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What Are KPIs in Learning & Development? 
 

Key Performance Indicators (KPIs) in Learning & Development (L&D) are 

measurable metrics that help organizations track the effectiveness of 

training programs, employee engagement, and the return on investment 

(ROI) of learning initiatives.  

These KPIs provide data-driven insights that guide improvements in 

training methodologies, ensuring that learning initiatives align with 

business objectives and employee needs. 

 

1. Training Completion Rate 
 

Definition: The percentage of employees who successfully complete a 

training program. 

 

Why It Matters: A high training completion rate suggests strong employee 

engagement and effective training delivery. On the other hand, a low 

completion rate can indicate potential issues such as lack of relevance, time 

constraints, or poor training design. 

 

How to Measure: 

Track attendance and participation in instructor-led training sessions. 

Use Learning Management System (LMS) analytics to measure completion 

rates for e-learning courses. 

Identify drop-off points where employees disengage and adjust training 

strategies accordingly. 
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How to Improve: 

Provide incentives such as certificates, badges, or rewards for completing 

training. 

Ensure training aligns with employee career goals and organizational 

objectives. 

Make learning modules more interactive, engaging, and accessible through 

mobile-friendly options and self-paced formats. 

 

2. Knowledge Retention & Application 
 

Definition: The extent to which employees retain and effectively apply the 

knowledge gained from training in their roles. 

 

Why It Matters: Retention of knowledge is essential for ensuring that 

training delivers long-term value. However, the ability to apply what is 

learned is even more crucial, as this determines whether employees can use 

new skills in real-world scenarios to enhance job performance. 

 

How to Measure: 

Conduct pre-training and post-training assessments to gauge knowledge 

retention. 

Implement practical skill evaluations where employees demonstrate what 

they have learned. 
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Gather feedback from managers and peers to assess behavioral and 

performance changes over time. 

 

How to Improve: 

Reinforce learning with microlearning sessions and refresher courses. 

Encourage hands-on application through workshops, simulations, or role-

playing exercises. 

Establish mentorship programs where employees can receive guidance 

from experienced colleagues. 
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3. Employee Satisfaction & Engagement with Training 
 

Definition: Measures how satisfied employees are with the training 

experience and their level of engagement during learning activities. 

 

Why It Matters: Employees who are satisfied with training programs are 

more likely to stay engaged, apply their learnings, and participate in future 

development opportunities. Training that does not align with employee 

needs or interests may lead to disengagement and poor learning outcomes. 

 

How to Measure: 

Use post-training surveys and feedback forms to gauge employee 

satisfaction. 

Track voluntary participation rates in optional training and learning 

programs. 

Monitor participation in discussions, Q&A sessions, and interactive learning 

modules. 

 

How to Improve: 

Personalize learning paths to align with employees' career goals and job 

responsibilities. 

Integrate gamification elements such as quizzes, leaderboards, and 

interactive simulations. 

Allow employees to have autonomy in selecting training modules based on 

their interests and professional growth aspirations. 
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4. Impact on Job Performance 
 

Definition: Evaluates how training contributes to improvements in 

employee performance, productivity, and efficiency. 

 

Why It Matters: Training should lead to tangible improvements in job 

performance, helping employees work more efficiently, reduce errors, and 

enhance overall business outcomes. If training does not lead to 

performance improvements, it may indicate a misalignment between 

learning content and job requirements. 

 

How to Measure: 

Compare pre-training and post-training performance evaluations. 

Monitor productivity metrics, such as the number of completed tasks, error 

rates, and efficiency improvements. 

Analyze customer satisfaction scores or quality improvement indicators. 

 

How to Improve: 

Ensure training content is directly related to job functions and tasks. 

Provide post-training coaching and continuous learning support. 

Use real-world case studies and hands-on problem-solving exercises to 

reinforce training concepts. 
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5. Employee Progression & Career Growth 
 

Definition: Measures how training contributes to employee career 

development, including promotions, lateral movements, and skill 

enhancement. 

 

Why It Matters: Employees should see tangible career benefits from 

participating in training programs. Training that supports career growth 

leads to higher job satisfaction, retention, and a more skilled workforce. 

 

How to Measure: 

Track promotion rates among employees who have completed training 

programs. 

Monitor internal hiring and lateral movements for roles requiring specific 

training. 

Assess the number of employees successfully completing leadership or skill 

development programs. 

 

How to Improve: 

Align training initiatives with career progression pathways and succession 

planning. 

Offer industry-recognized certifications or credentials for training 

completion. 

Encourage employees to set and track personal development goals with 

managerial support. 

 

http://www.gsdcouncil.org/


 
 
 
 

www.gsdcouncil.org                                                     8 
 

6. Return on Investment (ROI) of Training 
 

Definition: Evaluates the financial return generated from training 

investments by assessing improvements in employee performance, 

retention, and business outcomes. 

 

Why It Matters: Training programs should deliver measurable business 

value. Organizations need to justify L&D expenses by demonstrating how 

training leads to business growth, cost savings, and improved productivity. 

 

How to Measure: 

Compare key business performance indicators (e.g., revenue growth, sales 

performance, operational efficiency) before and after training. 

Track cost savings from reduced turnover and lower recruitment expenses. 

Assess productivity gains, including faster task completion times and 

enhanced problem-solving capabilities. 

 

How to Improve: 

Align training with high-impact business goals and operational needs. 

Use data analytics to identify which training programs deliver the highest 

ROI. 

Continuously refine and optimize training programs based on performance 

data. 
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Final Thoughts 
 

By tracking and optimizing these six essential L&D KPIs, organizations can 

enhance training effectiveness, improve employee engagement, and drive 

business success.  

Using a data-driven approach to L&D ensures that learning initiatives are 

aligned with workforce needs and business goals, ultimately leading to a 

more skilled, motivated, and high-performing workforce. 
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