(4

Vv
Vv

« K

The Engagement Advantage: ‘-‘/pS

Building Change from the —_—X
Inside Out
Why your most powerful change agents are already on the payroll.

By VPS Learning
In connection with "Engagement as the Engine of Change," Training Industry Conversation Series, 2026

You know exactly who they are.

They're the people who set the pulse at your organization. Somehow they make every new initiative actually land. Not
because HR sent a reminder. Not because their manager tracked completion rates.

People listen to them because they've earned it, and when they're genuinely excited about something, that excitement
travels.

Most L&D leaders have three or four of these people. The question isn't whether they exist. The question is whether you've
built anything around them.

THE PROBLEM

The change model that keeps failing

Corporate learning has a default setting: identify the problem, build the program, deploy it broadly, measure completion. It
works fine for compliance. For culture change, it tends to produce polished content that nobody talks about after the launch
email.

| The reason is rarely the content. It’s the messenger.

A well-designed course sent from a learning management system carries a fraction of the influence of a trusted colleague
saying, “This actually changed how | run my one-on-ones. You should try it.” Same idea. Completely different impact.

Peer influence has been sitting underutilized in most organizations for years.

THE SHIFT

The opportunity hiding in plain sight

Here's the reframe worth making: instead of asking how to get the disengaged to show up, start asking how to give the
already-engaged something to do with that energy.

Highly engaged employees aren't just good at their jobs. They're credibility carriers. When they champion an initiative,
skeptical colleagues pay attention in a way they never would for a company-wide announcement. When they share what's
working, it sticks.

“Learning reinforced through peer influence is more believable and more
likely to last.”

Training Industry 2026 Trends Report

The L&D teams seeing the strongest adoption rates right now aren’t the ones with the biggest budgets or the slickest
platforms. They're the ones who identified their advocates early, equipped them intentionally, and got out of the way.
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Four moves that build a ———
peer-led movement

Building advocate infrastructure isn't a moonshot project. It starts here.

FIND THE RIGHT PEOPLE BEFORE YOU NEED THEM

These aren’t always your top performers or most senior voices. Look for the employees peers trust: the ones
colleagues go to when they want an honest take.

They exist at every level, in every function.

MAKE THE INVITATION PERSONAL

A broadcast email asking for volunteer ambassadors produces lukewarm results. A direct, one-on-one
conversation, “we chose you because your colleagues trust you,” produces advocates who actually show up.

EQUIP THEM WITHOUT OVER-SCRIPTING THEM

The goal is confidence, not compliance. Give them context, talking points, and a feedback channel. Then trust
them to carry it in their own voice. That authenticity is the whole point.

CONNECT THE WORK TO SOMETHING MEASURABLE

Not activity metrics. Think behavior change, retention patterns, the business outcomes leadership already
cares about. Peer-led learning is hard to champion internally without data that speaks the right language.

THE BIGGER PICTURE

The infrastructure question

None of this happens in isolation. A peer-led movement needs the same things any learning initiative needs: clear strategy,
well-designed content, thoughtful delivery, and measurement that actually means something. The difference is that all of it
has to be built to enable advocates, not replace them.

That's a full-lifecycle challenge. It requires L&D teams to think beyond the program and consider the entire system of support
that makes peer influence possible at scale.

The organizations getting this right aren't waiting for the next engagement survey to tell them something’s wrong. They're
building the infrastructure now, while the energy is there to build on.
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About VPS Learning

VPS Learning partners with enterprise organizations at every stage of the training lifecycle, from strategy and content
development through delivery, technology, and managed services.

Our team specializes in meeting clients right where they are and taking their learning and development where it needs to
be. Whether that means building the roadmap or bringing the team, we design learning strategy, provide skilled delivery
teams, run day-to-day learning operations, and measure impact.

Consult. Engage. Deliver.

Flexible engagement models: build only, embedded teams, run and operate, or full partnership.

Got team members in mind already? Let’s talk about what to build
around them.

vpslearning.com
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http://www.vpslearning.com

