of a single
system, even when content, language, and timing differ locally.

WONDER

My Courses

Enrolled (3)

In Progress (75% viewed)
Welcome Journey —_—

"Welcome Journey” is an immersive onboarding course designed to
introduce new employees to our company's culture, values, and operations.

Optimizing Team Performance

Through practical exercises and case studies, this course aims to

foster a culture of innovation, problem-solving, and mutual support.
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Why personalization
matters for business,
not just L&D

As learning personalization matures, its real impact becomes visible far
beyond the L&D function.

For the business, learning starts to behave less like a collection of
disconnected initiatives and more like a system that can be relied on.
Decisions become easier to justify, expectations become clearer,

and conversations shift from ad hoc requests to strategic planning.

Instead of defaulting to broad responses like “we need training for
everyone,” organizations gain the ability to be specific. They can
clearly articulate who needs training, why it’s needed now, and the
outcome it is expected to support. This clarity alone removes a
significant amount of friction between L&D, managers, compliance
teams, and leadership.

The same shift changes how learning is discussed financially.

The focus moves away from volume (more courses, more programs)
and toward relevance and timing. What matters is no longer how much
content exists, but whether learning shows up where it actually reduces
risk, accelerates performance, or supports growth priorities.

There is also a direct effect on employee loyalty and retention.

When learning is structured around clear expectations and visible
development paths, people gain a better understanding of how they
can grow within the organization. Development stops feeling abstract
or subjective and becomes something employees can navigate with
confidence.
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According to Gartner, when employees have a clear understanding of
career progression and trust the process behind it, they feel supported

in their career growth by up to 26%.

In practice, this clarity reduces ambiguity throughout the organization.
Employees know what is expected of them in their current role, what comes
next, and which signals actually matter for progression. Development
conversations become more constructive, and staying with the company
feels like a deliberate, informed choice rather than a leap of faith.

Growth, reorganizations, new roles, and new regions don’t automatically
break learning systems - they reveal how those systems were designed.
Organizations that treat personalization as a flexible operating model
are able to adapt without losing coherence. When personalization scales,
learning continues to move at the same pace as the business.

Download more free iSpring
resources

Collection of resources for LMS implementation ->

LMS Evaluation Checklist -

Training Needs Analysis Template -

How to Select a Learning Management System -

LMS ROI Calculator Template -

23


https://www.gartner.com/en/newsroom/press-releases/2024-03-20-gartner-finds-46-percent-employees-are-satisified-with-career-development
https://www.ispringsolutions.com/guides/successful-lms-implementation-a-collection-of-resources?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
https://www.ispringsolutions.com/guides/lms-evaluation-checklist?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
https://www.ispringsolutions.com/guides/training-needs-analysis-template?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
https://www.ispringsolutions.com/guides/how-to-choose-the-right-lms?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
https://www.ispringsolutions.com/guides/lms-roi-calculator-template?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
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s&ispring Ims

Faster, more predictable Consistent training without
employee onboarding micromanagement

Critical knowledge retained Stronger internal talent
within the organization development

Training effectiveness the Long-term development that
business can measure and trust Improves retention

. Let’sdlscu;s ;Iici)’a'r%;c%r'dir;\ing . | Explore the platform’s
projects and find out how . capabilities firsthand during
iSpring LMS can help: “a free trial:

Book a live demo Try free for 30 days



https://www.ispring.com/demo?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide
https://www.ispring.com/trial?ref=ispring_guides_learning-personalization-guide&utm_source=ispring_guides&utm_medium=referral&utm_campaign=learning-personalization-guide

