Did Training Work?

How Al Finally Answers
the ROl Question




Introduction




For decades, training effectiveness Today, that gap between learning activity and business impact is more visible than ever. Different versions exist, such as

has been measured by the easiest Organizations are under pressure to demonstrate ROI, while learners expect training that the LearnOps Maturity Model, the

numbers to capture: course completions, is relevant, adaptive, and embedded in their daily workflows. At the same time, technology Bersin Learning Organization Model,

attendance rates, and end-of-program is reshaping the way work itself is performed. Recent studies show that nearly 75% and others, but all point to the same

assessments and surveys. While these of knowledge workers are already using generative Al in their roles, and over 90% of reality: measuring training impact

indicators provide some surface-level companies report adopting Al in some form—yet only about 1% describe their use as is not a single leap, but a journey of

insights, they rarely answer the question “mature”. increasing sophistication.

business leaders care most about: Did

this training change behavior or improve This tension between increasing expectations and limited measurement tools has fueled And this is where Al enters the

performance? the rise of learning and development (L&D) maturity models. These models describe how picture. Unlike traditional tools, Al
learning functions evolve across four stages: can accelerate movement along

this maturity curve—helping

L&D leaders capture richer data,
personalize learning pathways, and
ultimately connect training more
directly to organizational outcomes.
In other words, Al doesn't just make
measurement faster; it makes it

Predicti- smarter, positioning learning as a true
driver of business performance.
Strateg- Using data to
forecast outcomes
Mana- Proactively dligning and demonstrate .
learning intiatives to measurable ROL. Recent studies show that
Reactl- Introducing business goals. nearly 7% of knowledge
processes and workers are already using
Responding to St%me a“g_ﬂ“gent | generative Al in their
with organizationa
requests, focused 5 roles, and over 90% of

on compliance and priorities.

completions.

companies report adopting
Al in some form—yet only
about 1% describe their
use as "“mature”.
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https://www.forbes.com/councils/forbesbusinesscouncil/2024/10/29/a-guide-to-the-learnops-maturity-model/
https://www.mckinsey.com/capabilities/mckinsey-digital/our-insights/superagency-in-the-workplace-empowering-people-to-unlock-ais-full-potential-at-work
https://www.mckinsey.com/capabilities/mckinsey-digital/our-insights/superagency-in-the-workplace-empowering-people-to-unlock-ais-full-potential-at-work

How Al is Transforming
Training Measurement




Traditional learning metrics have always been lagging indicators. Completion

rates tell us whether someone finished a course, not whether they applied the
knowledge. Surveys capture perceptions, but not performance. Even post-training
assessments often measure short-term recall rather than long-term impact. For
L&D leaders striving to demonstrate value, this leaves a frustrating gap: training
activities can be tracked, but training effectiveness remains elusive.

Al changes that equation by introducing a new layer of insight. At its core, Alis a
prediction engine. It analyzes patterns, identifies correlations, and surfaces insights
that human evaluators might miss. In L&D, this translates to the ability to go beyond
counting participants and instead measure how learners engage, retain, and apply
knowledge in real time.
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From Data Collection to Data Understanding

Modern learning systems generate massive volumes of data: click paths,
assessment scores, time on task, and collaboration patterns. But without
analysis, these data points remain noise. Al can process this complexity at scale,
revealing patterns of engagement and identifying where learners struggle or
disengage. This means that effectiveness is no longer a black box. Learning
leaders can pinpoint which elements of a program are driving outcomes and
which are falling short.
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@ Personalization at Scale

One of the most significant advantages of Al is its ability to adapt learning to the 3
individual. Adaptive tutors, intelligent recommendations, and dynamic feedback s

loops enable each learner to progress at their own pace while still achieving
measurable outcomes. These interactions produce richer, more authentic
data on learner behaviors. These insights are far more indicative of long-term
retention and application than a generic end-of-course quiz. -
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@ Linking Learning to Business Metrics

Perhaps the most critical shift Al enables is connecting training to organizational
performance. By correlating learning data with operational or HR metrics such
as sales performance, safety incidents, or employee retention, Al helps L&D "‘H-.h
professionals draw a direct line between training and business results. Instead of
reporting on activity, leaders can report on impact.
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In short, Al elevates measurement from tracking outputs to demonstrating outcomes. It 3
allows L&D to move beyond proving that training happened, and instead prove that training
was effective. ®
® 0

© ELB Learning. All rights reserved.




Practical Al Applications
in L&D Measurement




Seeing Training Through Le

Content Reviewe

Challenge

Traditional content review often relies on a
small number of subject matter experts or
pilot learners, which limits the diversity of
feedback.

Al Solution

Al can simulate a variety of learner personas,
such as different roles, levels of expertise,
and perspectives, and then run content
through each lens. Thus, it creates a richer,
more inclusive picture of how content may
land with diverse audiences.

Business Value

Training relevance and effectiveness
increase before launch, which reduces
costly rework and improves learner adoption.
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Adaptive Tuto
Personalization in Rea

Challenge

Standardized courses struggle to meet the
needs of learners with varying backgrounds
and skKill levels.

Al Solution

Adaptive tutoring models adjust training
pathways on the fly. They question learners,
provide tailored explanations, and reinforce
concepts dynamically. These interactions
also generate valuable data on learner
struggles and progress.

Business Value

Personalized pathways improve engagement
and retention, while the captured dialogue
offers real-time measurement of knowledge
application.

Understanding the potential of Al is one thing; seeing how it reshapes daily L&D practice is another. Below are practical
applications of Al that illustrate how training measurement can move beyond activity metrics to demonstrate impact.

Stakeholder Collab
& Training Tria

Challenge

Stakeholders often submit vague or overly
broad training requests, making it difficult to
define measurable objectives.

Al Solution

Al can act as a collaborator, probing with
clarifying questions, identifying underlying
needs, and analyzing the language of
requests to assess readiness and priority.

Business Value

Training initiatives can be grounded in clear,
measurable goals and aligned to business
outcomes, reducing wasted effort.



Challenge

L&D teams struggle to connect training
metrics to financial or operational impactin a
way that resonates with executives.

Al Solution

Al tools can transform data sources

(like survey results or LMS exports) into
interactive dashboards or calculators. These
enable side-by-side scenario comparisons,
such as the cost-benefit of VR training
versus on-the-job instruction.

Business Value

Through transparent ROl discussions with
business leaders, we position learning as an
investment, not a cost.

Together, these applications show that Al isn't only about efficiency, but
enables L&D to design smarter, measure better, and prove value more directly.
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Challenge

Developing new learning experiences
or measurement tools often requires
specialized technical expertise.

Al Solution

With Al-assisted coding platforms, even
non-programmers can quickly prototype
interactive simulations, learning games, or
data trackers.

Business Value

Innovation cycles are accelerated, allowing
L&D teams to experiment with new formats,
capturing performance data without long
development delays.




Challenges and
Considerations




While Al offers powerful opportunities for transforming training measurement, it also raises important considerations
that L&D leaders shouldn't ignore. Responsible adoption requires a balanced view of both the possibilities and the risks.

Accuracy and Relia

Bias and Inclusi

Job Displacement C

Data Security and
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Al models can be “confidently wrong.” They generate outputs based on prediction, not absolute
truth, which means errors are inevitable. In a learning context, this creates a risk of misinformation if
unchecked. The safeguard lies in strong frameworks and human oversight. Al is best viewed as an
accelerator for insight generation, not a replacement for expert validation.

Language models are trained on vast datasets that may include cultural or linguistic biases. Those
datasets can influence how feedback is generated or how learner interactions are interpreted. L&D
teams must test Al tools with diverse learner groups and consider localization to ensure fair and
inclusive outcomes. Research has already demonstrated that bias in Al systems can perpetuate
inequalities unless actively addressed and mitigated.

One of the most common fears surrounding Al is that it will replace human roles. In L&D, the reality is more
nuanced. Studies suggest that while less than 5% of jobs are fully automatable, about 60% have at least
30% of activities that could be automated. For learning professionals, this means that routine tasks may
shift, but the strategic and creative elements of the role, such as designing meaningful experiences and
aligning them with business goals, remain firmly human responsibilities. Al becomes a partner, not a
replacement.

Training often involves sensitive performance data. Feeding this information into public Al tools raises valid
concerns about confidentiality and data privacy. The solution is to evaluate vendor practices carefully,
consider private or local Al models where appropriate, and establish clear governance around what data
can and cannot be used. Many organizations are already experimenting with secure, enterprise-grade Al
deployments that balance innovation with compliance.
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The Future of Training
Measurement




The future of L&D measurement
will not be defined by static reports
or one-time surveys. Instead, it will
be built on continuous, real-time
insights and predictive analytics
that allow organizations to not only
track what has happened but also
forecast what is likely to occur.

Al naturally aligns with this future.
As a prediction engine, its strength
lies in recognizing patterns and
projecting outcomes. Within

the L&D maturity journey, this
capability matches the highest
level: predictive measurement. Here,
learning functions no longer simply
respond to requests or measure
completions; they anticipate
needs, design interventions with
measurable outcomes in mind, and
provide foresight into workforce
performance.

13

© ELB Learning. All rights reserved.



© ELB Learning. All rights reserved.

From Snapshots to Continuous Insight

Traditional training metrics capture single moments—
attendance at a workshop, scores on an end-of-
course quiz. Tomorrow's measurement will be ongoing
and dynamic. Al-powered platforms can track how
learners engage, adapt, and apply knowledge over
time, generating a steady flow of actionable data. This
enables organizations to adjust their training strategies
in real-time, ensuring relevance and effectiveness.

The Evolving Role of L&D

As measurement becomes more sophisticated, the role
of learning professionals will evolve. Rather than focusing
primarily on content creation, L&D will increasingly act

as strategists and curators of learning ecosystems.

Their responsibility will be to design frameworks, ensure
accuracy, and connect training outcomes directly to
business performance. The real value will lie in storytelling
and translating complex data into clear narratives of RO
and behavior change.

Personal Learning Agents

Looking ahead, each learner may be supported

by their own Al-powered agent. These intelligent
companions could guide employees through adaptive
pathways, answer questions on demand, and provide
personalized feedback. For L&D leaders, this not

only creates more engaging and relevant learning
experiences but also generates detailed evidence of
individual and collective growth.

Beyond Efficiency: Toward Impact

Ultimately, Al's promise in training measurement is not just
about saving time or reducing costs. Its deeper value lies
in enabling L&D to prove what has long been sought: that
learning drives measurable business results. By embracing
Al as a strategic partner, organizations can move from
asking, "Did training happen?” to confidently answering,
“Did training work?"

The future of training measurement, then, is not just more
data. It is smarter data, transformed into evidence of
impact.
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Next Steps:
Turning Insight into Action
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LEARNING

The path forward is clear: training measurement must evolve beyond surface-level metrics to prove
actual business impact. Al makes this possible, but technology alone is not enough. Success requires
the right strategy, frameworks, and expertise to guide adoption.

That's where ELB Learning® can help.

As a global leader in workforce transformation, change management, immersive technologies, and
Al-enabled solutions, we partner with organizations to design programs that don't just deliver learning
but measurable results as well. From building adaptive learning experiences to implementing advanced
analytics dashboards and aligning training outcomes with business performance, our team helps L&D
leaders confidently transition from activity tracking to demonstrating impact.

Whether you are just beginning your Al journey or seeking to scale predictive measurement across your
organization, ELB Learning® offers the tools and expertise to accelerate progress.

Explore how we can help you harness Al to elevate your training measurement and prove the ROl of
learning that works.

Al Services ‘ )
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