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Overview 

This document will share creative insights to assist learning professionals in 

communicating the impact and outcome of learning through articulate, concise, 

and action-oriented scorecards. 

What is a Scorecard? 

First, let’s define a scorecard. A scorecard is summary information about your 

learning operation and programs for the purpose of discussing performance 

with learning leaders and stakeholders. Scorecards should not be over-
engineered with unneeded complexity. In addition, the scorecard should not be 

overly detailed and tactical, as the scorecard audience is more senior and 

prefers consuming information in a summary format. Ideally, a scorecard is 
concise, articulate, and tells the story from operations to impact. 

What are Key Performance Indicators? 

Scorecards are comprised of key performance indicators (KPIs). A KPI is a 

measurable value to understand performance towards objectives. KPIs are 
typically measured against a goal or other point of reference. KPIs do not have 

to be ‘hard numbers’, they can be scored from surveys and other subjective 

assessments (ex. Customer Satisfaction Scores). 

KPIs should be thoughtfully designed so action can be taken from them. 

Organizations would be well served if they adapt to S.M.A.R.T. model of KPI 
design.  

• Specific – What exactly are you looking to measure? (ex. Time to 

respond to an inquiry, in hours) 

• Measurable – What is the quantified indicator or goal? (ex. 4 hours) 

• Attainable – Is the measure achievable? (ex. 4 hours is a reasonable 

goal) 

• Relevant – Is the measure worthwhile? (ex. Response time is a useful 

measure) 

• Timely – Is the measure time-bound? (ex. We can achieve this quarter-

over-quarter) 
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Further, balance KPIs so that you can have less of them, but more completeness. Examples of balance: 

• Program – Performance of the L&D itself. 

• People – Impact on subsets of learners. 

• Results – Impact on business outcomes. 

Use a combination of leading and lagging indicators. For example, asking about impact on an end of course 

evaluation is a leading indicator of actual impact measured 3 months later, looking at a change in business result. 

Quick ‘pulse’ indicators using NPS-style impact questions are great ways to gather meaningful insights on how a 

learning experience went, and how it might result in future impact.  

In terms of goals for your KPIs, they should be a quantification of the expected outcome. Goals should be 

challenging, yet attainable. Someone should be assigned to own the attainment of the goal, and create action plans 

when the actual performance is below the goal. Finally, goals should be based on credible foundations (ex. industry 

standards, best practices, historic trends). 

You will also want to be mindful of how you visualize your KPIs. Show the KPIs at a point in time expressed as:  

• Actual 

• Goal 

• Variance 

Next, show the KPI over time in a trend of actual data relative to goal to understand the direction of the metric. 

Learning Leader Scorecard 

A scorecard for a learning leader may have the following components: 

Budget 

• Budget to Actual Variance 

Activity 

• Utilization % 

• Completion % 

• Duration % 

Quality 

• Instructor Rating 

• Content Rating 

• Environment Rating 
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Knowledge 

• Knowledge Gain Rating 

Impact 

• Job Impact Rating 

• Business Alignment Rating 

• Manager Support Rating 

• NPS Rating 

For the above, the data would be captured monthly. The learning leader could view the actual results against goal, 

then trend the results to understand if performance is trending positively or negatively. 

Stakeholder Scorecard 

A scorecard for a learning stakeholder (ex. Sales Leader) may have the following components: 

Efficiency 

• Budget to Actual Cost Variance 

• Utilization Rate 

• Completion Rate 

Effectiveness 

• Knowledge Gain Rating 

• L&D Quality Rating 

Outcomes 

• Job Impact Rating 

• Business Alignment Rating 

• Business Result Trend (ex. Sales Growth, Customer Satisfaction, Compliance Rates, etc.) 

• Capability Rating Trend (ex. Decision-Making, Communication, Delegation, etc.) 

For the above, the data would be captured monthly or quarterly. The learning stakeholder could view the actual 

results against goal, then trend the results to understand if performance is trending positively or negatively. Further, 

for the Business Result Trend or Capability Rating Trend, the stakeholder is looking for a correlation between when 

the learning happened and the trend. For example, if sales growth is happening during and after a sales 

effectiveness program, there is a correlation between the learning and the business result improvement. This 

should be highlighted. 

 
 



 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Act on the Data 

The culmination of the scorecard exercise is to communicate in a collaborative way with your learning leaders and 

stakeholders. Avoid using too much detail or complexity and use terminology that makes sense to the specific 

audience. Doing this will create engagement between yourself and the audience. Once that engagement occurs, you 

can have a much better dialogue around what data is acted upon to change future performance.  

To best act on the data, be consultative, not confrontational. Avoid placing blame or taking credit. Look at where 

the metrics are and what you want to change. Most managers want to first change a negative performing metric, 

but don’t forget about speeding up the slope of change for a positive performing metric as well. For example, if 

compliance incidents should have gone down, but actually went up following a training, figure out the next steps to 

adjust and get back on track. Or, if sales growth is happening, but the sales team wants more growth, work 

collaboratively to adjust so that this is possible.  

Both require an action plan to visibly do this with accountability. Action plans are the partnership between people 

focused on improving the future performance of a KPI. By assigning people and setting a time expectation to do a 

task, the partnership becomes formalized and creates a prioritized sense of urgency to change and improve. The 

result of this focus is likely a better performing metric after vs. before the action plan. Ultimately, leaders who use 

scorecards want to drive future performance improvement from them, not merely look at them. Keep this in mind 

and be prepared to lead the actions from the scorecards, not just lead the compilation of the scorecards, as the 

former is more value-added than the latter. 
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About Performitiv 

Performitiv is analytics software that optimizes learning impact by demonstrating value and identifying improvement 

opportunities. This modern measurement system collects evidence of impact from methodology-sound surveys and 

automated, secure operational data uploads. We go beyond traditional measurement tools to paint a complete picture of 

impact by automating the aggregation, integration and analyses of critical predictive and prescriptive data. Performitiv has 
transformed the practice of impact optimization from a tactical, reactive exercise, to a credible, cost-effective, repeatable 

measurement process. 	

	


