Portfolio Sample: Leadership Training Strategy

People Leaders’ Training Strategy Proposal
Background
Business need
Employees enter leadership roles in large organizations at various stages of their career. They may be new graduates or experienced leaders from other sectors or jurisdictions. They may be experts in their field but new to leading teams or projects, or they may be entering a second career. This diversity of background can lead to uneven leadership capability and inconsistency in how people, performance, and risk are managed.
The organization requires a connected, systematic approach to leadership knowledge and practical skill development for people leaders. This strategy is designed to improve leadership capability for people leaders in a regulatory and program delivery division, by providing relevant, high‑quality professional development opportunities aligned with organizational priorities.
Target audience
The primary audience includes supervisors, managers, directors, and senior leaders at varying stages of their career, working across multiple offices or regions. Some are new to their roles; others have significant leadership experience.
Participants have varied:
· formal education backgrounds
· career paths and time in role
· role‑specific skill requirements
· availability and capacity for professional development
· levels of buy‑in or interest in formal learning
A secondary audience includes staff in non‑people‑leadership roles who are seeking developmental opportunities and may move into leadership roles over time.
Program goals and objectives
Effective leadership development strategies combine exposure to relevant theory with opportunities to practise and apply skills on the job. The overarching goal of this People Leaders’ Training Strategy is to develop and maintain leadership and interpersonal communication capability that supports consistent, effective service delivery and people management.
Accounting for existing skill levels, workload, and capacity, the program provides targeted learning opportunities that integrate program and service delivery requirements with staff development needs.
The strategy aims to:
· Assess and plan for leadership and communication‑related development requirements at the division level.
· Advance leaders’ competencies, knowledge, and skills so they can perform effectively in their roles.
· Promote the use of practical, evidence‑informed practices in leadership and interpersonal communication.
· Provide scaffolded development that acknowledges existing proficiency while offering opportunities to build new skills.
· Support knowledge management, continuity planning, and succession planning through development of strong internal talent.
· Increase access to timely, relevant, and cost‑effective learning experiences that support performance and knowledge transfer.
· Align with the organization’s leadership competency model and any corporate professional development frameworks.
· Establish performance measures to evaluate both individual development and the overall learning framework, enabling continuous improvement.
Scope
This strategy and framework focus on professional development opportunities, resources, and tools that support successful people leadership. It emphasizes interpersonal, communication, and people‑management skill development in alignment with the organization’s leadership and behavioural competency model.
Key inputs
· Organizational strategic plan and business plans
· People strategies and workforce plans
· Operational plans
· Corporate leadership competency model
· Corporate professional development framework and catalogues
· Existing training resources and learning offerings
· Stakeholder input from staff, supervisors, managers, and senior leaders
In scope / out of scope
In scope:
· Development of a leadership competency/skills matrix for the division
· Design of a professional development framework and learning pathways for people leaders
· Curation and design of learning experiences (courses, workshops, communities of practice, job aids, microlearning, etc.) aligned to priority competencies
· Development of orientation and professional development support packages for people leaders
· Design of evaluation and continuous improvement processes for the leadership development program
Out of scope:
· Development or delivery of corporate training owned and managed centrally
· Development or delivery of highly technical or system‑specific skills training that is managed elsewhere
Sources of funding
An annual budget is required to support ongoing development, delivery, maintenance, and administration of a robust leadership development program. Funding may cover internal capacity, facilitation time, design and development effort, and external resources or licensing where needed.
People Leaders’ Training Strategy
A flexible, phased strategy supports new and experienced people leaders by meeting them where they are. Rather than treating all leaders as blank slates who must complete a fixed curriculum, the strategy takes prior experience into account and offers less experienced staff opportunities to build strong foundations.
By identifying and cataloguing existing skill sets, scaffolding development for multiple entry points, and offering a blend of synchronous, asynchronous, and in‑workflow options, the program can create individualized learning paths within a shared standard of role‑related capabilities.
Delivery is intentionally blended. People leaders can access a mix of:
· Short, focused learning units (microlearning)
· Self‑paced e‑learning or digital modules
· Facilitated workshops and virtual sessions
· Communities of practice and peer networks
· Coaching and mentoring
· Job aids, checklists, conversation guides, and other performance support tools
This combination supports both knowledge acquisition and real‑world application.
Key elements
The key elements of the People Leaders’ Training Strategy are:
· Competency Assessment / Skills Matrix
· Professional Development Framework and learning pathways
· Orientation and Professional Development Support Packages
· Program Evaluation and Continuous Improvement
Competency Assessment / Skills Matrix
A competency and skills matrix captures the knowledge, skills, and experience required to be an effective people leader in the division. Once developed, the matrix can be used to assess the current state of leaders’ skills and knowledge by recording and tracking existing capabilities.
The matrix should be flexible enough to adapt to changing priorities while providing a record of each leader’s progress over time. Data from the matrix supports:
· Identifying individual and group‑level skill gaps
· Designing customized learning plans and targeted interventions
· Aligning development goals with the organization’s competency model
· Supporting performance management and long‑term career planning
Professional Development Framework
The professional development framework describes a coherent set of learning experiences and resources to support skill development, aligned to the competency matrix.
Common core competencies across leadership roles are identified, and learning options are mapped to different levels of mastery (e.g., foundational, intermediate, advanced). The framework balances formal learning with informal and social learning opportunities.
Example components:
· Core curriculum for all leaders (e.g., foundational people‑management, communication, inclusion)
· Role‑specific or advanced modules (e.g., strategic planning, change leadership, complex stakeholder management)
· Microlearning units tied to specific behaviours or tasks
· Communities of practice, peer circles, or learning cohorts
· Manager support resources (e.g., coaching guides, discussion prompts, one‑page job aids)
Orientation and Professional Development Support Packages
A structured onboarding and orientation package for people leaders helps them navigate available tools and training and understand expectations for their role.
Orientation and support packages may include:
· A clear overview of leadership expectations and competencies
· Guided activities to help new leaders connect with key stakeholders and resources
· Suggested early learning and practice activities, tailored by experience level
· Checklists and templates that support early wins and confidence
For experienced leaders, completion of package activities can serve as a baseline assessment of current proficiency and help identify targeted development opportunities. For newer leaders, it provides a clear starting point and reduces uncertainty about where to focus.
Program evaluation and continuous improvement
Program evaluation focuses on three dimensions:
Proficiency and behaviour change
· Self‑assessment against the competency/skills matrix
· Observation of on‑the‑job behaviours by supervisors or peers
· Evidence of real‑world application (for example, how leaders handle difficult conversations or complex stakeholder issues)
· Simple indicators tied to people and service outcomes, such as improved employee feedback, fewer escalations, or better adherence to key processes
Knowledge transfer and engagement
· Participation and completion data for priority learning experiences
· Evidence of knowledge sharing through peer support or communities of practice
· Use of job aids and performance support tools in day‑to‑day work
· Engagement in mentoring or coaching relationships
Continuous improvement
· Regular feedback from participants, managers, and stakeholders
· Review of competency/skills matrix data to identify systemic gaps or strengths
· Periodic review and refresh of courses, resources, and tools based on what is and is not improving outcomes
· Alignment checks against updated strategies, policies, or competency models
Review schedule
The strategy and framework should be reviewed annually to ensure continued alignment with shifting priorities, budgets, staffing levels, and program direction. Learning content and curated resources should be reviewed on an 18–36 month cycle, or more frequently when major changes occur.
Next steps
Short term: Training needs analysis
Short‑term activities focus on understanding the current state of leadership capability and clarifying priorities:
· Confirm leadership expectations and required skills at hire versus those to be developed post‑hire.
· Develop or refine the leadership competency/skills matrix.
· Conduct a gap analysis to compare current capability to desired levels.
· Inventory existing learning resources and supports.
· Produce a recommendations summary that identifies priority skills and proposed development approaches.
Mid-term: Implement professional development plan
Mid‑term activities focus on building and launching the framework:
· Establish initial program offerings mapped to priority competencies and levels of mastery.
· Curate and, where needed, design or acquire learning resources (courses, microlearning, job aids, communities of practice, etc.).
· Develop orientation and professional development support packages for leaders.
· Set up simple, sustainable processes and tools for tracking key participation and completion data.
· Define a development stream that allows high‑potential staff in non‑leadership roles to access relevant learning.

Long term: Program maintenance
Long‑term activities focus on sustaining and evolving the program:
· Revise and expand the curriculum as needs and resources evolve.
· Periodically reassess leadership capability and adjust the program to reflect emerging priorities.
· Conduct course and program evaluations and report on participation, outcomes, and lessons learned.
· Manage any vendor relationships or licensing required to support the program.
· Coordinate scheduling, communication, and delivery logistics for key learning experiences.
AI and human oversight
Where appropriate, AI‑enabled tools may be used to support tasks such as drafting content or creating practice scenarios, with human designers and leaders remaining responsible for alignment to policy, ethics, accessibility, and organizational culture.
Assumptions
Key assumptions underlying this strategy include:
· Senior leaders visibly support leadership development and model participation.
· A dedicated learning and development resource (or small team) is available to design, coordinate, and maintain the program.
· Internal subject matter experts and leaders are willing and able to contribute content, examples, and feedback.
· Adequate staffing and budget exist to implement the phased strategy over time.
· The strategy can be adapted as organizational priorities, structures, or tools change.
Constraints
Potential constraints include:
· Limited staffing or budget for program design, delivery, and maintenance
· Competing operational demands that reduce leaders’ availability for learning
· Procurement or contracting timelines when external vendors are required
· Limited internal subject matter expert capacity for co‑design, review, or facilitation
Risks and mitigations
Examples of key risks and potential mitigations include:
	Risk
	Mitigation

	Shifts in priorities or leadership reduce long‑term support for the program.
	Establish a clear program charter and governance structure, and engage senior leaders in setting and reviewing priorities.

	Budget and resource limitations restrict the ability to design and deliver customized learning.
	Prioritize high‑impact skills, leverage internal expertise, and make use of curated, low‑cost, or existing resources where appropriate.

	Experienced leaders resist participating in development that feels misaligned with their current level.
	Use the competency/skills matrix and individualized plans to recognize existing expertise, focus on relevant growth areas, and avoid unnecessary repetition.

	Limited subject matter expert availability delays design, review, or improvement work.
	Form a small, cross‑functional working group with clear roles, expectations, and time commitments, and design learning that reduces heavy, ongoing SME involvement.


Document development note
This sample strategy is based on prior experience designing and implementing leadership development programs in large public‑sector and private‑sector organizations. It has been generalized and updated for use as a portfolio example and is intended to illustrate strategic thinking, not prescribe specific tools.
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