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The days when the person with 
the most experience in the 
room made the big decisions 
are gone. Today it’s data, and 
not instinct, that drives most 
business decisions. In modern 
organizations, key functions 
like Operations, Marketing and 
Customer Success have integrated 
data into the fabric of their work to 
both measure success and inform 
continuous improvement. 

Data, Data, Everywhere
Unfortunately, learning teams in many 
organisations continue to struggle to launch 
and sustain data analytics programmes due 
to constraints like not having enough time or 
budgets available on projects, gaps in technology 
and process and skills gaps around analytics and 
the presentation of data. 

Moreover, we consistently hear from Learning 
and Development (L&D) teams that even the 
simplest first steps towards making smart use of 
data within their learning organisation seems out 
of reach. Brandon Hall Group’s 2020 Learning 
Measurement Study found that fewer than 16% 
of organisations are very effectively able to 
identify and track a series of metrics, including 
participation, satisfaction, knowledge transfer, 
behaviour change and business impact for any of 
their learning.

Learning data and 
analytics can be an 
enabler of trust, 
increased budgets, and 
greater impact on the 
organisation.

• What are the most important metrics to track?

• How can we collect data without it feeling like 
its own project every time?

• What processes will we need to change to 
support a data analytics strategy?

• How can I communicate results to the rest of 
the business? 

• How do I build trust and improve engagement?

This guide will help you set 
the foundation for a learning 
analytics programme in your 
organisation and answer key 
questions like:
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1 Business Results The C-Suite Wants From L&D Teams, Kristen Aldieri, August 29, 2019, 
https://elearningindustry.com/business-results-c-suite-wants-learning-and-development-teams

Create a Data Framework

Collecting data on a one-off, ad hoc basis 
isn’t likely to capture the attention of your 
stakeholders. By implementing a data framework 
that defines data points across performance, user 
experience (UX) and customer experience (CX), 
you can create a foundation for mining insight and 
developing action plans.

Track Performance in the 
Context of Business Results  
Over Time

Data on a single course or programme can often 
be misleading or at a minimum be written off to 
other factors affecting the audience. In contrast, 
tracking performance in learning over time against 
key business metrics can spotlight some potential 
issues. A correlation isn’t necessarily going to 
produce a “smoking gun”, but it does provide 
a strong basis for asking tough questions and 
building a strong working relationship with  
the business. 

Use Data to Build Stronger 
Working Relationships

Forming strong relationships with internal teams 
and converting them into great partners isn’t easy. 
Collecting, analysing, and presenting data gives 
you an opportunity to own the success or failure 
of learning outcomes, confidently speak to user 
experience and identify what your stakeholders 
want, like, and respond well to in the design and 
development process. As a result, you will be able 
to forge trusting relationships and fight for more 
effective solutions far more easily.

The Credibility Gap Bridging the gap

L&D suffers from a crisis of credibility. Often, function heads and company 
executives perceive formal learning in the organisation as either a necessary evil 
or a distraction from work.  The “real” training is done on-the-job.

Metrics like completion rates, learner satisfaction 
and quiz scores are important, but they don’t go far 
enough. Key stakeholders like function heads and 
C-Suite executives care about developing talent, 
upskilling teams and improving performance. A 
new, more robust approach is required.

“Only 12% of C-level executives 
are confident that spending 
in L&D is effective; less than 
one-third believe that L&D is 
relevant, and 34% of business 
leaders believe that training 
impacts business outcomes.”1

Kristen Aldieri

Business Functions

Primarily focused on performance 
and what teams are doing

L&D Function

Developing the knowledge and skills 
to support how teams perform
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The Building Blocks for a Data-
Driven Learning Organisation 

2. How will you capture and 
analyse data?

Historically, learning data that can be captured, 
stored, and used is extremely limited. SCORM, 
which has been the industry standard for passing 
data to an LMS, makes the task of creating content 
that is compatible with all LMS’s straightforward, 
but the trade-off is a heavily restricted data set 
that can be sent and retrieved. 

Fortunately, a new wave of technologies is now 
available to make the capture of data more 
robust, flexible, and easy to achieve.  Some of 
these capabilities are embedded in learning 
content authoring frameworks, tools, and 
platforms, while others leverage the standards 
and protocols set by the xAPI specification. In 
addition to capturing the data, your organisation 
will need tools to retrieve, analyse, transform, and 
report on data for business intelligence. The best 
companies recognise that reporting for reporting’s 
sake is less important than the decisions those 
reports enable. It makes the difference between 
backward-looking measurement and decision-
focused management.

1. What will you measure?

The idea of measurement is far from a new 
conversation in the L&D community. To date, this 
conversation has tended to focus on trying to 
prove the return on investment (ROI) of specific 
learning initiatives. Measuring ROI is an admirable 
goal and definitely has a place, but there are 
typically a lot of barriers to actually achieving it. 
From requiring significant and early-in-the-process 
planning, unflinching senior stakeholder support 
and extra time and money, these requirements 
mean ROI measurement almost never gets done.

In contrast, the dialogue hasn’t been strong 
enough on data points that can be readily 
captured project after project. Brandon Hall 
Group’s 2020 Learning Measurement Study 
found that 42% of organisations don’t have the 
proper metrics, the time or the staff to measure 
learning impact. To be successful, you need to 
create a focused data set that can be consistently 
collected and will provide insight into the 
effectiveness of your solutions, how engaged your 
learners are and the experience of your  
internal customers.

Reporting for 
reporting’s sake is 
less important than 
the decisions those 
reports enable

3. How will you engage the 
business with data?

Data alone only has limited value. The true value 
of data is how it’s interpreted and used to inform 
action. Each measurement should be looked at in 
the context of two things:

• how to it can help you understand how to make 
specific learning programmes better 

• the overall governance, process and standards 
used to develop and deploy learning in the 
organisation as a whole

When it comes to governance and processes, 
you need to ensure tight alignment with your 
internal customers and use data to inform these 
conversations. Putting in place a formal structure 
to share data and formulate and implement action 
plans is critical to a successful learning  
analytics programme.

The best learning 
analytics programmes 
have intentional 
measurement strategies. 
So as part of planning 
any programmes, you 
need to answer these 
three questions:
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While it’s now possible to collect data on just about anything in learning, it’s far from best practice to collect 
data on everything. All you wind up with is gigabytes of data that nobody ever uses. An integral part of your 
planning process is to articulate what decisions you plan to make through the lens of learning analytics and 
to capture data that facilitates these decisions.

Focus on Data that Improves Outcomes

1Hubspot, 2022 https://blog.hubspot.com/marketing/web-design-stats-for-2020
2 Hubspot, 2020 https://blog.hubspot.com/marketing/compelling-stats-website-design-optimization-list 

Customer Experience

This is data about how the L&D team (and 
potentially a vendor) meets the needs of 
internal stakeholders. While customer service 
questions about responsiveness, organisation 
and communication are important, it’s equally 
important to get feedback on key deliverables 
and the confidence level stakeholders have that 
the deliverables are on track to deliver a solution 
that will address their business problem. 

This data should be collected in-process as the 
work is being done to surface any concerns early 
enough to address them. Waiting until the project 
is over, as many organisations do, severely limits 
the impact of this data. 

User Experience 

These are data points about how the solution 
meets the needs of end users in terms of usability, 
relevance and efficiency. Consumer marketers 
are acutely aware of the impact of UX on buyer 
behaviour and loyalty, with statistics like:

• 42% of people will leave a website because of 
poor functionality1

• 39% of people will leave a website if images 
won’t load or take too long to load2

• 38% of people will leave a website if the 
content/layout is unattractive2

Performance 

This is why we’re all here – learning needs to 
result in a change in performance. Performance 
data provides insight into the effectiveness of the 
learning solution, through tracking learner ability 
to recall and apply knowledge and assessing 
confidence to tackle outcomes through the 
progression of the learning experience.

Customer 
Experience

PerformanceUser 
Experience

Customer Experience User Experience Performance

How confident stakeholders are 
that the solution will meet their 
objectives

The length of time that the 
learner has the module open

How many attempts does it take 
to pass an assessment?

How well the project steps / 
process was communicated to 
stakeholders and subject matter 
experts

How many unique users started 
/ completed a course

How well can learners recall 
certain elements?

Willingness to undertake 
another project

How many users visited a course 
more than once?

Has learner confidence 
increased?

Do learners open the media files 
or skip them?

Did the learner consider the 
content relevant to their role?

Examples of the different data types:
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Looking for more inspiration? 

Download our Drowning in data guide 
Seven approaches to data to help you measure success

It’s no small task to launch a learning analytics 
programme. So before you get started remember:

You’re not alone

Don’t forget that less than a quarter of organisations are consistently tracking 
metrics. This means a lot of other organisations are on the same journey and 
getting even a proof of concept in place will put you ahead of the crowd.

Get stakeholders involved from the beginning

Your peers across the organisation are likely on their own data journey. Share 
your ideas and plans with your internal customers early and often and take 
them on the journey with you. 

Quality over quantity

You’ll make faster progress and have a bigger impact by focusing on a few 
key metrics and putting clear actions in place.  Start small, learn, and go  
from there.

By strategically investing your time and resources in developing a learning 
analytics strategy, you position your organisation for future success. With 
greater visibility into what’s truly working and what isn’t, you’ll be able 
to make smarter, data-driven decisions, such as optimising processes, 
introducing new governance and strategically investing in technology. 

Ready to Get Started

Contact us today to learn more or book your free Digital 
Learning Workshop now.

Kineo Analytics is an integrated part of Kineo’s service offering 
and included in every programme we design and develop. Our 
robust infrastructure is ready-to-go to collect, visualise and 
analyse data and it’s built to meet even the most strenuous 
data security standards like GDPR. Data can be analysed at 
the programme level and is aggregated across all of your 
organisation’s programmes so you get a clear picture of trends  

Are you ready to accelerate your  
data strategy?
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Discover how we're shaping the future of learning

Everything we do at Kineo stems from a simple idea – if we design a better learning 
experience, together we’ll get better results.

Kineo helps the world’s leading businesses improve performance through learning and 
technology. We’re proud of our reputation for being flexible and innovative, and of our 
award-winning work with clients across the world.

Whatever your business challenge, we will partner with you every step of the way to find 
the learning solution that fits best – and delivers results.

So, how can we help you?  
Get in touch about your digital learning challenges.

Kineo UK

info@kineo.com  
+44 (0)1 273 764 070

Kineo USA

usinfo@kineo.com 
+1-312-846-6656

Kineo APAC

hello@kineo.com.au 
+61 1300 303 318

www.kineo.com
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