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I’ve recently become VERY into 
Peloton, but it’s my first time ever riding 
a bike – of any kind.

I had some big questions going in …



How am I doing?

Is it working?

What should I do next?



Thankfully, Peloton provides a data 
and insight-rich experience …



The mobile app helps me dig into my 
results and track my progress.
Peloton also applies my data to 
personalize my experience.



Fitness and learning are very similar.
They are both iterative in nature.
They both require persistent effort.
They are both personal experiences.
They both benefit from guidance.



How am I doing?

Is it working?

What should I do next?

How can L&D improve our 
measurement practices so we 
can help the people we support 
answer the same questions?



More than two-thirds (69%) of companies say that the 
inability to measure learning’s impact represents a 
challenge to achieving critical learning outcomes.

Brandon Hall Group | 2019 Learning Strategy Survey



The measurement gap is 
symptomatic of a larger 
problem within traditional 
organizational learning strategy.



Programmatic Systematic



Shifting to a systematic approach will 
help L&D keep pace with change and 
provide a consistent learning experience.



Track learning engagement, 
activity, knowledge, behavior 
and results.

Spot performance trends and 
identify potential causes.

Use historical data to project
likely future outcomes.

Take proactive action to adjust 
support, close gaps and 
improve future outcomes.

A systematic approach is also critical 
to improving L&D’s data practices.



How to fix learning 
measurement in 
8 not-so-easy steps



Please step away from the 
familiar but ultimately ineffective 
measurement models.1
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We don't use Kirkpatrick at all

We don’t see a need

It is too difficult to assess

It is too difficult to link learning to outcomes

We don’t have the proper metrics

We don’t have the time/staff

We don't have the technology to support

Brandon Hall Group | 2019 Learning Strategy Survey

Traditional models fail because …



The Kirkpatrick Model

Traditional measurement models were 
design to support programmatic 
training, not continuous learning.



Steal the concept of continuous 
measurement from your friends in 
Marketing (they won’t mind).2



Marketers apply consistent 
channels and data practices to 
support a wide range of initiatives.



How are people engaging with 
learning opportunities?

Activity

How is people’s knowledge 
changing over time?

Learning

How is learning impacting 
business results and 
delivering ROI?

Outcomes

How are people’s behaviors 
changing on the job?

Behaviors

How are we projected to 
perform in the future with 
our key business goals?

Prediction

How can we continuously 
adapt our support tactics to 
ensure optimum results?

Adaptation
L&D must adopt a continuous 
measurement approach to better 
understand workplace needs.



Figure out what data you already 
have or can access with your 
existing tools?3



VELOCITY VERACITY VALUEVOLUMEVARIETY

Are we generating, 
analyzing and 
applying data 
fast enough?

Are we collecting 
enough types and 

forms of data?

Is the data we 
collect accurate and 

free from bias?

Does our data help 
us provide value to 
the organization?

Are we collecting the 
amount of data we 

need to make reliable 
observations?

Assess your existing data practices by applying the five Vs.



Who are they?
Demographic

What have they reviewed?
Consumption

What is happening around them?
Context

What do they say?
Sentiment

How do they engage?
Activity

Many L&D functions apply a limited 
variety and volume of data that 
requires considerable effort to 
collect and analyze, thereby 
limiting velocity and value.



Identify the data you’ll need to 
answer those 3 important questions 
I keep mentioning.4



How am I doing?

Is it working?

What should I do next?

Improved data practices will help you answer 
these questions by shifting focus from 
descriptive analytics to more predictive 
and prescriptive applications.



Track learning engagement, 
activity, knowledge, behavior 
and results.

Spot performance trends and 
identify potential causes.

Use historical data to project
likely future outcomes.

Take proactive action to adjust 
support, close gaps and 
improve future outcomes.

Descriptive Analytics Diagnostic Analytics Predictive Analytics Prescriptive Analytics



Who are they?
Demographic

What have they reviewed?
Consumption

What is happening around them?
Context

What do they say?
Sentiment

How do they engage?
Activity

What do they know?
Knowledge

What are they doing on the job?
Behavior

What outcomes are they seeing?
Results

How do they engage with others?
Connections

What is their proven capability?
Skill



Change the other parts of your 
learning strategy that are holding 
back your measurement efforts.5



Reinforcement Performance

Feedback

Shared 
Experience

On-Demand Resources

Events

Online 
Content

Experience

Messaging

Knowledge 
Growth

Business 
Results

Coaching

Access the learning experience to determine how tactics, such as reinforcement, coaching 
and performance observation, can improve your data capabilities.



Agree on a clear, 
measurable 

business result

Define the observable 
behavior required to 
achieve the result

Define the knowledge
required to execute 

the expected behavior

Determine the 
right-fit solution

Solution
Results

DoKnow

Design targeted solutions that are easier to measure 
due to the inclusion of essential data points. 



Buy lunch for your data people.
I’m totally serious.
Buy. Them. Food.6



Engage with data experts within other 
functions to determine how you may be able 
to leverage their tools and experience.



Put your data to work by adopting 
super-fancy new learning tactics.7



Machine Learning

Insights +
Recommendations

Multi-Dimensional
Data

• Demographics
• Consumption
• Activity
• Feedback
• Context
• Connections
• Knowledge
• Skill
• Behavior
• Results

• AI-Enabled Tech
• ML Models
• Predictive Analytics

• Personalization
• Adaptive Learning
• Nudges
• Coaching Prompts
• Impact Attribution
• Gap Analysis
• Skill Mapping

Improved data practices will enable L&D to 
apply more advanced, data-rich tactics.



Get good at using data to tell stories.8



532 people completed the course.
Everyone got 100% on the test (with unlimited attempts).

It got a 4.6.

Basic learning data does not help L&D tell a
story that justifies investment of time, money 
and resources in workplace learning.



Sales

CSAT

Safety

Retention

K
PI
S

Quarterly Projects / Attribution
% to Goal % Attribution

0% 20% 40% 60% 80% 100%

User Engagement

Participation

89%
Frequency

13.4

78%

22%

Knowledge

84%
Confidence

6.8

Content Freshness

79%
Expertise

19%

Skill Progression

Not 
Started Novice Intermediate Expert

Skill Gaps Behaviors Actions

36 19 12

Advanced data practices help you tell GREAT stories.



1 Let go of familiar models that don’t work.
2 Adopt a continuous approach to measurement.
3 Figure out what data you have.
4 Identify the data you’ll need.
5 Adopt data-rich learning tactics.
6 Build relationships with data SMEs.
7 Put your data to work.
8 Use data to tell better stories.



Why?
Justify your investments.
Keep pace with change.
Deliver proactive solutions.
Advance your practices.



How am I doing?

Is it working?

What should I do next?
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Be well.


