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1. Introduction  

Training evaluation is the structured process of measuring whether a learning program 

achieved what it was designed to achieve. It goes beyond asking whether participants 

liked a session; it examines whether learners gained knowledge, applied new skills at 

work, improved performance, and contributed to measurable business results.  

This toolkit is designed for L&D managers, HR professionals, trainers, instructional 

designers, business leaders, and program owners who need practical tools to evaluate 

learning impact in a clear, consistent, and business-aligned way.  

1.1 Why Training Evaluation Matters  

Organizations invest significant time, money, and employee effort into training. Without 

evaluation, it becomes difficult to know whether that investment is improving capability, 

productivity, compliance, customer experience, or business performance. Evaluation 

helps convert training from an activity into a measurable performance improvement 

strategy.  

 It proves value: Evaluation shows whether training contributed to meaningful 

outcomes such as fewer errors, faster onboarding, higher sales, improved service 

quality, or better compliance.  

 It improves learning design: Feedback and performance data reveal what 

worked, what confused learners, and what should be redesigned.  
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 It supports leadership decisions: KPI dashboards help leaders decide whether 

to scale, revise, pause, or replace a training program.  

 It strengthens accountability: Trainers, managers, learners, and business 

sponsors can see their role in converting learning into workplace performance.  

Example: A customer support team completes a complaint-handling training program. If 

evaluation only measures attendance, the organization may know that 95% of employees 

completed the course but not whether customer complaints reduced. A stronger 

evaluation approach would compare pre- and post-training complaint resolution time, 

customer satisfaction scores, escalation rates, and manager observations of behavior 

change.  

1.2 The Purpose of This Toolkit  

The purpose of this toolkit is to provide ready-to-use guidance, templates, KPI trackers, 

and dashboard structures that help organizations measure learning impact across 

multiple levels. It translates evaluation theory into practical tools that can be used before, 

during, and after training.  

 Define clear evaluation objectives before training begins.  

 Collect learner reaction data through structured feedback forms.  

 Measure knowledge gain using pre- and post-assessments.  
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 Track behavior change through manager checklists, observation forms, and 

workplace evidence.  

 Connect learning outcomes to operational and business KPIs.  

 Build simple dashboards that communicate training impact to stakeholders.  

Example: For a sales enablement program, this toolkit can help track participant 

satisfaction, product knowledge scores, manager-rated selling behaviors, conversion 

rates, average deal size, and revenue contribution after the training.  

1.3 How to Use These Templates  

Use the templates as a measurement system rather than as isolated forms. Each template 

should connect to a specific training objective, a target audience, a business need, and a 

decision that stakeholders need to make. The best results come when evaluation is 

planned before the training is launched, not after it is completed.  

1. Start with the business problem: Identify what performance issue the training 

is expected to solve.  

2. Select evaluation levels: Decide whether you need to measure reaction, learning, 

behavior, results, or all four.  

3. Choose the right templates: Use surveys, assessment forms, observation 

checklists, KPI trackers, or dashboard formats depending on the evaluation goal.  
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4. Set baselines and targets: Capture current performance before training and 

define what improvement should look like.  

5. Collect data at the right time: Immediate feedback is useful for reaction, but 

behavior and results often need follow-up after several weeks or months.  

6. Review and act: Use the findings to improve the training, support managers, 

coach learners, and report value to leadership.  

Practical tip: Do not measure everything for every program. A short compliance 

awareness course may only require reaction and learning checks, while a leadership 

development program may require behavior tracking, business outcome measurement, 

and long-term dashboard reporting.  
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2. Understanding the Kirkpatrick Model  

The Kirkpatrick Model is one of the most widely used frameworks for evaluating training 

effectiveness. It organizes evaluation into four levels: Reaction, Learning, Behavior, and 

Results. Each level answers a different question, from whether learners found the 

training useful to whether the training helped improve business outcomes.  

Using the model helps L&D teams avoid superficial measurement. Instead of stopping at 

attendance or satisfaction scores, the model encourages a deeper look at whether 

learning transferred into real workplace performance.  

2.1 The Four Levels of Evaluation  

Level 1: Reaction  

Reaction measures how participants responded to the training experience. It looks at 

relevance, engagement, content quality, facilitator effectiveness, learning environment, 

and perceived usefulness. While reaction does not prove learning impact by itself, it 

provides early signals about whether learners were motivated and whether the program 

was delivered effectively.  

 Sample KPIs: satisfaction score, relevance rating, facilitator rating, session 

engagement score, net promoter score for training.  

 Common tools: post-training feedback form, pulse survey, facilitator observation 

notes.  
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 Example question: “How relevant was this training to your current role?”  

Example: After a virtual project management workshop, learners rate the session 4.6 out 

of 5 for relevance but only 3.2 for interactivity. This suggests that the topic was useful, 

but the delivery format may need more breakout activities, case discussions, or 

simulations.  

Level 2: Learning  

Learning measures the extent to which participants gained the intended knowledge, 

skills, confidence, or attitudes. This level compares what learners knew or could do before 

training with what they know or can do after training. It is especially important for 

technical, compliance, product, safety, and role-based capability programs.  

 Sample KPIs: pre-test score, post-test score, assessment improvement 

percentage, skill demonstration score, confidence rating.  

 Common tools: quizzes, case-based assessments, simulations, role plays, 

practical demonstrations, knowledge checks.  

 Example question: “Can the learner correctly apply the escalation matrix in a 

customer complaint scenario?”  

Example: In a cybersecurity awareness course, employees score an average of 58% on 

the pre-test and 87% on the post-test. The improvement indicates learning gain, but 

additional phishing simulations may still be needed to confirm real-world application.  

Level 3: Behavior  
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Behavior measures whether learners apply new knowledge and skills on the job. This 

level is often the most important for managers because it shows whether training 

changed workplace actions. However, behavior change depends not only on training 

quality but also on manager support, job aids, coaching, workload, tools, and 

organizational culture.  

 Sample KPIs: manager observation score, frequency of desired behavior, 

coaching completion, application checklist score, reduction in repeated mistakes.  

 Common tools: manager observation checklist, workplace application log, peer 

feedback form, coaching notes, quality audit results.  

 Example question: “Is the learner consistently using the new call-opening script 

during customer interactions?”  

Example: A leadership program teaches managers how to conduct one-on-one coaching 

conversations. Thirty days later, HR asks each manager’s team members whether 

coaching conversations are happening consistently and asks senior managers to review 

sample coaching logs. This evidence helps determine whether the behavior changed 

beyond the classroom.  

Level 4: Results  

Results measure whether training contributed to business or organizational outcomes. 

This level connects learning to performance indicators such as productivity, quality, sales, 

customer satisfaction, safety, compliance, retention, or cost reduction. It is the strongest 
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level for demonstrating strategic value, but it requires careful planning because many 

factors beyond training can influence business results.  

 Sample KPIs: sales conversion rate, customer satisfaction score, error rate, audit 

findings, time to productivity, incident reduction, employee retention.  

 Common tools: KPI tracker, dashboard, business performance report, 

operational data comparison, ROI worksheet.  

 Example question: “Did the training contribute to a measurable reduction in 

processing errors within 90 days?”  

Example: A manufacturing plant launches quality control training for line supervisors. 

After three months, defect rates reduce from 4.8% to 2.9%, rework hours decline, and 

supervisors show improved checklist compliance. While other process improvements 

may also contribute, the training evaluation can show a credible link between learning, 

behavior, and business outcomes.  

2.2 When to Measure Each Level  

Timing matters because each level of evaluation captures a different type of evidence. 

Reaction can be measured immediately, but behavior and results usually require time for 

learners to apply new skills in real work conditions. A strong evaluation plan defines 

when each measurement will happen and who is responsible for collecting the data.  
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Evaluation 

Level  

Best Time to 

Measure  

Recommended 

Tools  

Example  

Level 1: 

Reaction  

Immediately after the 

session or module  

Feedback form, 

pulse survey, 

facilitator review  

Participants rate relevance, 

delivery, and confidence 

to apply learning.  

Level 2: 

Learning  

Before 

and immediately after 

training  

Pre-test, post-test, 

scenario 

assessment, 

practical 

demonstration  

Learners complete a 

product knowledge quiz 

before and after training.  

Level 3: 

Behavior  

30 to 90 days after 

training  

Manager checklist, 

observation form, 

coaching log, 

application tracker  

Managers observe whether 

employees use the new 

process correctly.  

Level 4: Results  60 to 180 days after 

training, depending on 

the business cycle  

KPI dashboard, 

performance 

report, ROI tracker, 

quality audit data  

The team compares error 

rates, sales conversion, or 

productivity before and 

after training.  
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For high-impact programs, create an evaluation calendar. For example, a new manager 

development program may collect reaction data on Day 1, learning assessment data at 

the end of Week 1, behavior evidence after 45 days, and business results after one 

quarter.  

2.3 Common Evaluation Mistakes to Avoid  

Training evaluation often fails when it is treated as an afterthought or when the 

organization measures only what is easy instead of what is meaningful. Avoiding common 

mistakes will make your evaluation process more credible, practical, and useful for 

decision-making.  

 Mistake 1: Measuring only attendance. Attendance confirms participation, not 

effectiveness. Add learning, behavior, or performance indicators where 

appropriate.  

 Mistake 2: Using generic feedback forms. Questions such as “Did you like the 

training?” are too broad. Ask about relevance, confidence, applicability, and 

barriers to implementation.  

 Mistake 3: Ignoring baseline data. Without pre-training data, it is difficult to 

prove improvement. Capture current performance before the intervention 

begins.  

 Mistake 4: Measuring too late or too early. Immediate surveys are useful for 

reaction, but behavior change needs follow-up after learners return to work.  
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 Mistake 5: Not involving managers. Managers play a critical role in reinforcing 

new behavior. Include them in observation, coaching, and follow-up 

measurement.  

 Mistake 6: Tracking too many KPIs. Too many metrics can overwhelm 

stakeholders. Focus on a small set of meaningful indicators aligned with the 

business goal.  

 Mistake 7: Claiming results without evidence. Avoid saying training caused 

business improvement unless there is enough evidence. Use careful language such 

as “training contributed to” when other factors may also be involved.  

Example: If a sales team improves revenue after training, the evaluation should also 

check whether pricing changes, marketing campaigns, seasonality, or product 

demand influenced the result. A more credible report would state: “The sales training 

appears to have contributed to improved conversion rates, supported by post-training 

assessment gains, manager observations, and improved pipeline data.”  
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3. Training Evaluation Planning  

Training evaluation should begin before the training is delivered. A strong evaluation 

plan clarifies what the program is expected to improve, what evidence will be collected, 

who will collect it, and how the results will be reported. This planning step prevents 

evaluation from becoming a last-minute survey and ensures that learning measurement 

is connected to real performance outcomes.  

In practical terms, evaluation planning answers three core questions: What should 

learners be able to do after training? How will we know they can do it? What business or 

operational result should improve if the training works?  

3.1 Training Evaluation Planning Template  

The planning template below can be used at the start of any learning initiative. It helps 

L&D teams, business sponsors, and managers agree on the purpose of the training and 

the evidence required to prove impact.  

 Training Program Name: Capture the name of the course, workshop, pathway, 

or learning intervention. Example: Customer Complaint Handling Skills Program.  

 Business Problem: Define the performance issue the training is expected to 

solve. Example: High complaint escalation rate and inconsistent resolution 

quality.  
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 Target Audience: Identify who will attend and why they need the training. 

Example: Frontline customer support executives with less than two years of 

experience.  

 Learning Objectives: State what learners should know, do, or demonstrate after 

training. Example: Apply the complaint triage process and resolve standard 

complaints within policy limits.  

 Evaluation Levels: Select the Kirkpatrick levels to measure. Example: Levels 1, 2, 

3, and selected Level 4 metrics.  

 Success Metrics: Define measurable indicators of success. Example: Post-test 

score above 85%, escalation rate reduced by 15%, and customer satisfaction 

improved by 10%.  

 Data Sources: Identify where evidence will come from. Example: LMS survey, 

quiz results, call quality audits, and CRM complaint dashboard.  

 Measurement Timeline: Decide when each data point will be collected. Example: 

Reaction immediately, learning after training, behavior after 45 days, and results 

after 90 days.  

 Owner: Assign responsibility for collection and review. Example: L&D manager, 

support team leader, and quality analyst.  

 Reporting Format: Decide how findings will be shared. Example: One-page 

dashboard and monthly business review summary.  
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Example: If the organization is launching a new onboarding program, the evaluation plan 

may track new hire satisfaction, product knowledge scores, time to first successful task, 

manager confidence rating, and time to productivity. This ensures onboarding is judged 

by both learner experience and operational readiness.  

3.2 Defining Learning Objectives & Success Metrics  

Learning objectives describe what participants should be able to do after the training. 

Success metrics describe how the organization will know whether those objectives were 

achieved. The two must be connected. If the objective is vague, the metric will also be 

vague; if the objective is specific and observable, measurement becomes much easier.  

 Weak objective: Understand customer service.  

 Stronger objective: Apply the five-step complaint resolution process during live 

customer interactions.  

 Weak metric: Learners liked the training.  

 Stronger metric: 90% of learners correctly resolve three out of four complaint 

scenarios in the post-training assessment.  

Good objectives should be specific, observable, measurable, relevant to the job, and 

aligned with business needs. Use action verbs such as apply, demonstrate, analyze, 

resolve, classify, calculate, coach, document, troubleshoot, or escalate.  
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Example: For a compliance training program, a strong objective would be: “Employees 

will correctly identify reportable data privacy incidents and escalate them through the 

approved incident reporting channel within 24 hours.” A matching success metric would 

be: “At least 95% of learners correctly classify data privacy scenarios in the assessment, 

and incident reporting accuracy improves during the next quarterly audit.”  

3.3 Aligning Training with Business Goals  

Training should not exist separately from business priorities. The strongest learning 

programs are linked to goals such as improving productivity, reducing risk, increasing 

sales, improving customer experience, strengthening leadership capability, or meeting 

regulatory requirements. Alignment helps leaders see training as a strategic investment 

rather than an administrative activity.  

1. Identify the business goal: Start with the performance result the organization 

wants to improve.  

2. Define the capability gap: Clarify what employees are currently unable to do 

consistently.  

3. Design the learning intervention: Select the training method that can address 

the gap.  

4. Choose success metrics: Link learning outcomes to job performance and 

business KPIs.  
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5. Assign accountability: Decide what learners, managers, trainers, and sponsors 

must do after training.  

Example: If the business goal is to reduce order processing errors by 20%, the training 

goal may be to teach employees the revised order validation process. The evaluation 

should then measure process knowledge, correct use of the validation checklist, quality 

audit scores, and the actual reduction in order errors over time.  
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4. Ready-to-Use Evaluation Templates  

This section provides practical templates that can be copied, customized, and used for 

training programs of different sizes. Each template is designed to capture a specific type 

of evaluation evidence, from learner reaction to business results.  

4.1 Level 1: Learner Reaction Survey  

The learner reaction survey measures how participants experienced the training. It 

should be short, specific, and focused on relevance, confidence, engagement, and 

readiness to apply the learning. Avoid asking only whether learners liked the session; 

instead, ask whether the training was useful for their role.  

 Training title:  

 Date of training:  

 Facilitator name:  

 Participant role or department:  

 Overall satisfaction rating:  

 Relevance to current role:  

 Confidence to apply learning:  

 Quality of examples and activities:  
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 Most useful part of the training:  

 One improvement suggestion:  

Sample rating scale: Use a 1 to 5 scale where 1 means strongly disagree and 5 means 

strongly agree. Example statement: “The training content was relevant to my current job 

responsibilities.”  

Example use: After a product training session, learners may rate relevance highly but 

confidence lower. This suggests that learners understand the product concept but need 

additional practice, role plays, FAQs, or job aids before applying it with customers.  

4.2 Level 2: Learning Assessment Template  

The learning assessment template measures whether participants gained the required 

knowledge or skill. It can include multiple-choice questions, scenario questions, short 

answers, practical demonstrations, or simulations depending on the training objective.  

 Assessment title:  

 Learner name or ID:  

 Pre-assessment score:  

 Post-assessment score:  

 Passing score:  

 Knowledge areas tested:  
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 Scenario or task completed:  

 Evaluator comments:  

 Recommended follow-up:  

Sample assessment design: Use a mix of recall, application, and scenario-based 

questions. For example, a data privacy course should not only ask learners to define 

personal data; it should also ask them to decide whether a realistic workplace incident 

must be reported.  

Example use: In a finance process training program, learners complete a pre-test on 

invoice approval rules, attend the training, and then complete a post-test with invoice 

scenarios. If average scores improve from 62% to 88%, the training shows strong 

learning gain, but low-scoring topics should still be reviewed.  

4.3 Level 3: Behavior Observation Checklist  

The behavior observation checklist helps managers, coaches, or quality reviewers assess 

whether learners are applying the training on the job. This template is especially useful 

when the desired behavior can be observed in meetings, calls, customer interactions, 

system use, process execution, or team management routines.  

 Employee name or ID:  

 Role or department:  

 Training completed:  
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 Observation date:  

 Observer name:  

 Behavior expected:  

 Observed evidence:  

 Rating: not observed, partially observed, consistently observed.  

 Coaching required:  

 Follow-up date:  

Sample behavior indicators: Uses the approved process checklist, asks clarifying 

questions, documents decisions accurately, follows escalation rules, applies safety steps, 

uses coaching techniques, or provides customer updates within the required timeline.  

Example use: After a leadership feedback workshop, managers are observed during 

performance conversations. The observer checks whether the manager uses specific 

examples, allows employee input, agrees on action items, and schedules follow-up. This 

provides stronger evidence than asking managers whether they remember the feedback 

model.  

4.4 Level 4: Business Results Measurement Template  

The business results measurement template connects training to operational or strategic 

outcomes. It should be used when training is expected to influence measurable business 
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results such as quality, productivity, sales, compliance, safety, customer experience, or 

employee retention.  

 Business goal linked to training:  

 Baseline performance before training:  

 Target performance after training:  

 Actual performance after training:  

 Measurement period:  

 Data source:  

 Other factors that may influence results:  

 Evidence of behavior change:  

 Training contribution statement:  

 Recommended business action:  

Example use: A call center launches training to improve first-call resolution. The 

baseline first-call resolution rate is 68%, the target is 78%, and the actual result after 90 

days is 75%. The evaluation report should also review staffing changes, system issues, 

customer volume, and quality monitoring data before concluding how much the training 

contributed.  
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Recommended wording: Use evidence-based language such as “The training appears to 

have contributed to improved first-call resolution, supported by higher post-training 

assessment scores, manager observation results, and improved quality audit findings.” 

This keeps reporting credible and avoids overstating causation.  

Planning Field  What to Capture  Example Entry  

Training Program Name  Name of the course, 

workshop, pathway, or 

learning intervention.  

Customer Complaint 

Handling Skills Program  

Business Problem  The performance issue or 

opportunity the training is 

expected to address.  

High complaint escalation 

rate and inconsistent 

complaint resolution quality.  

Target Audience  Who will attend and 

why they need the training.  

Frontline customer support 

executives with less than two 

years of experience.  

Learning Objectives  Specific knowledge, skills, 

or behaviors learners 

should demonstrate.  

Apply the complaint triage 

process, use empathy 

statements, and resolve 

standard complaints within 

policy limits.  
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Evaluation Levels  Which Kirkpatrick levels will 

be measured.  

Level 1, Level 2, Level 3, and 

selected Level 4 metrics.  

Success Metrics  Quantitative or qualitative 

indicators that show training 

success.  

Post-test score above 85%, 

escalation rate reduced by 

15%, customer satisfaction 

improved by 10%.  

Data Sources  Where the evidence will 

come from.  

LMS survey, quiz results, call 

quality audits, CRM 

complaint dashboard.  

Measurement Timeline  When each data point will 

be collected.  

Reaction immediately, 

learning after training, 

behavior after 45 days, 

results after 90 days.  

Owner  Person or team responsible 

for collecting and reviewing 

the data.  

L&D manager, support team 

leader, quality analyst.  

http://www.gsdcouncil.org/


 
 

www.gsdcouncil.org                                                     25 
 

Reporting Format  How findings will be shared.  One-page dashboard and 

monthly business review 

summary.  
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5. KPI Trackers & Dashboards  

KPI trackers and dashboards turn training evaluation data into visible, decision-ready 

information. Instead of reviewing scattered survey responses, quiz scores, manager 

comments, and business reports separately, a dashboard brings the most important 

indicators together in one place. This helps L&D teams and leaders quickly understand 

whether a program is working, where improvement is needed, and what action should 

happen next.  

5.1 Essential L&D KPIs to Track  

The best L&D KPIs combine learning activity, learner experience, knowledge gain, 

behavior change, and business impact. Activity metrics are useful, but they should not be 

the only measures. A mature evaluation approach balances completion data with 

evidence of performance improvement.  

 Completion rate: Percentage of assigned learners who completed the training. 

Example: 92% of new hires completed onboarding within the first 14 days.  

 Attendance rate: Percentage of enrolled participants who attended live sessions. 

Example: 85% attendance for a leadership workshop.  

 Learner satisfaction score: Average rating from post-training surveys. Example: 

4.4 out of 5 for overall training experience.  
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 Relevance score: Learner rating on how useful the training is for their role. 

Example: 89% of participants agreed the content was directly relevant.  

 Knowledge gain: Difference between pre-test and post-test scores. Example: 

Average score improved from 61% to 86%.  

 Assessment pass rate: Percentage of learners who achieved the required passing 

score. Example: 94% passed the compliance assessment.  

 Behavior application rate: Percentage of learners observed applying the new 

skill at work. Example: 72% consistently used the updated process checklist after 

60 days.  

 Manager reinforcement rate: Percentage of managers who completed coaching 

or follow-up activities. Example: 80% of managers held post-training coaching 

conversations.  

 Business KPI movement: Change in the operational metric linked to the training. 

Example: Error rate reduced from 6.2% to 4.5% after process training.  

 Training ROI or ROE: Financial return or evidence-based return on expectations. 

Example: The program contributed to productivity gains and met sponsor-defined 

success criteria.  

Example: For a customer service training program, the KPI tracker may include 

completion rate, post-test score, call quality score, first-contact resolution, customer 

satisfaction, and escalation rate. Together, these indicators show whether learners 

http://www.gsdcouncil.org/


 
 

www.gsdcouncil.org                                                     28 
 

completed the training, understood the content, changed behavior, and improved 

customer outcomes.  

5.2 Learning Impact Dashboard Template  

A learning impact dashboard should be simple enough for leaders to understand quickly 

and detailed enough for L&D teams to act on. It should show the program name, audience, 

timeline, key metrics, status indicators, trends, risks, and recommended actions.  

Dashboard 

Section  

What to Show  Example  

Program 

Overview  

Training name, 

audience, delivery 

period, and owner.  

New Manager Essentials | 120 managers | 

April to June | L&D team.  

Participation 

Metrics  

Enrollment, 

attendance, 

completion, and drop-

off rate.  

96% completion, 88% live attendance, 4% 

drop-off.  

Learning 

Metrics  

Assessment scores, 

pass rate, knowledge 

Average post-test score 87%, 

knowledge gain 24 percentage points.  
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gain, and confidence 

rating.  

Behavior 

Metrics  

Application checklist 

results, manager 

observations, coaching 

completion.  

76% of 

managers observed using structured feedback 

model.  

Business Metrics  Operational KPI 

movement linked to 

the training objective.  

Team engagement score improved by 8 points 

after manager training.  

Insights  Interpretation of what 

the data means.  

Learning gain is strong, but behavior 

application is lower in teams without manager 

follow-up.  

Actions  Recommended next 

steps based on the 

data.  

Schedule refresher coaching for managers 

below application target.  

Dashboard design tip: Use green, amber, and red status indicators to show whether 

each KPI is on track, at risk, or off track. For example, completion rate above 90% may be 

green, 75% to 90% may be amber, and below 75% may be red. Keep the dashboard 

focused on the few metrics that matter most to the business sponsor.  
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5.3 Training ROI & ROE Tracker  

Training ROI and ROE are two different but complementary ways to evaluate value. ROI 

focuses on financial return compared with training cost. ROE, or return on expectations, 

focuses on whether the program met the agreed expectations of business stakeholders. 

Not every training program needs a full ROI calculation, but every important program 

should have clear expectations and evidence of value.  

 Total training cost: Facilitator fees, platform cost, learner time, materials, travel, 

and administrative effort.  

 Financial benefit: Cost savings, productivity gains, revenue increase, reduced 

errors, reduced rework, or avoided penalties.  

 ROI formula: ROI percentage = financial benefit minus training cost, divided by 

training cost, multiplied by 100.  

 ROE evidence: Sponsor expectations, agreed success criteria, stakeholder 

feedback, behavior change evidence, and business KPI movement.  

 Recommended use: Use ROI for high-cost, high-impact programs and ROE for 

leadership, culture, compliance, onboarding, or capability-building programs 

where financial value may be indirect.  

Example: A process improvement training program costs $40,000 and contributes to 

$100,000 in annual rework reduction. The net benefit is $60,000, so the ROI is 150%. For 

a leadership program, the organization may use ROE by checking whether leaders 
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improved coaching frequency, team engagement, internal mobility, and succession 

readiness against stakeholder expectations.  
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6. Survey & Feedback Question Bank  

A question bank helps standardize evaluation while still allowing customization for 

different programs. Good questions are specific, action-oriented, and linked to the 

evaluation level being measured. Avoid long surveys that learners rush through. Instead, 

use a small number of strong questions that generate useful evidence.  

6.1 Post-Training Survey Questions  

Post-training survey questions are best used immediately after the program. They should 

measure relevance, engagement, clarity, confidence, and perceived readiness to apply the 

learning.  

 The training content was relevant to my current role.  

 The examples and activities helped me understand how to apply the learning.  

 The facilitator explained the concepts clearly.  

 The training pace was appropriate for the topic.  

 I feel confident applying what I learned in my work.  

 The tools, job aids, or resources provided will help me perform better.  

 What was the most useful part of the training?  

 What topic needs more explanation or practice?  
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 What is one action you will take after this training?  

 What could be improved in future sessions?  

Example: In a product training program, the question “I feel confident explaining the 

product benefits to a customer” is more useful than “Did you like the training?” because 

it connects learner reaction to expected job application.  

6.2 Manager Feedback Questions  

Manager feedback is essential for measuring workplace application. Managers can 

observe whether employees are using new skills, identify barriers, and provide coaching. 

The questions should focus on observable behavior rather than opinions about the 

learner.  

 Has the employee had an opportunity to apply the training on the job?  

 Which specific behaviors have you observed since the training?  

 How consistently is the employee using the new process, tool, or skill?  

 What evidence shows that the training is being applied?  

 What barriers are preventing application of learning?  

 What coaching or reinforcement has been provided after training?  

 Has the employee’s performance improved in the targeted area?  
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 What additional support would help the employee apply the learning more 

consistently?  

 Are there team-level patterns that suggest the training should be improved?  

 What follow-up action should L&D or the business take?  

Example: After a negotiation skills workshop, a sales manager may report that 

employees are asking better discovery questions but still struggle with objection 

handling. This insight can lead to a targeted refresher session rather than repeating the 

full program.  

6.3 Learner Follow-Up Survey (30/60/90 Days)  

The 30/60/90-day follow-up survey measures whether learning has transferred into the 

workplace. It should ask learners about application, confidence, barriers, manager 

support, and results. This survey is especially useful for leadership, sales, technical, 

customer service, and process change programs.  

 Which skills from the training have you used in your role?  

 How often have you applied the learning since the training?  

 What task or situation helped you apply the training most effectively?  

 What results have you noticed from applying the learning?  

 What barriers have made it difficult to apply the learning?  
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 Have you received manager support or coaching after the training?  

 Which tools, templates, or job aids have been most useful?  

 What additional support would help you apply the learning better?  

 What part of the training should be reinforced or expanded?  

 What is one example of how the training improved your work?  

Example: A 60-day follow-up survey for new managers may ask whether they have 

conducted structured one-on-one meetings, used coaching questions, documented action 

items, and received support from their own manager. The responses help identify 

whether the program needs reinforcement, peer learning circles, or manager 

enablement.  
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7. Measuring Learning Impact  

Measuring learning impact means connecting training activity to meaningful evidence of 

learning, behavior change, and business improvement. The goal is not to collect large 

amounts of data, but to collect the right data and convert it into useful decisions. Strong 

impact measurement helps L&D teams show what worked, what did not work, and what 

should happen next.  

7.1 Collecting Data Effectively  

Effective data collection starts with clarity. Each data point should have a purpose, an 

owner, a timeline, and a source. Collecting too much data can create noise, while 

collecting too little data can make conclusions weak. A balanced approach includes 

learner data, manager data, system data, and business performance data.  

 Use baseline data: Capture current performance before training so improvement 

can be measured later.  

 Use multiple sources: Combine survey results, assessment scores, manager 

observations, quality audits, and business KPIs.  

 Define ownership: Assign responsibility to L&D, managers, quality teams, HR 

analytics, or business operations.  

 Set a timeline: Decide when reaction, learning, behavior, and results data will be 

collected.  
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 Protect data quality: Use consistent rating scales, clear definitions, and standard 

templates.  

 Respect confidentiality: Report sensitive learner feedback in an aggregated way 

unless individual follow-up is required and appropriate.  

Example: For a safety training program, data collection may include incident rates before 

training, post-training quiz scores, supervisor observation checklists, safety audit 

findings, and incident trends after 90 days. Using several sources creates a stronger 

evidence base than relying on a satisfaction survey alone.  

7.2 Analyzing Training Results  

Analysis turns raw evaluation data into insight. It should answer what changed, how 

much it changed, where the change was strongest or weakest, and what factors may have 

influenced the results. Analysis should also separate correlation from causation. Training 

may contribute to improvement, but other factors such as manager support, process 

changes, staffing, incentives, or market conditions may also affect results.  

 Compare before and after: Review baseline data against post-training results.  

 Segment the data: Compare results by role, location, department, cohort, 

manager group, or training format.  

 Look for patterns: Identify topics with low assessment scores, teams with 

weaker application, or metrics that did not improve.  
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 Check for supporting evidence: Link learning gains to behavior observations 

and business KPI movement.  

 Identify barriers: Review comments and manager feedback to understand why 

learning may not be applied.  

 Recommend action: Translate findings into decisions such as refresher training, 

coaching, job aids, redesign, or manager enablement.  

Example: A sales training program shows strong post-test scores but no improvement in 

conversion rate. When the data is segmented, one region shows improvement while 

another does not. Manager feedback reveals that the successful region held weekly 

coaching sessions after training. The insight is that training content was useful, but 

manager reinforcement determined whether skills were applied.  

7.3 Presenting Insights to Leadership  

Leadership reporting should focus on decisions, not data volume. Senior stakeholders 

usually want to know whether the training addressed the business problem, what 

changed, what evidence supports the conclusion, and what action is recommended. A 

strong report connects the story from need to learning to behavior to results.  

 Start with the business need: Explain why the training was launched.  

 Summarize participation and learning: Share completion, attendance, 

satisfaction, and assessment results briefly.  
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 Highlight behavior change: Show whether learners applied skills on the job.  

 Connect to business outcomes: Present KPI movement and explain any 

limitations.  

 Use evidence-based language: Say “contributed to improvement” when other 

factors may also be involved.  

 Recommend next steps: Ask for decisions such as scaling the program, 

improving content, requiring manager coaching, or investing in tools.  

Example leadership summary: “The customer service training reached 94% of the 

target audience and produced a 22-point improvement in assessment scores. Manager 

observations show that 70% of learners are consistently applying the complaint 

resolution framework after 60 days. Escalation rates reduced from 18% to 14% during 

the measurement period. While staffing changes and updated knowledge-base articles 

may also have influenced results, the training appears to have contributed to improved 

complaint handling. Recommended next steps are targeted coaching for low-adoption 

teams and a refresher module on complex complaint scenarios.”  
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8. Best Practices for L&D Analytics  

L&D analytics becomes valuable when it helps teams make better decisions about 

training design, delivery, reinforcement, and business alignment. The goal is not to create 

complex reports for the sake of reporting; the goal is to turn learning data into practical 

action. Strong analytics helps identify what is working, where learners need support, 

which programs should be scaled, and which programs should be redesigned.  

8.1 Building a Data-Driven Evaluation Process  

A data-driven evaluation process starts with a clear business question. Instead of asking, 

“How many people attended the training?”, ask, “Did the training help improve the 

performance problem we designed it to solve?” This shift moves L&D from activity 

reporting to impact reporting.  

 Define the decision before collecting data: Decide whether the evaluation will 

support decisions such as scaling a program, redesigning content, funding a new 

initiative, or requiring manager reinforcement.  

 Create a standard measurement framework: Use consistent templates, rating 

scales, KPI definitions, and timelines across programs so results can be compared.  

 Start small and mature gradually: Begin with reaction and learning data, then 

add behavior and business outcome data for high-priority programs.  
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 Connect data sources: Combine LMS data, survey results, assessment scores, 

performance dashboards, quality audits, HR data, and manager feedback.  

 Build analytics routines: Review training data monthly or quarterly instead of 

waiting until the end of the year.  

 Turn insight into action: Every report should include recommendations, 

owners, and next steps.  

Example: An L&D team notices that learners consistently rate a technical training highly, 

but post-training assessments show weak scores on troubleshooting scenarios. Instead 

of concluding that the training is successful based only on satisfaction, the team redesigns 

the course to include more simulations, practice labs, and scenario-based assessments.  

8.2 Common Reporting Challenges  

Many L&D teams struggle with reporting because training data is often spread across 

multiple systems, collected inconsistently, or disconnected from business outcomes. 

These challenges can make it difficult to prove value or identify where improvements are 

needed.  

 Challenge: Too much focus on completion data. Completion is important, but it 

does not show whether learners improved. Add assessment, behavior, and KPI 

data where possible.  

http://www.gsdcouncil.org/


 
 

www.gsdcouncil.org                                                     42 
 

 Challenge: Inconsistent survey questions. If every program uses different 

questions, results are hard to compare. Use a core question set with optional 

program-specific questions.  

 Challenge: Limited manager participation. Behavior data depends heavily on 

manager observation and reinforcement. Make manager follow-up simple and 

time-bound.  

 Challenge: Weak baseline data. Without baseline performance, improvement is 

difficult to prove. Capture current scores, error rates, productivity metrics, or 

quality indicators before training begins.  

 Challenge: Overclaiming business impact. Business results may be influenced 

by many factors. Use careful language and explain other variables that may have 

contributed.  

 Challenge: Reports are too long or technical. Leaders need concise insights, not 

raw data dumps. Summarize the story, evidence, risk, and recommended action.  

Example: A leadership development program reports 98% completion and 4.8 out of 5 

satisfaction, but business leaders still ask whether the program made a difference. The 

reporting challenge is that the data shows participation and satisfaction, not leadership 

behavior. The solution is to add manager observation, team feedback, coaching 

frequency, and engagement trend data.  
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8.3 Tips for Improving Training Outcomes  

Training outcomes improve when evaluation is used as a feedback loop. The data should 

not simply describe the past; it should guide future improvements in content, delivery, 

reinforcement, manager involvement, and learner support.  

 Design for application, not only awareness: Include practice, scenarios, 

simulations, case studies, and job aids that help learners apply skills at work.  

 Involve managers early: Brief managers before training so they know what 

behaviors to reinforce afterward.  

 Use spaced reinforcement: Send reminders, microlearning, coaching prompts, 

or practice exercises after the main session.  

 Remove workplace barriers: If learners cannot apply new skills because of 

system issues, unclear processes, or lack of time, training alone will not solve the 

problem.  

 Segment results: Review data by team, role, location, or cohort to identify where 

support is needed most.  

 Close the loop with learners: Share what changed based on their feedback so 

learners see that evaluation is meaningful.  

 Refresh content regularly: Update examples, scenarios, tools, and assessments 

when policies, systems, products, or business priorities change.  
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Example: A compliance training program shows good assessment scores, but audit 

findings continue. Further analysis reveals that employees understand the policy but do 

not know where to find the correct reporting form. The improvement is not another full 

course; it is a job aid, system shortcut, manager reminder, and short refresher on when 

to use the form.  
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9. Action Plan  

This action plan helps L&D teams move from theory to implementation. Use it to establish 

a practical evaluation rhythm, improve measurement quality, and strengthen the 

connection between training and business outcomes.  

9.1 Your 30-Day Evaluation Roadmap  

The 30-day roadmap is designed to help teams build a simple but effective training 

evaluation system. It focuses on quick wins first, then gradually introduces stronger 

measurement practices.  

1. Days 1–5: Review current evaluation practices. Identify which programs 

currently collect feedback, assessment data, behavior evidence, and business KPIs. 

Note where data is missing or inconsistent.  

2. Days 6–10: Select priority programs. Choose three to five high-impact 

programs where improved evaluation will matter most, such as onboarding, 

compliance, sales, customer service, or leadership development.  

3. Days 11–15: Define success metrics. For each selected program, document the 

business problem, learning objectives, baseline data, target outcomes, and 

evaluation levels.  

4. Days 16–20: Standardize templates. Implement a common reaction survey, 

learning assessment format, behavior checklist, and business results tracker.  
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5. Days 21–25: Assign owners and timelines. Clarify who will collect each data 

point and when it will be reviewed. Include L&D, managers, HR analytics, quality 

teams, and business sponsors where appropriate.  

6. Days 26–30: Build the first dashboard. Create a simple dashboard showing 

participation, learning, behavior, results, insights, risks, and recommended 

actions for one pilot program.  

Example: If onboarding is selected as the pilot program, the 30-day roadmap may define 

metrics such as completion rate, new hire satisfaction, product knowledge score, 

manager readiness rating, time to first independent task, and 60-day retention. The first 

dashboard can then show whether onboarding is building confidence and accelerating 

productivity.  

9.2 Checklist for Every Training Program  

Use this checklist before launching any training program. It ensures that evaluation is 

built into the program from the beginning rather than added at the end.  

 Have we clearly defined the business problem or performance gap?  

 Have we identified the target audience and why they need the training?  

 Are the learning objectives specific, observable, and measurable?  

 Have we selected the appropriate Kirkpatrick evaluation levels?  

 Do we have baseline data before training begins?  
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 Have we defined success metrics and target outcomes?  

 Have we selected the right templates, surveys, assessments, and checklists?  

 Have we assigned owners for data collection and review?  

 Have managers been briefed on their role in reinforcing learning?  

 Have we planned follow-up measurement at 30, 60, or 90 days?  

 Have we considered other factors that may influence business results?  

 Have we planned how findings will be reported to stakeholders?  

 Have we defined what action will be taken if results are below target?  

Practical tip: Keep this checklist attached to the training design process. Evaluation 

should be discussed during learning needs analysis, not after the course has already been 

delivered.  

9.3 Next Steps to Strengthen Your L&D Analytics  

Once the basic evaluation system is working, the next step is to mature analytics 

capability. This means improving data consistency, connecting systems, strengthening 

stakeholder partnerships, and using insights to guide investment decisions.  

 Create a KPI dictionary: Define each training KPI clearly so everyone calculates 

metrics the same way.  
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 Build a quarterly learning impact review: Review trends, risks, and program-

level outcomes with business stakeholders.  

 Automate where possible: Use LMS, survey, HRIS, CRM, quality, or business 

intelligence data to reduce manual reporting.  

 Develop manager enablement tools: Provide observation checklists, coaching 

guides, and follow-up prompts.  

 Build impact stories: Combine metrics with real examples of behavior change 

and business improvement.  

 Prioritize high-value programs: Apply deeper evaluation to programs that are 

costly, strategic, risky, or closely linked to business goals.  

 Improve data literacy: Train L&D team members to interpret trends, segment 

data, identify bias, and communicate insights clearly.  

Example: A mature L&D analytics function may publish a quarterly dashboard showing 

the top strategic programs, completion trends, learning gains, behavior adoption, 

business KPI movement, risks, and recommended investment decisions. This positions 

L&D as a performance partner rather than only a training provider.  
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Conclusion  

Training evaluation is most powerful when it is practical, planned, and connected to 

business goals. A strong evaluation toolkit helps organizations move beyond attendance 

and satisfaction scores toward evidence of learning, behavior change, and measurable 

impact. The templates, trackers, dashboards, and question banks in this toolkit are 

designed to help L&D teams make evaluation consistent, credible, and action-oriented.  

Key Takeaways  

 Training evaluation should begin before the training is launched, not after it is 

completed.  

 The Kirkpatrick Model provides a practical structure for measuring reaction, 

learning, behavior, and results.  

 Learning objectives and success metrics must be specific, observable, and linked 

to job performance.  

 Dashboards should focus on decision-ready insights rather than large volumes of 

raw data.  

 Manager involvement is essential for measuring and reinforcing behavior change.  

 Business impact should be reported carefully, using evidence-based language and 

acknowledging other influencing factors.  
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 The strongest evaluation systems use data to improve future training, not just to 

judge past programs.  

Additional Resources  

The following resources can be developed or attached to this toolkit as supporting 

materials for practical use across L&D teams and business units.  

 Training evaluation planning worksheet  

 Post-training learner reaction survey form  

 Pre- and post-assessment template  

 Manager behavior observation checklist  

 30/60/90-day learner follow-up survey  

 Training KPI tracker spreadsheet  

 Learning impact dashboard template  

 ROI and ROE calculation worksheet  

 Executive summary report template  

 Quarterly L&D analytics review template  
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Continue Your Learning Journey  

Building strong training evaluation capability is a continuous journey. Start with a few 

priority programs, use simple templates consistently, involve managers early, and 

improve your analytics maturity over time. As your organization gains confidence, 

expand evaluation from individual training programs to role-based learning pathways, 

capability academies, leadership pipelines, and strategic workforce initiatives.  

Final reflection: The value of training is not proven by the number of sessions delivered. 

It is proven by what learners can do differently, how managers reinforce those behaviors, 

and how those changes support business performance. Use this toolkit as a living system: 

apply it, learn from the data, refine your programs, and keep strengthening the 

connection between learning and impact.  
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