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1. Introduction  

1.1 What Are Learning and Development Metrics?  

Learning and Development (L&D) metrics are quantifiable measures used to evaluate the 

effectiveness, efficiency, and impact of training programmes within an organisation. 

These metrics help organisations understand how well their learning initiatives 

contribute to employee growth and overall business objectives.  

 Completion rates: Percentage of employees finishing a course.  

 Assessment scores: Average marks in post-training evaluations.  

 Behaviour change: Observable shifts in employee skills or attitudes following 

training.  

1.2 Why Tracking Metrics Matters in 2026  

In 2026, the pace of change within organisations is faster than ever, making effective L&D 

essential. Tracking metrics ensures L&D programmes:  

 Support business agility by identifying skill gaps quickly.  

 Provide evidence of training value-helping justify investment.  

 Enable continuous improvement through data-driven decisions.  

For example, if a company notices declining performance in customer service, tracking 

L&D metrics can pinpoint which training modules need enhancement to boost outcomes.  

1.3 Quick Overview of Learning ROI Metrics  

Return on Investment (ROI) for learning measures the financial or strategic value gained 

from training compared to its cost. Key ROI metrics include:  
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 Cost per learner: Total training expenses divided by the number of participants.  

 Productivity improvement: Increase in output following training.  

 Performance uplift: Percentage improvement in key performance indicators 

(KPIs) after learning interventions.  

 Revenue impact: Additional sales or savings attributed to enhanced employee 

skills.  

Example: If a sales team receives negotiation training, ROI can be measured by tracking 

the rise in closed deals and comparing it to training costs.  
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2. Define Your L&D Goals  

2.1 Align Training with Business Outcomes  

To maximise the impact of L&D, start by aligning training initiatives with broader 

business goals. Consider:  

 Strategic priorities (e.g., digital transformation, customer satisfaction).  

 Company values and desired culture.  

 Key challenges and opportunities facing the business.  

Example: If the business aims to expand into new markets, L&D can focus on cross-

cultural communication skills.  

2.2 Identify Key Objectives  

Pinpoint the objectives that your training should support-these often relate to:  

 Productivity: Are employees completing tasks faster or with fewer errors?  

 Performance: Are staff meeting or exceeding KPIs after training?  

 Revenue: Is there a measurable increase in sales or cost savings?  

Example: After leadership training, a team manager improves project delivery times by 

20%.  

2.3 Set Measurable Success Criteria  

Establish clear, quantifiable benchmarks to define success. Use SMART (Specific, 

Measurable, Achievable, Relevant, Time-bound) criteria:  
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 Specific: “Increase customer satisfaction scores by 10% through communication 

training.”  

 Measurable: Track satisfaction scores before and after training.  

 Achievable: Ensure targets are realistic given available resources.  

 Relevant: Link metrics to business priorities.  

 Time-bound: “Achieve target within six months.”  

Example: If the objective is to reduce onboarding time, set a goal such as “Decrease new 

employee onboarding duration from four weeks to three weeks within the next quarter.”  
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3. Core Learning and Development KPIs 

Checklist  
 Completion rate: Monitor the percentage of employees who finish each course.  

 Skills gap measurement: Identify and quantify areas where employee skills need 

improvement.  

 L&D engagement metrics: Track participation levels, feedback scores, and 

overall learner engagement.  

 Performance improvement: Assess changes in productivity or achievement of 

KPIs following training.  

 Learning in the flow of work metrics: Measure how frequently training is 

accessed and applied during daily tasks.  

Use this checklist to ensure all critical KPIs are considered when evaluating your L&D 

programmes.  
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4. Learning Metrics and Analytics Tracking  

4.1 What Data to Track  

Collect quantitative and qualitative data such as course completion rates, assessment 

scores, feedback comments, time spent on learning activities, and post-training 

performance metrics. Tracking skills gaps and engagement levels is also essential for a 

comprehensive view.  

4.2 Tools and Platforms to Use  

Leverage learning management systems (LMS), analytics dashboards, and HR platforms 

to centralise and automate data collection. Tools like Microsoft Viva, Moodle, or 

Cornerstone can provide real-time insights and facilitate easy reporting.  

4.3 Frequency of Tracking  

Set a regular schedule for reviewing metrics, depending on the nature of the programme. 

Weekly tracking offers agility for high-turnover courses, while monthly reviews are ideal 

for longer-term initiatives. Adjust frequency as needed to respond to business priorities 

and performance trends.  
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5. ROI Measurement Framework  

5.1 What is ROI in Learning and Development?  

Return on Investment (ROI) in learning and development refers to the financial benefit 

gained from training initiatives compared to the costs incurred. It quantifies the value 

generated by L&D activities, helping organisations assess whether their training 

investments are delivering meaningful business outcomes.  

5.2 How to Measure ROI in Learning and Development (Step-

by-Step)  

1. Define Clear Objectives: Start by setting specific, measurable goals for your 

training programme, aligned with business needs.  

2. Measure Training Costs: Calculate all direct and indirect expenses, including 

training materials, platforms, instructor fees, and employee time.  

3. Assess Results: Collect data on performance improvements, productivity gains, 

or revenue impact resulting from the training.  

4. Isolate Training Effects: Use control groups or pre- and post-training 

comparisons to attribute improvements directly to the learning intervention.  

5. Calculate ROI: Apply the ROI formula to quantify the return generated by the 

training investment.  

5.3 ROI Formula with Example  

The standard ROI formula for L&D is:  

ROI (%) = [(Net Training Benefits – Training Costs) / Training Costs] x 100  
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Example: If a customer service training costs £5,000 and results in an annual cost saving 

of £8,000 due to reduced complaints, the net benefit is £3,000. The ROI would be [(£8,000 

– £5,000) / £5,000] x 100 = 60%.  
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6. Cost Tracking Checklist  
 Training Tools and Platforms: Include expenses for learning management 

systems, e-learning subscriptions, and software licences.  

 Employee Time Spent: Account for the hours staff spend attending training 

sessions, including any time away from regular duties.  

 Instructor or Content Costs: Track fees for external trainers, internal facilitators, 

or costs associated with developing and updating training materials.  

Use this checklist to ensure all relevant costs are captured when calculating the ROI of 

your L&D initiatives. Comprehensive tracking enables more accurate measurement and 

better-informed decision-making for future training investments.  
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7. Results Measurement Checklist  
 Performance improvement: Evaluate whether employees are applying new 

skills and knowledge to their roles, resulting in tangible enhancements to job 

performance.  

 Time saved: Measure reductions in time taken to complete tasks or processes as 

a result of training initiatives.  

 Error reduction: Track decreases in mistakes, compliance breaches, or rework 

following learning interventions.  

 Business impact indicators: Assess broader organisational benefits, such as 

increased revenue, customer satisfaction, retention rates, or market share 

improvements linked to L&D programmes.  

Use this checklist to systematically evaluate the effectiveness of your learning and 

development efforts, ensuring that improvements are not only observed but also 

quantified wherever possible.  
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8. Common Mistakes to Avoid  
 Tracking only completion rates: Relying solely on course completion data 

overlooks the real impact of learning. Ensure you assess knowledge retention, 

behavioural change, and business outcomes.  

 Ignoring learning and development ROI: Failing to measure the return on 

investment can result in missed opportunities to justify and optimise training 

spend. Always calculate and communicate the financial value of L&D initiatives.  

 Not linking learning to business outcomes: Training that is not aligned with 

organisational goals risks being irrelevant. Connect learning objectives directly to 

business priorities to maximise impact and ensure stakeholder buy-in.  

By being mindful of these common pitfalls, you can strengthen your L&D strategy and 

deliver measurable value to your organisation.  
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9. L&D Strategy Example (Quick Framework)  
This concise framework illustrates how to build a robust learning and development 

strategy that aligns with organisational priorities, ensures ongoing 

measurement, leverages analytics, and drives continuous optimisation.  

1. Align Goals: Begin by mapping L&D objectives directly to your business 

strategy. Identify critical skills gaps and set clear targets for capability 

development that support business growth and transformation.  

2. Measure Continuously: Establish mechanisms for regular tracking of 

engagement, completion rates, and post-training performance. Use feedback 

surveys and performance data to monitor progress and identify areas for 

improvement.  

3. Use Analytics: Deploy analytics platforms to gain real-time insights into learning 

effectiveness. Analyse trends in participation, knowledge retention, and business 

impact to inform decision-making and demonstrate value.  

4. Optimise Based on Insights: Adapt content, delivery methods, and programmes 

in response to data. Iterate your approach to maximise learner engagement and 

business outcomes, ensuring that L&D remains aligned with evolving 

organisational needs.  

By following this framework, you can create a dynamic L&D strategy that not only meets 

current requirements but also evolves to address future challenges and opportunities.  

  

http://www.gsdcouncil.org/


 
 

www.gsdcouncil.org                                                     14 
 

Conclusion 
Tracking the right learning and development metrics is essential for turning training 

into measurable business impact. 

By focusing on the right learning and development KPIs, using learning metrics and 

analytics, and applying learning ROI metrics, organizations can make smarter, data-

driven decisions. 

Use this checklist as a starting point to build a strong L&D metrics track and 

continuously improve how you measure learning success. 
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