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Gauging Return on Workplace Training and Habits — The need for an Al-Age Standard for
Measuring L&D Impact

Executive Summary

Artificial intelligence is rapidly transforming the way organisations create, deliver, and consume
learning. Yet despite the explosion of Al-generated content, a central problem remains
unsolved: how do we know if this learning actually works? Without consistent, high-quality
outcome data, Al risks becoming a generator of content that is fast, abundant, but ultimately
unproven.

The GROWTH Model™ addresses this challenge directly. By placing the employee at the centre
of arelational data ecosystem, it creates a standardised, scalable way to capture the real
impact of development activity. With this model, organisations, and the L&D industry as a
whole, can establish the gold standard for measuring return on learning, while simultaneously
creating the outcome repositories that Al requires to generate, refine, and optimise learning
content for measurable business impact.

Why Legacy Models Cannot Power an Al Future

For decades, models like Kirkpatrick’s Four Levels and the Learning-Transfer Evaluation Model
(LTEM) have shaped evaluation in L&D. These frameworks were pioneering in their time, but they
are linear, rigid, and too slow for today’s environment. Their sequential approach, starting with
learner reactions and moving step by step toward business outcomes, means insights often
arrive months too late. More importantly, they produce fragmented data sets that cannot be
easily standardised, shared, or scaled across organisations.

In an era where Al thrives on large volumes of clean, structured data, these legacy models fall
short. They cannot generate the kind of continuous, outcome-focused evidence that machine
learning systems need to train effectively. As a result, they are fundamentally misaligned with
the future of L&D in an Al-driven world.

The GROWTH Model™: Designed for the Al Age

The GROWTH Model™ takes a fundamentally different approach. Rather than treating learning
as a series of disconnected events, it places the employee at the centre of a relational data
structure. Every data point, from demographics and course participation to behaviours,
performance outcomes, and even network interactions, is linked back to the individual. This
allows for a complete, evolving profile of development over time, capturing learning as a living,
dynamic process.

What sets the model apartis its focus on five core domains of measurable change: skills,
behaviours, culture, performance, and networks. By anchoring outcomes in these domains, the
model provides a universal taxonomy that is both practical for organisations and standardisable
across industries. Unlike rigid, stepped frameworks, the GROWTH Model™ supports multiple
levels of evidence, from anecdotal feedback to controlled trials. This flexibility means that data
is always available, always relevant, and always in a format that Al can use to detect patterns,
optimise interventions, and generate new, personalised content.



Powering the Industry Through a Standardised Outcome Repository

The true potential of the GROWTH Model™ extends beyond individual organisations. At scale, it
enables the creation of a standardised outcome repository, a shared foundation that could
transform the entire L&D industry. With consistent data flowing into a central framework, Al
systems can be trained not just on what content people consume, but on what demonstrably
changes skills, behaviours, culture, performance, or networks.

This shift is profound. Instead of guessing which interventions will work, Al-generated learning
can be continuously tuned against verified outcomes. Imagine a world where generative
systems design learning journeys already validated against thousands of data points across
industries, or where leadership programmes are adapted in real time because outcome data
shows which approaches deliver the greatest impact. The GROWTH Model™ makes this
possible by alighing learning measurement with the very data structures that Al depends on.

Why Senior Leaders Should Pay Attention

For executives, the implications are clear. The GROWTH Model™ is not simply another
evaluation tool, it is a strategic enabler for the Al era. It provides the confidence that
investments in learning will deliver measurable ROI, while positioning organisations to take full
advantage of Al-driven learning platforms. It also reduces waste, by ensuring that content
generation and delivery are guided by outcome evidence rather than assumption.

Perhaps most importantly, it offers future-proofing. By adopting the GROWTH Model™,
organisations not only improve today’s decision-making but also prepare themselves to lead in
an industry that will soon be defined by Al-powered content, adaptive learning systems, and
continuous benchmarking against a shared outcome repository.

Conclusion

The future of learning will be shaped by artificial intelligence, but Al cannot succeed without a
robust foundation of outcome data. The GROWTH Model™ provides that foundation. By centring
employees within a relational data architecture, standardising outcomes across five domains of
change, and enabling a shared repository for the industry, it offers both immediate value and
long-term transformation.

For senior leaders across the L&D industry, the choice is clear: continue relying on outdated
models that cannot support the demands of the Al age, or adopt the GROWTH Model™ and help
set the new gold standard for measuring, optimising, and powering learning in the digital era.



