
How to plan, 
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A practical guide to implementing a Skills Matrix 
on paper or digitally to enhance workforce training, 
competency tracking, and continuous improvement.
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Skills Matrix: Plan, Train & Upskill your Workforce

Tracking workforce skills can be tough. Without a system, you risk:
•	 Skill gaps
•	 Poor training
•	 Inconsistent processes

A Skills Matrix helps by showing:
•	 Who knows what
•	 Where the gaps are
•	 How to plan training

Use it on paper or digitally to build a stronger, more flexible team.

Why skills matter

of employees stay longer at 
companies that invest in training1

1. LinkedIn Workplace Learning Report 2. Gallup 3. ATD Research

47% more engagement at work when 
employees have learning opportunities2

215% more income per employee in companies 
with strong training programs3

What is a skills matrix?

Example of a whiteboard based skills matrix

Example of a spreadsheet based skills matrix

Skills or SOPs:
What they need to know and 
links to training access

Employees: 
Names with the option of 
roles/departments

Skill level:
(such as) Beginner, 
Intermediate, Expert, Trainer

Training records
Notes, signatures, 
certifications, progress

It’s a tool that maps your team’s skills against 
what’s needed for the job. It helps you:
•	 List key skills for each role
•	 Rate how skilled each person is
•	 Spot missing skills
•	 Plan training and cross-training
•	 Track growth over time

Use it on paper or digitally to build a stronger, 
more flexible team:

What one includes

skills 101

https://gembadocs.com/signup


Skills Matrix: Plan, Train & Upskill your Workforce

1
•	 Will it be by workstation, department or physical area? 
•	 What's going to be measured - ops, processes, soft-skills
CARET-RIGHT  Example: could be a workstation, with 5 processes to be  
     trained on.

5 steps to build and use a skills matrix

Scope

2
•	 List the associates needed for each skill/process
•	 Evaluate employees using a simple rating system 

against the skills

People

3
•	 Map the skills in the matrix
•	 Map associates to each skill, and mark current skill 

levels (e.g. 1-5 for beginner to expert)
•	 Update skill with score via trainers, supervisors or 

self-assessment

Skills

4
•	 Assign learning resources (SOPs, workshops, 

external training programs)
•	 Track progress and completion of training activities.
•	 Training plans can be created within GembaDocs 

skills - great for keeping learning documents (SOPs), 
skills matrix and plans in one place

Training

5
•	 Update the matrix as employees gain new skills
•	 Regularly review and adjust training plans
•	 Use digital tools to save time and reduce admin work

Status

Matrix in action
CUSTOMER

WATCH FULL VIDEO CARET-RIGHT

Join SDC Trailers in Northern Ireland as they take you through 
the benefits of a skills matrix, and how they transformed their 
spreadsheet into GembaDocs’ Skills Matrix module. 

Make people development easy with a Skills Matrix

How to Implement GembaDocs’ Skills Matrix 

WATCH FULL VIDEO CARET-RIGHT

https://gembadocs.com/signup
https://youtu.be/RffyBWNKl0s
https://youtu.be/RffyBWNKl0s
https://www.youtube.com/watch?v=bEtv7jJZgm4
https://www.youtube.com/watch?v=bEtv7jJZgm4


You can get started with a static spreadsheet skills matrix with our 
free Google Sheet template - download here.
Simply create a copy of our template, and get started. We’ve even 
included an example layout in the second tab.
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going digital
Spreadsheet option

*GembaDocs Limited accepts no liability for using Google Sheets and linked template. Used at readers own risk. 
1 pdfreaderpro.com 2 tagovcloud.com 3 tagovcloud.com

GOOGLE SHEET TEMPLATE CARET-RIGHT

GembaDocs has a built-in Skills Matrix that helps you:
•	 Connect skills to live SOPs
•	 Track all training on and offline
•	 Maintain rigor 

Digital option

GEMBADOCS SKILLS TRIAL CARET-RIGHT

Yes. Here's why:

Is digital better? 
•	 Training planning
•	 Manage change easily
•	 Reporting and analytics

Boost productivity
Companies see up to 30% more output with 
digital document systems. 2.

Rigor and expiry dates
With linked SOPs, if the process changes, the 
training auto update. Plus, get notified before 
skills expire to avoid lapses in safety training.

Avoid lost documents
7.5% of paper documents get lost, 3% misfiled 
- digital systems solve that.

Live documents and easy retrival
GembaDocs QR codes, display screens or 
handheld devices keep everything visible, live 
and signed off all on the Gemba.

Low maintenance
No whiteboards to alter, spreadsheets to 
reformat, or laminated sheets to reprint - 
updated instantly, live at point-of-access.

https://docs.google.com/spreadsheets/d/1pVaVlSAPWUU9Nzg-qZQP3BES9VMrhK2i3iHBS8ytdxU/edit?usp=sharing
https://gembadocs.com/signup
https://docs.google.com/spreadsheets/d/1pVaVlSAPWUU9Nzg-qZQP3BES9VMrhK2i3iHBS8ytdxU/edit?usp=sharing
https://docs.google.com/spreadsheets/d/1pVaVlSAPWUU9Nzg-qZQP3BES9VMrhK2i3iHBS8ytdxU/edit?usp=sharing
https://gembadocs.com/?utm_source=pdf&utm_medium=skills&utm_campaign=guide
https://gembadocs.com/?utm_source=pdf&utm_medium=skills&utm_campaign=guide
https://gembadocs.com/?utm_source=pdf&utm_medium=skills&utm_campaign=guide
https://gembadocs.com/signup
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1 Identify a training workstation, area, department or role 
responsible for skills training

Checklist to starT

Training workstation

2 initially start at individual roles, identify the current skills, 
access the skill levels and identify the gaps

Identify 

3 Start with creating a simple training plan to track the core skills, and 
implement a training plan to fill the gaps, and expand over time

Start small

4 GembaDocs Skills Module automates updates and integrates with SOPs 
and external training resources for seamless training management

Leverage digital tools

5 Keep training plans and skill tracking up to date - utilise 
expiry dates for training to create accountability.

Commit to regular reviews

To get started with GembaDocs, 
or find out more, email Tom,  
GembaDocs CEO, directly at  
tom@gembadocs.com

EMAIL TOM

GembaDocs Limited
Unit 5G Shivers Business Park, Hillhead Road
Toomebridge, Antrim, Northern Ireland, BT41 3SF
gembadocs.com | hello@gembadocs.com

Get Started
A well-maintained, and engaging, Skills Matrix fosters continuous business 
improvement, staff development, and efficiency. GembaDocs Skills is part of the GembaDocs platform, 

a lean tool to bring calm and productive flow to 
workplaces with standard operating procedures, 

Kanban cards and skills.

mailto:tom%40gembadocs.com?subject=On%20Premise%20-%20Enquiry
https://gembadocs.com
https://gembadocs.com/signup

