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Introduction

In this eBook, you’ll find helpful information on how to define, implement, and 
measure the success and ROI of your customer training program. These 
metrics are vital to ensuring customer success, as well as demonstrating the 
business case for training to your stakeholders.

In today’s world, customer training is used along the entire customer lifecycle 
– from the prospect stage to onboarding and long-term success.

For each stage, we’ll explain how customer training can be applied to each 
step of your customer journey and how to successfully measure the results.

We’ve organized this eBook into four sections:

1. ROI Framework
2. Training for Customer Marketing
3. Training for Customer Onboarding
4. Training for Customer Success

Let’s get started!



ROI Framework

In an ideal world, every customer-facing initiative could be tied directly to 
revenue impact. But there are multiple factors that affect a customer’s ability 
to buy your product or service, many of which may be out of your control, or 
take months to measure. 

Practically speaking, you’re better able to impact short-term metrics such as 
customer acquisition cost, customer satisfaction (CSAT), net promoter score 
(NPS), and onboarding cycle time. Fortunately, these short-term metrics are 
also leading indicators for revenue, and your finance team may already have 
estimates of their revenue impacts.

In the following sections, we’ll highlight both short-term metrics as well as 
expected long-term revenue impact.

For the cost side of the ROI equation, you’ll want to consider the expenses 
associated with your training program. These include:

-Salaries of instructors, content producers, and other team members;
-Content development costs, in-house or outsourced;
-Technology hosting and delivery costs, including a Learning 
Management System (LMS) if appropriate
-Travel costs (food, accommodations, transportation); and
-Facilities costs for classroom training.



Some companies choose to amortize training costs across the number of users 
(students) or over a period of time. Others treat upfront costs as fixed – for 
example, the initial development of eLearning content.

For on-demand training in particular, costs are even considered a relative 
savings compared to increasing instructor headcount.

Companies usually find that on-demand training is a cost-effective way to 
improve their customers’ product usage and satisfaction scores. 



Training for Customer Marketing

In this section, we’ll discuss how to measure the ROI of training for 
customer marketing. First, what does “training for customer marketing” 
mean?

Innovative training teams are partnering with marketers on the next 
evolution of content marketing – offering on-demand training. This strategy 
provides your prospects with demonstrated value from the time they spend 
with your company, even prior to entering a buying cycle. 

Increase your brand awareness by offering industry thought leadership 
content that is scalable, convenient, and interactive. You can even offer 
certifications and accredited professional development hours.

A learning management system like Skilljar makes it easy for prospects to 
display their certifications on their LinkedIn profiles, and to integrate data 
with marketing automation systems. This is a great way to turn prospects 
into advocates, and eventually into customers.



Measuring ROI

In this section, we’ll discuss how to measure the ROI of training for 
customer marketing.

Marketers typically measure, by channel:

• Cost per lead
• Cost per marketing qualified lead (MQL)

A lead can be as simple as an opt-in email address, whereas an MQL meets 
demographic, firmographic, or behavioral criteria. Note that costs, when 
measured in a marketing context, are typically only variable costs (not fixed 
content creation costs).

For training as marketing, your primary metrics will likely be number of leads 
and number of MQLs. On the cost side, use the variable costs of promoting 
the training through your various marketing channels, divided by number of 
leads and MQLs.

Other metrics that may be of interest:

• Hours spent in training
• Number of certifications received
• Cost per converted customer (revenue)
• Satisfaction and brand awareness ratings



Training for Customer Onboarding

In this section, we’ll discuss how to measure the ROI of training as used for 
customer onboarding.

Onboarding is one of the most critical touchpoints in your customer relationship. 
Whether you’re targeting small businesses or enterprise companies, getting your 
customer to initial product value – as quickly as possible – is vital for long-term 
customer success and retention.

In our experience, companies typically follow one of these models:

1. The self-service model

In the self-service world, you’re going to do everything on your own. An example 
of this would be buying a domain name or signing up for Spotify. Companies with 
this type of model often have: 

• A simple product
• A high volume of users
• Freemium or low all-commodity volume (ACV)
• B2C, Dev tools



2. The low-touch model

This type of model is common in sales and marketing. For instance, 
someone may be using Google Adwords, which requires some specialized 
knowledge but far less than, say, a full CRM implementation. Companies 
with this type of model often have:

• A mildly complex product
• Varied use cases
• Some friction in adoption
• SMB, small team users

3. The high-touch model

Finally there’s the high-touch model. This model aligns with products and 
business that are introducing new ways to use a product that requires 
education around best practices. One example of this might be a complex 
Salesforce implementation. Companies with this type of model often have: 

• New product/behaviors
• Extensive implementation
• Many stakeholders involved
• Enterprise users



Measuring ROI

In this section, we’ll discuss how to measure the ROI of training for 
customer onboarding. If part of your training initiatives are designed to 
move away from high touch models to lower touch models, consider the 
impact across cohorts of customers who are exposed to new programs. 
One common way to demonstrate the impact of your program is to 
measure a relevant metric across customers with education activity versus 
those who haven’t received any training. This way, you can evaluate how 
the program is changing your customer’s experience and behavior. 

Metrics that are commonly used for customer onboarding include:

• Cycle time between key implementation milestones (e.g. kickoff, 
readiness, launch)

• Customer satisfaction (CSAT)
• Net promoter score (NPS)
• Training revenue (in the case of paid onboarding and training)
• Revenue (or # accounts) per Customer Success Manager (CSM)



Costs are typically calculated by totaling the hours spent by 
instructors/CSMs in delivering training, and multiplying by an hourly labor 
cost. There may also be technology costs, such as a learning management 
system, or facilities costs.

When calculating ROI for training as onboarding, it’s also important to 
consider the alternatives. In our experience, CSMs may be spending more 
than a quarter of their time on basic training, which has major productivity 
costs. Companies seeking to scale onboarding faster than scaling headcount 
are actually saving money by offering on-demand training.



Training for Customer Support

In this section, we’ll discuss how to measure the ROI of training for post-launch 
customer success.

After a customer has achieved initial value through onboarding, there are many 
opportunities to strengthen the relationship via ongoing customer training and 
education. Examples include:

• Providing product updates, particularly around major new features or releases
• Retraining for your customer’s new team members, new roles, and/or regular 

refresher training
• Education on best practices with your product
• Resources for advanced topics, certifications, and other related products

Training is an excellent strategy to deliver continuous value to your customers 
after their initial launch, combined with regular business reviews. Customers who 
are engaged with training are more likely to succeed with your product and 
ultimately grow revenue.



Measuring ROI

In this section, we’ll discuss how to measure the ROI of training for post-
launch customer success.

Customer success is usually measured by account retention rate, revenue 
growth (upsells/cross-sells), and ongoing CSAT/NPS scores. However, from a 
training perspective, it’s usually only possible to understand the contribution 
of training to these metrics. For example, that 75% of retained customers 
invested in training, versus only 25% of churned customers.

Metrics for this phase therefore tend to focus on items that are more specific 
to training:

• Number of students
• Number of enrollments/completions/certifications
• Hours engaged with training
• CSAT/NPS
• Training revenue (in the case of paid training)



Nevertheless, it’s critical for trainers to monitor the impact of training on 
downstream customer renewals and retention, even with qualified data. To 
demonstrate ROI, you can also track whether trained users spend more 
time in your product, and whether they submit fewer support tickets. If 
your LMS integrates with your CRM, your Sales, Customer Success, and 
Support teams should have visibility into these metrics, which can help 
them provide a better customer experience. 

In this phase of the customer journey, training is more of a proactive tool 
for building product value, increasing customer engagement, and ultimately 
ensuring long-term customer success.



Conclusion

In this eBook, we’ve learned how customer training can be applied 
across all aspects of the customer journey.

In the prospect phase, training is used for content marketing and 
industry thought leadership, and can be measured by cost per 
qualified lead and overall engagement.

In the onboarding phase, training is used to accelerate and scale 
implementation, and is typically measured by cycle time, customer 
satisfaction, and CSM productivity.

For ongoing success, training is used for continuous engagement, 
refreshers, and advanced topics, and is ultimately measured by 
customer renewals and retention.

We hope you found this guide helpful, and invite you to learn more or 
request a demo at skilljar.com.

*This eBook was originally published in March 2016. It was updated in 
June 2018.



Skilljar’s award-winning customer training platform 
enables you to successfully onboard, engage, and retain 

your customers and partners. Our cloud learning 
management system (LMS) makes it easy to create 

courses, distribute to web and mobile devices, and track 
results. 

Skilljar helps you accelerate product adoption, automate 
onboarding workflows, reduce support costs, and increase 

long-term customer satisfaction. 

Request Demo

https://www.linkedin.com/company/skilljar/
https://www.facebook.com/skilljar
https://twitter.com/skilljar
https://info.skilljar.com/request-demo?utm_source=ebook&utm_medium=content-offer&utm_campaign=roi-of-customer-training
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