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Introduction: Why
ROI Matters for
Training

Many organizations invest heavily in employee
training, yet a surprising number fail to measure the
Return on Investment (ROI). A staggering 61% of
training professionals admit they do not measure
training ROI.

It's understandable, evaluating training ROI has a
reputation for being complex and intimidating.
However, in today’s climate of tight budgets and
accountability, knowing your training ROI is no longer
optional; it's a necessity. Executives and the C-suite
demand tangible results for every investment.

By mastering the ability to measure and demonstrate
training ROI, you gain a secret weapon to prove the
strategic value of L&D initiatives and secure crucial
budget support for learning programs.

This handbook will demystify training ROI
measurement and provide you with practical
frameworks and tools to maximize the impact of your
learning investments. We’ll explore proven models,
like Kirkpatrick’s and Phillips’ ROI methodologies, and
walk through metrics, formulas, and examples. Turn
training from a perceived cost center into a strategic,
results-driven investment.
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Disclaimer:
The information provided in this eBook is intended for
educational purposes and general guidance only.



The Basics of
Training ROI
What is Training ROI?
Return on Investment (ROI) is a performance measure
used to evaluate the efficiency of an investment. In the
context of training, it compares the financial benefit or
gain derived from a program to its total cost.

0404

Training ROI helps answer the fundamental question: Is
the improvement in employee performance and
business outcomes worth the amount spent on the
training?
We look at how training translates into real-world results
(e.g., higher sales, improved productivity, lower error
rates) relative to the total investment (direct costs like
materials, platforms, instructor time, plus indirect costs
like employees’ time).

Positive ROI: The training’s benefits significantly
exceed its cost.
Negative ROI: The training is costing more than the
value it’s bringing in.

ROI provides a common language with the business: it
converts training outcomes into financial terms that
stakeholders can easily understand and value.

“ROI measures the amount of
return relative to an
investment. It indicates if an
organization is using its
resources efficiently.” – Dr.
Jack J. Phillips
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Measuring ROI forces a tight
link between what is taught
and what the business needs.
You ensure training goals
directly support financial and
strategic company objectives.

Insights reveal which programs
or methods deliver high impact.
Stop or redesign costly, low-
impact training and double
down on methods that show a
higher return.

Optimize Budget
Allocation

Align Training with
Business Goals

Why Measure
Training ROI:
Key Benefits

ROI data converts training into
a numbers-driven
conversation. Hard figures
(cost savings, revenue gains)
justify budget requests and
secure support for new L&D
initiatives.
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Secure Executive Buy-In

ROI assessment creates a data-
driven feedback loop. Identify
gaps, refine content, and
optimize delivery, ensuring
every program moves the
needle.

Drive Continuous
Improvement

Measuring the ROI of training isn’t just academic, it
delivers concrete benefits for the L&D function and the
broader business.

Proving training is a worthy
investment builds confidence
and turns organizational leaders
into vocal advocates. Everyone
sees training as a strategy for
success.

Gain Leadership &
Employee Support
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Common Challenges
in Measuring Training
ROI
If measuring ROI is so beneficial, why do
so few organizations do it? L&D teams
often face similar obstacles:
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Challenge

Difficulty
Isolating Impact

Lack of Clear
Business Goals

Uncertainty
About What to

Measure

Lack of Data or
Access

No Established
Methodology

Description & Statistics

Business results are influenced by many factors. Pinpointing
what portion of an improvement is exclusively due to training

requires careful, specific methodology.

54% of organizations have no clear business goals set for
training. Without a specific result to aim for (e.g., reduce
errors by 10%), measuring ROI is impossible.

41% of professionals are unsure which metrics indicate
success. Picking the wrong metrics (or too many) can
complicate the ROI calculation.

44% of teams cite a lack of meaningful data as a major
roadblock. Needed performance or financial data may be
siloed, poor quality, or not tracked over time.

Nearly 50% of professionals struggle with how to measure
training ROI in practice. The "know-how gap" stops teams
from proving the link between training and results.

These challenges are real, but they are surmountable. 
The next sections provide the frameworks to overcome
the "what to measure" and the "how to measure it."



Kirkpatrick’s Four
Levels of Training
Evaluation

To structure your measurement approach, adopt a proven
framework. Kirkpatrick’s Model breaks down training
effectiveness into four progressively advanced levels:
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Reaction

Learning

Behavior

Results

Learner Satisfaction: Did participants
like the training? Was it engaging and

relevant?

Immediate Feedback: Surveys, "smile
sheets," or feedback forms collected

right after training.

Knowledge/Skill Acquisition: To what
extent did participants actually learn
the material?

Assessments: Quizzes, exams,
pre/post-tests, certification scores, or

skill demonstration checks.

Application on the Job: Are
participants applying what they learned

back at work?

Observation & Feedback:
Performance evaluations, 360-

feedback, behavioral observations, or
project outcomes collected after a

time interval.

Business Outcomes: What effect did
the training have on broader KPIs

Business Metrics: Track organizational
KPIs that the training was 
designed to impact. 0707



Phillips’ ROI
Methodology: Adding
the Fifth Level

Isolating the Training’s Impact: Determining what portion of the
Level 4 business result was due to the training (using control
groups, trend analysis, or expert estimation).

Converting to Monetary Value: Assigning dollar figures to the
observed improvements (e.g., an error reduction saved $X in
waste; increased customer retention is worth $Y in revenue).

Dr. Jack J. Phillips extended the model to
capture the ultimate financial question: 
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What is the Return on Investment of the training?

The Phillips ROI Methodology includes Kirkpatrick’s four levels
and adds a crucial fifth level: ROI. This fifth level involves:

The ROI Formula

Where Net Program Benefits = Total Monetary Benefits (from Level 4 results) -
Program Costs.

Example: If training cost $100,000 and led to a net attributed
benefit of $300,000, the ROI is:

The Phillips model emphasizes credibility and rigor, allowing
L&D teams to translate outcomes into the language of
executives ("dollars and cents") and answer: “For every dollar
we spent, how many dollars did the company get back?”



Identifying the
Right Metrics and
Collecting Data

The metrics you choose must directly reflect the
business outcomes you are trying to achieve (in
collaboration with leadership).
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01. 02.
Financial or strategic
bottom-line outcomes that
tie directly to financial
performance (e.g.,
increased revenue,
reduced operational costs,
higher profit margins,
improved employee
retention). These are the
focus for ROI calculation.

 Supporting indicators that
signal progress but don't
directly show up on the
balance sheet (e.g.,
customer satisfaction
ratings, training
completion rates,
assessment scores). These
help interpret why the
primary metrics moved.

Primary Metrics Secondary Metrics



Sales revenue increase, defect
reduction, customer satisfaction,

reduction in customer complaints.

Sample Metrics by
Evaluation Level
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Level 1 (Reaction)

Level 2 (Learning)

Level 3 (Behavior)

Level 4 (Results)

Level 5 (ROI)

Satisfaction ratings, course
evaluation scores,

"recommend" percentage.

Quiz/exam scores,
certification pass rates, pre-
vs. post-test improvement.

Error rates, productivity stats, sales
call quality scores, feedback after

training.

Monetary value of results,
total program costs, Net
Benefit, ROI percentage.



Data Collection
Strategies

As Dr. Jack Phillips notes, 

"If it’s a measure that matters to the organization, then it’s
there already."
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Leverage Existing Systems: Partner with owners of HRIS,
CRM, and sales systems to access performance,
retention, and financial data.

Use Your LMS: Extract Level 1 and 2 data (completion
rates, assessment scores) and user engagement
analytics from your Learning Management System.

Establish Baselines: Collect data before the training
rollout (historical data, pre-tests) to measure change
against a starting point.

Post-Training Measurement: Capture the same metrics
at defined intervals (3, 6, 12 months) after training.

Isolate the Training Effect: Use control groups (if
possible) or expert estimation to determine what
percentage of the improvement is attributable to the
training.



Component Value Notes

Program Costs $50,000
Includes all costs (development, trainer,

employee time, etc.)

Total Sales Gain $125,000 Total increase after training.

Attribution Factor 80%
Agreement with stakeholders on training's

contribution.

Attributed Benefit (A) $100,000 ($125,000 x 80%)

Cost Savings (B) $20,000 Estimated savings from reduced turnover.

Total Benefits (A+B) $120,000 Sum of all monetized results.

Net Benefits $70,000 ($120,000 Total Benefits - $50,000 Cost)

ROI (%) 140% ($70,000 / $50,000) x 100

Calculating ROI:
Formulas and Examples
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1. Calculate Program Costs
Include all expenses that would
not have been incurred without
the training:

Content development and
design
Trainer fees, materials, and
platform licensing
Employee time spent in
training (a significant "hidden"
opportunity cost)
Travel, facilities, and
equipment

2. Calculate Net Program Benefits
Convert the Level 4 results into a
total dollar value.

The calculation relies on two core figures: Program Costs and Net Program
Benefits.

3. Apply the ROI Formula

Example Calculation (Sales Training)
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Maximizing
Training ROI with
Digital Learning
Tools

A 140% ROI means the training generated 1.4 times the
cost in net benefits; for every $1.00 spent, the
company got $2.40 back ($1.00 + $1.40 profit).
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Maximizing ROI means designing training to yield the
highest possible return. Digital learning tools are the
key to achieving better results at lower costs compared
to traditional methods.
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Digital Strategy

Reduce
Opportunity

Cost

Leverage
eLearning &

Virtual Training

Adopt Blended
Learning

Use Data and
Personalization

Embrace
Microlearning &

Just-In-Time
Support

ROI Impact

Flexible, on-demand learning mitigates the cost of lost work
time by allowing employees to train during downtime or
 in short, non-disruptive bursts.

Cut direct costs (travel, venues) and achieve high scalability. A
lower cost per participant drastically improves the ROI
equation.

Offload knowledge transfer to cheaper asynchronous
eLearning. Use live sessions only for high-value
practice/coaching. This efficiency reduces seat time and total
cost.

Digital platforms allow you to analyze data and personalize
learning pathways. Focusing time on mastery boosts the
impact (benefit) without increasing cost.

Increase retention and reduce time away from the job. Short,
reusable content minimizes development cost while yielding
benefits over a longer period.



Action Plan: 5 Steps to
Measure and Improve
Training ROI
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Action: Agree on a small set of financial
(primary) and progress (secondary)

metrics that will indicate success for
that specific program.

Define Key Metrics
(KPIs)

Action: Tally all program costs. Quantify
benefits in monetary terms (using agreed

attribution factors). Apply the ROI
formula

Calculate ROI

Action: Record baseline performance
data before training. Gather Level 1/2
data during/immediately after, and then
Level 3/4 business KPIs at 3, 6, and 12-
month intervals post-training.

Collect Data – Before,
During, and After Training

Action: Report the ROI clearly to
stakeholders. Translate the percentage
into financial implications (e.g., "This
program added $X in value"). Use the
findings to refine and improve future
training designs.

Report, Communicate,
and Iterate

Action: Engage senior leaders to define
what success looks like in strategic,
business terms (e.g., reduce customer
service tickets by 15%).

Align Training Initiatives
with Business Goals
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It’s no longer enough to deliver training for training’s sake.
By focusing on Training ROI, you ensure every program is
tied to tangible outcomes and can demonstrate its worth in
clear, financial terms.

The frameworks and techniques in this handbook provide
the roadmap: set clear goals, gather the right data, apply
proven formulas, and use the insights to guide decisions.

The payoff is enormous. You’ll transform training from a
cost center into a strategic investment with calculable
returns—a key driver of performance and competitive
advantage.

Remember, developing an ROI mindset is a journey.
Leverage digital tools to make data collection and
reporting easier. The goal is to create a virtuous cycle:

Conclusion

Measure

Demonstrate

Improve

Earn Support

Invest More

Your commitment to ROI will help cement a culture that values
learning as a critical business strategy.
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