
THE OUTCOME CHAIN Define → Map → Activate → Prove → Scale

HOW TO READ THIS BLUEPRINT

Revenue moves through five stages, from L&D and commercial performance running in parallel to
capability investment treated as a revenue lever. Most organisations recognise themselves at Stage 3,

the most common entry point, where the business is asking L&D to justify itself in revenue terms and the

fluency for that conversation is still developing. Find the stage that sounds most like you today, then use

it as your starting point. Each stage sets out where you are, the moves that take you forward, and the

leading and lagging measures that prove it's working.

1

L&D and revenue
separate

2

Can't prove the
link

3

Asked to justify
L&D

4

Linking data to
outcomes

5

L&D as a revenue
lever

THE OUTCOMES OPERATING MODEL

BLUEPRINT 04 ·  P ILLAR 4  OF 4

The  Blueprint
From L&D as a cost centre to capability investment your CFO defends at board level.
Revenue outcomes emerge when capability connects clearly to commercial performance.

BUYING TRIGGERS

CFO asking what L&D actually delivers

Budget scrutiny on learning spend

Capability gaps affecting commercial targets

Board pressure on people ROI

WHAT THIS PILLAR COVERS

Capability-to-commercial mapping

Programme ROI design

Revenue narrative framework

Exec investment case
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REVENUE · STAGE 1

L&D and commercial performance feel separate
“Sales does their thing. L&D delivers training. Whether one affects the other, honestly, I
couldn't tell you.”

WHERE YOU ARE

Learning and commercial
performance operate in
parallel. Training happens.
Sales or operational KPIs
happen. No one has drawn a
line between them, and no
one has been asked to. L&D's
value is assumed or taken on
faith, never quantified in
commercial terms.

WHAT YOU DO

Identify your highest-value
commercial roles
Start with the roles where capability most
directly connects to revenue: typically
customer-facing, sales, or account
management roles, but also operational
roles in service businesses where quality
directly affects revenue. These are your
target.

Understand what 'good' looks like
commercially
For each target role, define the
commercial performance indicators that
matter: revenue generated, retention
rates, customer satisfaction, error rates.
Interview the relevant business leaders
about how they measure performance in
these roles.

Map your current learning to those
indicators
What training do people in these roles
currently receive? Is any of it explicitly
designed to improve the commercial
indicators you've identified? Be honest
about the gap.

Have the conversation with Sales
or Ops leadership
Initiate a conversation with the
commercial or operational leader for your
target roles. Not a presentation, a
listening conversation. What do they
think makes the difference between a
high performer and an average one?
Where do they think capability is limiting
revenue?

HOW YOU MEASURE IT

LEADING

% of commercial roles with
a defined capability profile
linked to performance
indicators

LEADING

Number of L&D-
commercial leadership
conversations initiated

LAGGING

Current revenue per
employee in target roles
(your baseline)

LAGGING

Performance distribution in
target roles: % in top, mid,
and bottom quartile

MOVING TO THE NEXT STAGE You're ready to move to Stage 2 when you have a clear hypothesis about

which capability gaps are limiting commercial performance, and when at least one commercial leader is
engaged with the question.
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REVENUE · STAGE 2

We believe the connection exists but can't prove it
“Intuitively we know that better-trained teams perform better. But I've never been able to put a
number on it that the CFO would believe.”

WHERE YOU ARE

The belief is there, and there's
anecdotal evidence to support
it. But the connection hasn't
been designed as a
measurement challenge from
the start. Without a rigorous
methodology, the ROI claim is
unverifiable and unconvincing
to the people who control the
budget.

WHAT YOU DO

Design measurement into your
programmes from the start
For any new learning programme
targeting commercial performance,
define the performance indicators you're
trying to move before the programme
begins. Agree them with the relevant
business leader. This makes impact
measurement possible rather than
retrospective.

Run a before/after comparison
For an existing programme, identify a
group of people who have completed it
and compare their performance data
before and after. Even imperfect data is
better than no data, and it builds the
methodology for future measurement.

Use manager correlation data
Survey managers about the performance
difference between their team members
who have completed the relevant training
versus those who haven't. This
qualitative evidence, combined with
performance data, builds a credible
argument.

Find your first proof point
Focus all your measurement energy on
one programme, one role, one team. Get
one rigorous, defensible proof point. One
is enough to start the conversation with
Finance.

HOW YOU MEASURE IT

LEADING

% of commercial learning
programmes with pre-
defined performance
hypotheses

LEADING

Manager assessment of
performance difference
pre/post training

LAGGING

Before/after performance
comparison for target
cohort

LAGGING

Performance variance
between trained and
untrained groups in same
role

MOVING TO THE NEXT STAGE You're ready to move to Stage 3 when you have at least one defensible,

quantified proof point, and when a commercial leader is willing to say 'this training contributed to our results' in
front of their finance team.
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REVENUE · STAGE 3 Most common entry point

We're being asked to justify L&D in revenue terms
“I'm being asked to justify the L&D budget in revenue terms. I don't have that conversation yet.
I need to build it.”

WHERE YOU ARE

The business is asking a
reasonable question: what
does this investment deliver in
commercial terms? L&D
doesn't yet have a convincing
answer. This is the most
common inflection point in the
Revenue pillar: the belief is
there, the first evidence is
emerging, but the fluency to
have the CFO conversation
isn't yet developed.

WHAT YOU DO

Build the revenue language
framework
Translate your learning outcomes into
commercial language. Don't say
'improved capability', say 'reduced
average sales cycle by X days'. Don't say
'increased confidence', say 'increased
conversion rate by X%'. Restate every
claim in language a CFO already uses.

Create a one-page L&D ROI case
Build a single-page document that
presents your most compelling evidence
in commercial terms. This isn't a
comprehensive report; it's a conversation
starter. Revenue impact, cost of the
programme, ROI ratio. One page.
Readable in 90 seconds.

Align L&D investment to business
priorities
Map every significant L&D initiative to
one of the four outcome pillars and to a
specific commercial priority the business
has already stated. If you can't draw that
line, question whether the initiative
should exist.

Initiate a joint planning process
with Finance
Ask Finance to join your annual planning
process. When the people who control
the budget are involved in setting the
outcomes you're targeting, the
conversation about ROI becomes
collaborative rather than adversarial.

HOW YOU MEASURE IT

LEADING

% of L&D budget aligned to
named commercial
priorities

LEADING

Number of L&D-Finance
joint planning sessions per
year

LAGGING

Revenue impact attributed
to L&D initiatives (£ or %)

LAGGING

Budget approval rate for
L&D initiatives: trend over
time

MOVING TO THE NEXT STAGE You're ready to move to Stage 4 when Finance or a commercial leader is

actively using your ROI data to support L&D investment decisions, not just accepting it politely.
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REVENUE · STAGE 4

We're linking capability data to commercial
outcomes

“We can show that teams who completed our capability programmes outperform those who
didn't. Now I need to make that a repeatable story.”

WHERE YOU ARE

The evidence is real and you
can demonstrate it. The
challenge now is
systematising it: building a
repeatable methodology so
that every significant L&D
investment comes with a
commercial outcome story,
and the ROI case doesn't
depend on one particularly
well-documented programme.

WHAT YOU DO

Build a repeatable ROI
measurement process
Document your methodology for
measuring commercial impact: the
before/after framework, the data sources,
the commercial leader sign-off process.
Make it a standard operating procedure
so every programme uses it, not just the
ones where you remembered to design it
in.

Create a commercial proof point
library
Document your strongest evidence of
commercial impact: programmes where
capability investment demonstrably
moved performance. These become your
internal case studies, your sales
enablement assets, and your board-level
proof points.

Build a capability investment
prioritisation framework
Use your ROI data to create a framework
for prioritising which learning investments
have the highest potential commercial
return. This changes the conversation
from 'what training do we want to run?' to
'where does capability investment deliver
the most value?'

Extend measurement to manager
capability
Manager effectiveness is often the
highest-leverage L&D investment
available. Build a specific measurement
approach for your management
development programmes, connecting
manager quality to team performance to
commercial outcomes.

HOW YOU MEASURE IT

LEADING

% of significant L&D
investments with a defined
ROI hypothesis and
measurement plan

LEADING

Commercial leader
engagement in L&D
planning: time investment

LAGGING

Revenue per employee
trend in roles with active
capability investment

LAGGING

Manager effectiveness
score correlated with team
commercial performance

MOVING TO THE NEXT STAGE You're ready for Stage 5 when your commercial leaders are actively

requesting L&D investment based on its track record of delivering ROI, and when the budget conversation is
about where to invest more, not whether to invest at all.
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REVENUE · STAGE 5

L&D investment is treated as a revenue lever
“We use learning data to predict performance uplift. The exec team uses it to make
investment decisions. L&D is at the table.”

WHERE YOU ARE

L&D is no longer a cost
centre. It's a commercial
function with a proven track
record of delivering revenue
impact. Investment decisions
are made with reference to
expected ROI. L&D leadership
is involved in commercial
planning. The question has
shifted from 'can you prove
your value?' to 'where should
we invest next?'

WHAT YOU DO

Build predictive capability-to-
revenue modelling
Use your historical data to build a model
that predicts performance uplift from
capability investment. When evaluating a
new programme, you should be able to
say: 'based on our data, this type of
intervention typically produces X%
improvement in these indicators.'

Integrate L&D data into commercial
planning
L&D data (capability levels, skill gaps,
performance variance) should be a
standard input into commercial planning.
Revenue targets should be set with
reference to current capability, and
capability gaps should have L&D
investment planned against them.

Build an external proof point
programme
The organisations that have reached this
stage have a powerful story to tell
externally: for employer brand, for
customer confidence, and for industry
leadership. Build a structured way to
share your outcomes story.

Extend the model across the full
organisation
With Revenue outcomes proven in your
target roles, extend the methodology to
the full organisation. Every function has
commercial outcomes that L&D can
contribute to, so apply the same
discipline everywhere.

HOW YOU MEASURE IT

LEADING

Predictive ROI estimate
accuracy: variance
between forecast and
actual

LEADING

% of commercial planning
processes that include L&D
capability data

LAGGING

Three-year revenue per
employee trend vs sector
benchmark

LAGGING

Executive team satisfaction
with L&D's contribution to
commercial performance

MOVING TO THE NEXT STAGE You've completed the Revenue Blueprint. You've proven that capability

investment is a revenue lever, and the infrastructure you've built makes the case for connecting it to all four
pillars of the Outcomes Operating Model.
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