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Learning leaders are well-aware that organiza-
tional factors outside their training depart-
ments can help or hinder their work. A recent 

study with sales executives revealed four conditions 
that allow companies to eff ectively measure the im-
pact of initiatives, including training. Th ese four en-
ablers of good measurement are: 
� Leadership Commitment
� Focus on Analysis Before Action
� Adequate Measurement Resources
� A Robust Data Infrastructure

Interestingly, these same enablers also help train-
ing organizations create higher-impact training. So 
what are these enablers and how do they drive better 
training? 

Leadership Commitment
Study participants emphasized that company 

leaders champion a culture of accountability when 
they demand results, support the collection of met-
rics and take action on those metrics. In requiring 
departments to provide impact metrics, they are 
held accountable for not only reporting but getting 
results. Like other departments, training depart-
ments benefi t from this focus on results when they 
are given clear objectives and metrics to gauge an 
initiative’s success. 

How does this improve training? Training con-
tent that is sharply focused around meeting business 
objectives and metrics is more likely to be success-
ful in improving those metrics than training that is 
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created without a focus on these 
targets. Quite simply, if training 
departments have a clear target, 
they are more likely to hit it. 

Focus on Analysis 
Before Action

Interviewees also pointed out 
that in a culture that supports the 
analysis of problems and needs 
before improvement eff orts get 
started, the initiatives themselves 
benefi t. First, analytical processes 
like due diligence, needs analysis 
and diagnostics can uncover the 
biggest drags on performance. 
Without such analysis, initiatives 
that are built around perceived 
problems may miss the mark. For 
example, if there is a perception 
that sales reps cannot negotiate 
well but the real issue is their in-
ability to convey the value propo-
sition, then even well-designed 
and delivered negotiation training 
should not make much of a diff er-
ence.

Secondly, the process of collect-
ing data on causes of poor perfor-
mance engages stakeholders such 
as managers and allows them to 
buy in to the need for training. 
Such buy-in is particularly use-
ful when the same managers are 
asked to reinforce the learning of 
their employees through coaching 
or other types of support and thus 
heighten the use and impact of the 
training. 

Adequate Measurement 
Resources 

To measure impact, interviewed 
participants recognize that they 

need enough operations or sup-
port staff  who know how to col-
lect, measure, analyze and report 
on impact. To measure impact 
well, it is especially useful to know 
how to use available data eff ec-
tively and even control for other 
factors that aff ect the outcome 
metrics. For example, a sales rep’s 
experience level will probably have 
a strong result on his or her sales 
outcomes, independent of any 
training received. 

In addition to using impact data 
to identify future changes for spe-
cifi c courses, training measure-
ment staff  can also identify best 
practices on what works well over 
time and across training programs. 
Th is may include which types of 
training work best with what types 
of employees and which instruc-
tors get better results than others 
on the same courses. Applying this 
knowledge to improving training 
allows training organizations to 
get the maximum impact for their 
investments. 

A Robust Data 
Infrastructure

To have a robust data infrastruc-
ture that produces high-quality 
impact data, study participants 
underscored the need for their 
companies to have adequate sys-
tems and tools, consistent data 
entry and data sharing across dif-
ferent groups (e.g., HR, perfor-
mance and learning management 
system data). Th is infrastructure 
is critical to make any meaningful 
observations about the eff ects of 
training so that improvements can 

be made to any subsequent train-
ing. At a minimum, one needs to 
know what training was received 
and how they performed before 
and aft er the training. 

Take new sales rep on-boarding 
as an example. Access to an infra-
structure of high-quality data al-
lows sales training organizations 
to see if they are having the de-
sired impact on metrics like pipe-
line statistics and performance to 
goals, as well as how reps felt about 
the training, their test results and 
the manager’s observations of reps 
on the job. Savvy training organi-
zation staff  can then use all of this 
data to make any changes in the 
content or delivery for the next 
group of new hires. 

In Summary
Together, the four enablers of 

good measurement provide the 
will, focus, people and data that 
allow training departments to cre-
ate better-aligned training, focus 
content on the right objectives, 
identify best practices and access 
the necessary data. Th ese abilities 
allow training leaders to improve 
the impact by both designing bet-
ter initial content and making 
better decisions on what should 
be cut, continued or changed to 
improve future training. 
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