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Introduction

THE INCREASED DEMAND FOR PROVEN RESULTS

Increasingly, organizational stakeholders who fund training are interested in demonstrated results—measures of how training expenditures contribute to the organization. This interest stems from two things. In the private sector, global competition and investors are increasing the demand for accountability for results, as well as prudent expenditures. Government sectors are seeing the same pressure to contain budgets, expend funds wisely, and achieve greater results from expenditures. In addition, federal organizations must practice fiscal management and accountability in alignment with the requirements of the Government Performance and Results Act (GPRA).

HOW THIS BOOK CAN HELP YOU

This book is written for training practitioners and for anyone who is interested in using practical evaluation techniques to assess, improve, and report on training programs and results. This book provides techniques, tools, worksheets, and examples that you can use to follow a systematic process to plan and conduct credible evaluations of your training programs. It serves as a guide in planning and implementing evaluations at five different levels of results. The first two levels are of primary interest to the stakeholders involved in developing and presenting training and development programs. The third level is of primary interest to learner-participants and their immediate managers. The fourth and fifth levels and, to some extent, the third level are of primary interest to the executives and stakeholders who fund the training. This five-level framework for evaluation is described in detail throughout this book.

This book also provides you with ten standards for collecting and analyzing data. Overall, this book is a resource for understanding the evaluation methodology and tools needed to successfully implement the ROI Process in your organization. Thorough review of and use of the principles and methodology presented should allow you to do the following:

•    Develop objectives for and develop and implement an evaluation plan for a specific training program

•    Select appropriate data-collection methods for assessing impact

•    Utilize appropriate methods to isolate the effects of the training

•    Utilize appropriate methods to convert hard and soft data to monetary values

•    Identify the costs of a training program

•    Analyze data using credible methods

•    Calculate the return on investment

•    Make cost-effective decisions at each of the five evaluation levels

•    Use data-based feedback to improve the effectiveness of training programs and discontinue ineffective programs

•    Collect and report the type of performance data that will get the attention of senior management

•    Present the six types of data that are developed from the ROI Process

•    Convince stakeholders that your program is linked to business performance measures

•    Link and enhance the implementation of training to improve organizational results

•    Improve the satisfaction of your stakeholders

Organizations also may use this book to facilitate small-group discussions in order to help prepare internal staff members to conduct program evaluations.

WHAT THIS BOOK CONTAINS

This practical guide will help you implement a process to measure the results (up to and including return on investment) of training and performance-improvement programs in your organization. It allows you to take advantage of 20 years of experience in the application of a proven, systematic evaluation process. For ease of use, this book contains the following:

•    A model of the evaluation process to guide you in understanding each of the steps involved (e.g., planning, data collection, assessment, financial calculations, and reporting).

•    Text to provide you with the fundamentals of measurement and evaluation in the systematic ROI Process. Concepts and practical approaches are provided to set the stage for the planning and use of the evaluation tools.

•    Case illustrations that allow you to see some of the concepts and practices in action in organizational settings. As extensions of the core text in the chapters, these cases are used sparingly and present situations that challenge your thinking about how the concepts should be applied. Additional commentary clarifies thought-provoking issues.

•    Worksheets and job-aids that will help you to apply the principal tools for each of the components of the evaluation process.

•    Examples of completed worksheets for those that are not self-explanatory. These examples illustrate how the worksheets are actually used.

•    Checklists to help you address pertinent questions and issues related to the application of each key component of the measurement process.

•    Figures to highlight, illustrate, and categorize learning points. Many of these are examples that clarify or add to the text.

WHY MOST TRAINING ISN’T MEASURED

Historically, training has been measured from the perspective of what transpired during the training program: did the participants enjoy the experience; was the content relevant; did learning occur? This approach is still used in many organizations, and a great deal of training is not measured beyond participant-reaction smile sheets and self-reported learning, which are easy to complete and tend to reflect positive results. Putting it simply, the training function and the participants often have not been held accountable for the transfer of learning to the work setting and the impact on key organizational measures.

Too often, training has been viewed as either a line-management responsibility or a responsibility of the HR or training department. The truth is that it is joint responsibility.

Senior management stakeholders have not asked enough questions about results. This may be because training costs are budgeted and allocated in ways that create indifference from line management and others. It may be because management has bigger fish to fry or because the training staff feels that training participants, line managers, and others will not cooperate in providing the data necessary to measure results. Often the training staff, managers, and others have been led to believe that the effects of training cannot be measured credibly, i.e., that they cannot be isolated from the influence of other performance-improvement factors or that it is too difficult or too resource intensive to measure the effects of training. Depending on the organization and the culture, one or more of these factors contribute to the lack of evidence that training brings benefits to the organization that are greater than the costs incurred.

CREDIBLE MEASUREMENT IS POSSIBLE

This book shows that the organizational impact of training can be measured with credibility and reasonable allocation of resources. For 20 years, Jack Phillips, the coauthor of this book, has been using the ROI Process to demonstrate the feasibility and methodology of measuring the influence of training on organizations. The other coauthor, Ron Stone, joined Jack Phillips in 1995 and has made many contributions to perfecting the ROI Process.

The ROI Process has proven to be a flexible and systematic methodology that others can learn and implement to measure and assess the impact of training programs. The process relies on a practical evaluation framework that can be applied to yield consistent and credible study results. The methodology, worksheets, and other tools provided in this book greatly simplify the decisions and activities necessary to plan and implement such a study. The practical experience of the authors in using the process in the private and government sectors provides many insights for putting the evaluation process into practice.

There are many choices to be made when deciding how to collect data, analyze data, isolate the effects of training, capture costs, convert data to monetary values, identify intangibles, and calculate the return on investment. This is good news because it means that you can learn to use this process and feel comfortable that the methodology will withstand the scrutiny of the stakeholders in your organization. It is the methodology you use that others will question when they view or hear about your evaluation results. You must learn the methodology and never compromise it. It is your credential to successful measurement. The methodology guides you in making the right choices. As you will learn and come to trust, these choices are almost always situational, and the process has the inherent flexibility to account for a wide variety of differences. This flexibility may be the most powerful aspect of the process, and it is one of the most appealing factors to the many practitioners worldwide that have used it. So read, plan, apply the process, and learn from your experiences.
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CHAPTER

1

The Need for and Benefits of Measurement and Evaluation of Training Outcomes

WHY MEASUREMENT AND EVALUATION ARE NECESSARY

Much has been written about the need for training and performance-improvement professionals to become more accountable and to measure their contributions. And the organization funds training at the expense of other organizational needs, and the results influenced by training can be elusive without a focused evaluation effort to address the outcomes. Just as learning initiatives must include the various stakeholders, so too must the evaluation effort include the stakeholders of the organization. In essence, the training function must be a business partner in the organization in order to successfully deliver its products. Most observers of the field have indicated that for performance practitioners to become true business partners, three things must be in place.

1.    Training and performance-improvement initiatives must be integrated into the overall strategic and operational framework of the organization. They cannot be isolated, event-based activities, unrelated to the mainstream functions of the business.

2.    There must be a comprehensive measurement and evaluation process to capture the contributions of human resource development and establish accountability. The process must be comprehensive, yet practical, and feasible as a routine function in the organization.

3.    Partnership relationships must be established with key operating managers. These key clients are crucial to the overall success of the training function.

Most training executives believe their function is now an important part of the business strategy. During the 1990s, and continuing into the twenty-first century, training and performance improvement have become a mainstream function in many organizations. The training executives of these organizations emphasize the importance of successfully establishing partnerships with key management and report that tremendous strides have been made in working with managers to build the relationships that are necessary. They report fair progress in the achievement of integrating training into the overall strategic and operational framework of the organization. However, they indicate that there has not been progress on the second condition: a comprehensive measurement and evaluation process—at least not to the extent needed in most organizations. This book is devoted to presenting the principles and tools necessary to allow practitioners to implement a comprehensive measurement and evaluation process to improve results in their organization. The installation of a comprehensive measurement and evaluation process will quite naturally address the other two items as well. The comprehensive measurement of training will provide for a closer link to the organization’s strategic goals and initiatives. Measurement will also allow line managers to see the results as well as the potential from training efforts, and this will lend itself to stronger partnerships.

Measurement will continue to be necessary as long as the drivers for accountability exist. Some of the current drivers for accountability are operating managers’ concern with bottom line, competition for funds and resources, accountability trend with all functions, top-management interest in ROI, and continuing increases in program costs. In the final analysis, the real issues behind accountability are the external forces of competition. In the business sector it is the competitive nature of the world marketplace. In government and nonprofit organizations, it is the competition for funds and resources to achieve the primary mission.

A FRAMEWORK FOR EVALUATION WITH SIX TYPES OF MEASURES

Measurement and evaluation are useful tools to help internalize the results-based culture and to track progress. When looking for evidence of accountability in training, the question of what to measure and what data to review is at the heart of the issue.

Applying the framework presented in this chapter, along with the ROI (return on investment) process, involves five types of data (associated with five levels of measurement) and a sixth type of data represented by intangible benefits. These can be used to measure training and educational programs, performance-improvement programs, organizational change initiatives, human resource programs, technology initiatives, and organization development initiatives. (For consistency and brevity, we use the term “training programs” throughout most of this book.)

The fifth level in this framework is added to the four levels of evaluation developed for the training profession almost 40 years ago by Donald Kirkpatrick.1 The concept of different levels of evaluation is helpful in understanding how the return on investment is calculated.

Table 1.1 shows the modified version of the five-level framework as well as the intangible dimension.


Table 1.1. Five levels and six types of measures.
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The six types of data that are the focal point of this book are all useful in their own ways and for specific purposes. A chapter in this book is dedicated to each of the six types of data. Each chapter presents the merits of the specific type of data and how it is used.

When planning an evaluation strategy for a specific program, an early determination must be made regarding the level of evaluation to be used. This decision is always presented to interested stakeholders for their input and guidance. For example, if you have decided to evaluate a specific program (or a stakeholder has asked for an evaluation), you should first decide the highest level of evaluation that is appropriate. This should guide you as to the purpose of the evaluation study. You should then ascertain what data is acceptable to the various stakeholders and what interests and expectations they have for each of the five levels. After an appropriate discussion about possible intangibles, you should seek their opinions and expectations about the inclusion of intangible data.

The five levels

The levels represent the first five of the six measures (key indicators) discussed in this book. At Level 1, Reaction, Satisfaction, and Planned Actions, participants’ reactions to the training are measured, along with their input on a variety of issues related to training design and delivery. Most training programs are evaluated at Level 1, usually by means of generic questionnaires or surveys.

Although this level of evaluation is important as a measure of customer satisfaction, a favorable reaction does not ensure that participants have learned the desired facts, skills, etc., will be able to implement them on the job, and/or will be supported in implementing them on the job. An element that adds value to a Level-1 evaluation is to ask participants how they plan to apply what they have learned.

At Level 2, Learning, measurements focus on what the participants learned during the training. This evaluation is helpful in determining whether participants have absorbed new knowledge and skills and know how to use them as a result of the training. This is a measure of the success of the training program. However, a positive measure at this level is no guarantee that the training will be successfully applied in the work setting.

At Level 3, Application and Implementation, a variety of follow-up methods are used to determine whether participants actually apply what they have learned from the training to their work settings. The frequency and effectiveness of their use of new skills are important measures at Level 3. Although Level-3 evaluation is important in determining the application of the training, it still does not guarantee that there will be a positive impact on the organization.

At Level 4, Business Impact, measurement focuses on the actual business results achieved as a consequence of applying the knowledge and skills from the training. Typical Level-4 measures are output, quality, cost, time, and customer satisfaction. However, although the training may produce a positive measurable business impact, there is still the question of whether the training may have cost too much, compared to what it achieved.

At Level 5, Return on Investment, the measurement compares the monetary value of the benefits resulting from the training with the actual costs of the training program. Although the ROI can be expressed in several ways, it usually is presented as a percentage or benefit-cost ratio. The evaluation cycle is not complete until the Level-5 evaluation has been conducted.

The “chain of impact” means that participants learn something from the training that they apply on the job (new behavior) that produces an impact on business results (Level 4). Figure 1.1 illustrates the chain of impact between the levels and the value of the information provided, along with frequency and difficulty of assessment. As illustrated on the left side of the figure, for training to produce measurable business results, the Chain of Impact must occur. In evaluating training programs, evidence of results must be collected at each level up to the top one that is included, in order to determine that this linkage exists. For example, if Level 3 will be the highest level evaluated, then data must be collected at Level 3 and Level 2 to show the chain of impact, but it is not necessary to collect Level-4 and -5 data. Although Level-1 data is desirable, it is not always necessary in order to show linkage. However, when possible, L-1 data should be collected as an additional source of information. As shown in Figure 1.1, simple evaluations, such as Level-1 Reactions, are done more frequently than are evaluations at higher levels, which involve more complexity.


Figure 1.1. Characteristics of evaluation levels.
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Interest in the different levels of data varies, depending on the requirements of the stakeholder. As illustrated, clients (stakeholders who fund training initiatives) are more interested in business impact and ROI data, whereas consumers (participants) are more interested in reaction, learning, and perhaps application. Supervisors and/or team leaders who influence participation in training are often more interested in application of learning in the work setting.

CASE ILLUSTRATION: UTILITY SERVICES COMPANY

A case presentation, “Utility Services Company,” helps to illustrate the value of the six different types of data. It presents a training scenario and builds on levels of success that demonstrate increasing importance to the organization (ultimately, return on investment). Following the case illustration, the relative value of each level of data is presented for your review.

Utility services company

PROGRAM SUCCESS IS REPORTED IN A VARIETY OF WAYS. WHICH WOULD YOU PREFER TO RECEIVE?

The program

A team-building program was conducted with 18 team leaders in the operations areas of a water, gas, and electricity services company. For each team, a variety of quality, productivity, and efficiency measures were routinely tracked to reflect team performance. The program was designed to build five essential core skills needed to energize the team to improve team performance. Productivity, quality, and efficiency measures should improve with the application of team-leadership skills. The program consists of three days of classroom learning with some limited follow-up. Experiential exercises were used in most of the team-building processes. The program manager was asked to report on the success of the program. The following options are available:

The results (option A)

1.    Program feedback was very positive. Program participants rated the course 4.2 out of 5 in an overall assessment. Participants enjoyed the program and indicated that it was relevant to their jobs. Sixteen participants planned specific activities to focus on team building on the job.

The results (option B)

1.    Program feedback was very positive. Program participants rated the course 4.2 out of 5 in an overall assessment. Participants enjoyed the program and indicated that it was relevant to their jobs. Sixteen participants planned specific activities to focus on team building on the job.

2.    Participants learned new team-leadership skills. An observation of skill practices verified that the team members acquired adequate skills in the five core team-leadership skills. In a multiple-choice, self-scoring test on team building and team motivation, a 48% improvement was realized when comparing pre- and post scores.

The results (option C)

1.    Program feedback was very positive. Program participants rated the course 4.2 out of 5 in an overall assessment. Participants enjoyed the program and indicated that it was relevant to their jobs. Sixteen participants planned specific activities to focus on team building on the job.

2.    Participants learned new team-leadership skills. An observation of skill practices verified that the team members acquired adequate skills in the five core team-leadership skills. In a multiple choice, self-scoring test on team building and team motivation, a 48% improvement was realized when comparing pre- and post scores.

3.    Participants applied the skills on the job. On a follow-up questionnaire, team leaders reported high levels of use of the five core team-leadership skills learned from the program. In addition, participants identified several barriers to the transfer of skills into actual job performance.

The results (Option d)

1.    Program feedback was very positive. Program participants rated the course 4.2 out of 5 in an overall assessment. Participants enjoyed the program and indicated that it was relevant to their jobs. Sixteen participants planned specific activities to focus on team building on the job.

2.    Participants learned new team-leadership skills. An observation of skill practices verified that the team members acquired adequate skills in the five core team-leadership skills. In a multiple choice, self-scoring test on team building and team motivation, a 48% improvement was realized when comparing pre- and post scores.

3.    Participants applied the skills on the job. On a follow-up questionnaire, team leaders reported high levels of use of the five core team leadership skills learned from the program. In addition, participants identified several barriers to the transfer of skills into actual job performance.

4.    Performance records from teams units reflect the following improvements in the sixth month following completion of the program: productivity has improved 23%, combined quality measures have improved 18%, and efficiency has improved 14.5%. While other factors have influenced these measures, the program designers feel that the team-building program had an important impact on these business measures. The specific amount cannot be determined.

The results (option E)

1.    Program feedback was very positive. Program participants rated the course 4.2 out of 5 in an overall assessment. Participants enjoyed the program and indicated that it was relevant to their jobs. Sixteen participants planned specific activities to focus on team building on the job.

2.    Participants learned new team-leadership skills. An observation of skill practices verified that the team members acquired adequate skills in the five core team-leadership skills. In a multiple choice, self-scoring test on team building and team motivation, a 48% improvement was realized when comparing pre- and post scores.

3.    Participants applied the skills on the job. On a follow-up questionnaire, team leaders reported high levels of use of the five core team-leadership skills learned from the program. In addition, participants identified several barriers to the transfer of skills into actual job performance.

4.    Performance records from team’s units reflect the following improvements in the sixth months following completion of the program: productivity has improved 23%, combined quality measures have improved 18%, and efficiency has improved 14.5%.

Several other factors were identified which influenced the business impact measures. Two other initiatives helped improve quality. Three other factors helped to enhance productivity, and one other factor improved efficiency. Team leaders allocated the percentage of improvement to each of the factors, including the team-building program. To accomplish this, team leaders were asked to consider the connection between the various influences and the resulting performance of their teams and indicate the relative contribution of each of the factors. The values for the contribution of the team-building program are presented below. Because this is an estimate, a confidence value was placed on each factor, with 100% representing certainty and 0 representing no confidence. The confidence percentage is used to adjust the estimate. This approach adjusts for the error of the uncertainty of this estimated value.

The adjustments are shown below:

[image: image]

The results (option F)

The data in Option E are developed plus costs and values. Recognizing that the cost of the program might exceed the benefits, the program manager developed the fully loaded cost for the teambuilding program and compared it directly with the monetary benefits. This required converting the productivity, quality, and efficiency measures to monetary amounts using standard values available in the work units. The benefits are compared directly to the program costs using an ROI formula. Calculations are as follows:
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RELATIVE VALUE OF DATA

Each version of the data from the Utility Services Company case has relative value to the organization as the level of information is developed. Table 1.2 illustrates this relative value.


Table 1.2. Relative value of data.
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The ROI Process creates a balanced evaluation by collecting, measuring and reporting six types of data:

1.    Reaction to/satisfaction with the training and planned actions.

2.    Learning.

3.    Application/implementation on the job.

4.    Business impact.

5.    Return on investment (financial impact).

6.    Intangible benefits.

This allows for the contribution of the training to be presented in context and in a credible manner. It also accommodates the presentation of the type of data in which each stakeholder has a stated interest.

SETTING EVALUATION TARGETS

Because evaluation processes are constrained by budgets and other resources, it is both useful and prudent to evaluate an organization’s training programs by using sampling techniques, with different levels of evaluation being conducted according to predetermined percentages. An example used by a large telecommunications company, presented in Figure 1.2, illustrates how this works.


Figure 1.2. Setting evaluation targets.

[image: image]



As an example, if 100 programs are to be delivered during the year, all of them will be evaluated at Level 1 and 10 of them will be evaluated at Level 5. Since a Level-5 evaluation also includes all other levels, the 10 programs evaluated at Level 5 would be included in the evaluations at each of the other levels. For example, 10 of the 50 programs being evaluated at Level 2 would also be evaluated at Levels 3, 4, and 5 as part of the ROI target.

These targets represent what a large company with a dedicated evaluation group would pursue. This may be too aggressive for some organizations. Targets should be realistically established, given the resources available. Discuss this with your training colleagues and stakeholders and decide how to set similar targets for evaluation in your organization.


	Evaluation targets for your organization.


	      Level 1    
	    ___________%



	      Level 2    
	    ___________%



	      Level 3    
	    ___________%



	      Level 4    
	    ___________%



	      Level 5    
	    ___________%




CREATING A RESULTS-BASED TRAINING CULTURE

In order for training to achieve optimum results and sustain credibility in an organization, it is important that a culture of results-based training exist in the organization. Table 1.3 illustrates the fundamentals of this culture.


Table 1.3. (Downloadable Form.) A results-based training culture.

[image: image]

Copyright McGraw-Hill 2002. To customize this handout for your audience, download it from (www.books.mcgraw-hill.com/training/download). The document can then be opened, edited, and printed using Microsoft Word or other word-processing software.



The ROI Process presented in the succeeding chapters will guide you in planning and implementing evaluation of training and development programs, whether you and your stakeholders decide to evaluate only through, for example, Level 3, or to utilize the entire process and generate all six types of data.

FURTHER READING

1Kirkpatrick, Donald L. Evaluating Training Programs: The Four Levels, 2nd Edition. San Francisco: Berrett-Koehler Publishers, 1998.
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CHAPTER

2

The ROI Model and Process

OVERVIEW OF THE ROI MODEL AND PROCESS

The ROI Process has been used in hundreds of business and government organizations to demonstrate the impact and return on investment of training programs, human resource programs, major change initiatives, and performance-improvement programs. The four features valued most by clients are simplicity, cost-effectiveness, flexibility, and robust feedback useful for informing senior management about performance on the job and impact on business measures. Figure 2.1 illustrates each component of the ROI Process. Each component is given a number to aid in briefly describing it. The description follows Figure 2.1.


Figure 2.1. The ROI model and process.

[image: image]



 

Develop Objectives of Training (#1): This initial step develops an understanding of the scope of the program and the business measures that it should influence. If the program is an existing program being evaluated, the objectives and content of the program are reviewed to guide the development of evaluation strategies. If it is a new program, needs assessment data are used to develop objectives at levels 1 through 4. The purpose of the evaluation study is then determined.

Develop Evaluation Plans and Baseline Data (#2): The Data Collection Plan is developed and measurements (4 levels), methods of data collection, sources of data, and timing of collection are identified to collect baseline and follow-up data. The ROI Analysis Plan is developed and the methods of isolation, conversion of data to monetary values, cost categories, communication targets, and other steps are determined. The nature of the training intervention and the rollout schedule will dictate the timing of the data gathering. The purpose of the study and appropriate evaluation strategies are verified before beginning the process. The completion of these plans completes the planning process for the remaining steps (3 through 10).

Collect Data During Training (#3): The training is implemented, and data is collected at level 1 and level 2. The evaluator may not always be involved in collecting data at these two levels, but should require evidence from others (especially at level 2) that provides sufficient data to satisfy the needs of the study at the level in question.

Collect Follow-up Data After Training (#4): Applying the methods and timing from the Data Collection Plan described earlier, follow-up data is collected. Depending on the program selected for evaluation as described in the Data Collection Plan, data collection may utilize questionnaires, interviews, data from company records, or other methods as appropriate. The cost of the training (#7) is tabulated per the guidelines on the ROI Analysis Plan and will be used later in the ROI calculation.

Isolate the Effects of the Training (#5): As indicated on the ROI Analysis Plan, one or more strategies are used to isolate the effects of the training. Examples are use of a control group arrangement, trend line analysis, estimates by participants, estimates by managers, and estimates by in-house experts. If a control group arrangement is feasible, performance data will be collected on the trained group and on another group with similar characteristics that does not receive the training. The pre- and post-training performance of the two groups will be compared to determine the extent of improvement influenced by the training. At least one isolation strategy will be used to determine the extent of influence the training intervention has on key business measures.

Convert Data to Monetary Values (#6): Certain business impact data influenced by the training will be converted to monetary values. This is necessary in order to compare training benefits to training costs to determine the return on investment (calculate the ROI, #8). Fully loaded costs (#7) must be captured in order to complete the calculation. If some data cannot be converted to a monetary value, that data will be reported either as business impact results (e.g., improvements in customer or employee satisfaction) or as intangible benefits when the business impact cannot be expressed as a hard value (# 9).

Generate an Impact Study (#10): At the conclusion of the study, two reports are usually developed for presentation. One report is brief and intended for presentation to executive management. The other report is more detailed and is suitable for other stakeholders.

DEFINING THE RETURN ON INVESTMENT AND BENEFIT-COST RATIO

Basic Concept of ROI

The term return on investment is often misused in the training and performance improvement field, sometimes intentionally. In some situations, a very broad definition for ROI is used to include any benefit from a training intervention. In these situations, ROI is a vague concept where even subjective data linked to an intervention are included in the concept of the return. In the ROI Process presented in this book, the return on investment is more precise and is meant to represent an actual value developed by comparing training-intervention costs to outcome benefits. The two most common measures are the benefit-cost ratio and the ROI formula. Both are presented in this chapter.

Annualized Values

All the data presented in this book use annualized values so that the first-year impact of the investment in a training program is developed. Using annual values is becoming a generally accepted practice for developing the ROI in many organizations. This approach is a conservative way to develop the ROI, since many short-term training and performance improvement initiatives have added value in the second or third year. For long-term interventions, annualized values are inappropriate and longer time frames need to be used. For most training interventions of one-day to one-month duration, first-year values are appropriate.

Benefit-Cost Ratio

One method for evaluating training and performance improvement investments compares the annual economic benefits of a training intervention to its costs, using a ratio. In formula form, the ratio is:

[image: image]

A benefit-cost ratio of 1 means that the benefits equal the costs. A benefit-cost ratio of 2, usually written as 2:1, indicates that for each dollar spent on the training, two dollars were returned as benefits.

The following example illustrates the use of the benefit-cost ratio. An applied leadership-training program, designed for managers and supervisors, was implemented at an electric and gas utility. In a follow-up evaluation, action planning and business performance monitoring were used to determine benefits. The first-year payoff for the intervention was $1,077,750. The total, fully loaded implementation costs were $215,500. Thus, the benefit-cost ratio was:

[image: image]

This is expressed as 5:1, meaning that for every one dollar invested in the leadership program, five dollars in benefits is returned.

The ROI formula

Perhaps the most appropriate formula to evaluate training and performance improvement investments is to use net benefits divided by cost. The ratio is usually expressed as a percentage when the fractional values are multiplied by 100. In formula form, the ROI becomes:

[image: image]

Net benefits are training benefits minus training costs. The ROI value is related to the BCR by a factor of one. For example, a BCR of 2.45 is the same as an ROI value of 145%. This formula is essentially the same as ROI in other types of investments. For example, when a firm builds a new plant, the ROI is annual earnings divided by investment. The annual earnings are comparable to net benefits (annual benefits minus the cost). The investment is comparable to the training costs, which represent the investment in the training program.

An ROI on a training investment of 50% means that the costs are recovered and an additional 50% of the costs is reported as “earnings.” A training investment of 150% indicates that the costs have been recovered and an additional 1.5 times the costs is captured as “earnings.” An example is provided below using the same leadership program and results illustrated for the BCR above.

[image: image]

For each dollar invested, four dollars were received in return, after the cost of the program had been recovered. Using the ROI formula essentially places training investments on a level playing field with other investments using the same formula and similar concepts. The ROI calculation is easily understood by key management and financial executives who regularly use ROI with other investments.

Although there are no generally accepted standards, some organizations establish a minimum requirement or hurdle rate for an ROI in a training or performance improvement initiative. An ROI minimum of 25% is set by some organizations. This target value is usually above the percentage required for other types of investments. The rationale is that the ROI process for training is still a relatively new concept and often involves subjective input, including estimations. Because of that, a higher standard is required or suggested. Target options are listed below.

[image: images]     Set the value as with other investments, e.g. 15%

[image: images]     Set slightly above other investments, e.g. 25%

[image: images]     Set at break even (0%)

[image: images]     Set at client expectations

DECIDING WHICH OF THE FIVE LEVELS IS RIGHT FOR YOUR TRAINING EVALUATION

Evaluation dollars must be spent wisely. As mentioned previously, sampling can be used extensively to gather data and get a good picture of how training is making a contribution to the organization. Since level-4 and level-5 evaluations consume the most resources, it is suggested that evaluations at this level be reserved for programs that meet one or more of the following criteria:

[image: images]     The life cycle of the program is such that it is expected to be effective for at least 12 to 18 months.

[image: images]     The program is important in implementing the organization’s strategies or meeting the organization’s goals.

[image: images]     The cost of the program is in the upper 20 percent of the training budget.

[image: images]     The program has a large target audience.

[image: images]     The program is highly visible.

[image: images]     Management has expressed an interest in the program.

Level-3 evaluations are often prescribed for programs that address the needs of those who must work directly with customers, such as sales representatives, customer-service representatives, and those in call centers who must engage in customer transactions immediately after the training program. Compliance programs are also good candidates for Level-3 evaluation. (See Figure 2.2.)


Figure 2.2. Downloadable worksheet: Selecting programs for evaluation at each of the 5 levels.

[image: image]
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Copyright McGraw-Hill 2002. To customize this handout for your audience, download it from (www.books.mcgraw-hill.com/training/download). The document can then be opened, edited, and printed using Microsoft Word or other word-processing software.

The worksheet in Figure 2.2 should be used as a guide as you review your curriculum and decide which programs to evaluate at each level. Since your evaluation resources are scarce, this will be useful to help narrow your choices.

The upper portion of the worksheet is used to narrow your choices in determining which programs are the best candidates for Level-4 and -5 evaluation. Once you have ranked the possibilities, you will still need to make the final decision based on budget and other resources. It is best that a team of people utilize the worksheet to process these decisions. Designers, instructors, and managers familiar with the programs can serve on the team.

The lower portion of the worksheet is used to guide your decisions on Level 3 candidates. The criteria for Level 3 is not as strict as the Level-4 and -5 criteria. Your decisions for Level 3 should be based more on visible impact on customers, revenue, and the implications of proper employee behavior, as expected to be influenced by a particular program.

Programs that do not meet the criteria for Level 3, 4, or 5 evaluation, should be considered for Level-1 and/or Level-2 evaluation based on the objectives of the program, the expected cost of the evaluation, the ease of evaluation, and the value of the data derived from the evaluation. For example, Level-1 evaluation is inexpensive, easy to do, and yields useful data that can improve a program. Level-2 evaluation is likely a requirement for certification programs or programs that address safety issues or customer service issues.

Evaluation decisions must also be made based on capabilities and resource availability. In any event, you can be sure that others are evaluating your programs, whether by word of mouth or by personal experience. Unless training practitioners want training programs and the training function to be judged on subjective approaches and hearsay, they must prepare themselves to do the job and they must allocate the resources to do a thorough job. Perhaps we should ask: is it worth 5% of the training budget to determine if the other 95% is expended on programs that are making the proper contribution?

FURTHER READING

Kaufman, Roger, Sivasailam Thiagarajan, and Paula MacGillis, editors. The Guidebook for Performance Improvement: Working with Individuals and Organizations. San Francisco: Jossey-Bass/Pfeiffer, 1997.

Kirkpatrick, Donald L. Evaluating Training Programs: The Four Levels, 2nd Edition. San Francisco: Berrett-Koehler Publishers, 1998.

Phillips, Jack J. Handbook of Training Evaluation and Measurement Methods, 3rd Edition. Houston: Gulf Publishing, 1997.

Swanson, Richard A., and Elwood F. Holton III. Results: How to Assess Performance, Learning, and Perceptions in Organizations. San Francisco: Berrett-Koehler Publishers, 1999.

Phillips, Jack J. “Was It The Training?” Training & Development, Vol. 50, No. 3, March 1996, pp. 28-32.
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and estimate the value of the program.
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Interpreting the Training and Development Programs Assessment
Score the assessment instrument as follows. Allow

1 point for each (a) response

3 points for cach (b) response.

5 points for each (c) response.
The total will be between 30 and 150 points.

‘The interpretation of scoring is provided below. The explanation is based on the input
from dozens of organizations and hundreds of managers

Saore
Range  Analysis of Score

120-150  Outstanding Environment for achieving results with training and develop-
ment. Great management support. A truly successful example of results-
based training and development.

90-119  Above Average in achieving results with training and development. Good
management support. A solid and methodical approach to resulisbased
training and development.

60-80  Needs Improvement to achieve desired results with training and develop-
ment. Management support is ineffective. Training and development pro-
grams do not usually focus on results.

0-50  Serious Problems with the success and status of training and development
Management support i . Training and development programs
are not producing results.
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What is the best timing for the baseline data collection?
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Most managers view the training and development function as:
) A questonable function that wastes 00 much employee time.

b)  Anecessary function that probably cannot be eliminated.
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by
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b)  Observations by management and reactions from participants.
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) Avariety of training and development programs implemented 1o bring about
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) Regularly

b)  Seldom

©  Never

The results of training programs are communicated:
) When requested, to those who have a need o know.
b)  Occasionally, to members of management only.
© Routinely, to a variety of sclected target audiences.

Management involvement in training evaluation:

a) s minor, with no specific responsibilities and few requests.

b)  Consists of informal responsibilities for evaluation, with some requests for for-
mal training.

) Isvery specific. All managers have some responsibiliies in evaluation.

During a business decline at my organization, the training function wil
a)  Be the first to have its staff reduced.

b)  Be retained at the same staffing level.

) Go untouched in saff reductions and possibly be beefed up.
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a)  Lastyear's budget
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O Azerobased system.
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4. Have you used the written materials since you participated in
the program? Yesd No
Please explain.

5. In the following result areas, please indicate your level of improvement during the last
few months as influenced by your participation in the Leadership Program. Check the
appropriate response beside cach item.

No Vay
Opportunity No Some Moderte Signifcant Signiicant

Result Area loApply Change Change Change  Change  Change
A. ORGANIZING
1) Prioritizing daily activities g o Qa a a =]
9) Applying creative techniques [ T O S S|
3) Organizing daily activities [ T | a a =]
4) Raising level of performance

sndards in area of responsibiliy - 2 [=
B. WORK CLIMATE
1) Applying coaching a g a a a u]
2) Applying techniques/initiatives that

influence motivational climate [ e e | [

3) Implementing actions that
influenced retaining people

4) Implementing job enrichment
opportunities for valued associates

o
[n)
o
[m)
(=)
o

5) Implementing better control and

o
[n)
[u)
[u)
o
o

monitoring systems
6) Applying techniques that influ-
enced better teamwork

o
[n)
o
[u)
o
o

C. PERSONAL OUTCOMES
1) Realizing improved written com-

munications [ I | a a =]
2) Realizing improved oral com-

munications [ | a a a
3) Realizing greater self-confidence | J a a a a a
4) Working personal leadership plan (1 [ a a a
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10. What level of confidence do you place on the above estimations?
____% Confidence (0% = No Gonfidence, and 100% = Certainty)
11. What percentage of the improvement above was actually influenced by the applica-
tion of knowledge and skills from the Leadership Program?
____% Confidence (0% = None, and 100% = All)

12. Do you think the Leadership Program represented a good investment for your orga

tion?
A ves QNo
Please explain.

13, Indicate the extent to which you think your application of knowledge, skills, and
behavior learned from the Leadership Program had a positive influence on the fol-
lowing business measures in your own work or your work unit. Please check the
appropriate response beside each measure.

Appiics Very
N BuNo  Sme  Modwae  Siuifcant Sguicant
Business Measure Applicable. Influence nflunce Influnce Inflence  Inluence
A, Work output u] u] a ] a
C. Cost control a Qa o o a a
D. Efficiency a a a a a a
E. Response time to CustomersJ u] =] a a a
E a Qa o o a a
G. a Qa o a a a
H a Qa o a a a
I Employee absenteeism () a a a u] =]
J Employee satisfaction Q o a Qa u]
K. Employee complaints u] u] =] =] u] =]
L Customer satisfaction Q o a Qa u]
M. Customer complaints u] u] a a u) a
N. Other (please specify) u] u] a a u] =]

Please cite specific examples or provide more details:
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PART Il

PLEASE RATE THE PRESENTERS REGARDING THEIR OVERALL PRESENTATION
EDGE OF THE SUEJECT, ABILITY TO CONVEY THE INFORMATION IN AN INTERESTING AND INFOR-
MATIVE WAY, AND THE OVERALL VALUE OF THE PRESENTATION TO MEET YOUR LEARNING NEEDS.
[HE RATING SCALE IS SHOWN BELOW. PLEASE ADD ANY ADDITIONAL COMMENTS ABOUT THE
BEST PART OF EACH PRESENTATION AND THE PART THAT COULD IMPROVE.

INCLUDING KNOWL

NAME SUBJECT RATING
Sy S
Do Diuges Agee gt
B Financial Outlook
Best Par: Knowledgeofsubject 3 O O O
Could Improve_______ | Ability to nform and hold imeerest 3 d 0
Ovralaluc of presenasion 43
g S
D Dinges  Mpee g
s Goals Status
Best Pare Knowledge ofsubject 4 O O 1
Could Improve: winform and hold inerest 3 0 0 0
Overall valuc of presencasion 1 3 0 0
Sy Sy
Dingree Diugee  Agee Agee
Jose Statusof Neco Product Deoelopment
Best Par: Knowledgeofsubject 3 O O O
Could Improve | Ability o nform and hold imeerest 3 d 0
Ovrallaluc of presenaion 3 33 1
e i
g Dinges Mee A
Amanda Supplicr Relationships
Best Par Knowledgeofsubject 3 O O 1
Could Improve: Abiliy winform and hold imeerest — J 1 0O
Overall value of presenasion _ J 1 1 1
S S
Dingee Diwgre Agee Agee
Bruce Stratgic Direction
Beshi______ Knowledgeofsubject ~ J O O 0
Could Improve________ | Ability o nform and hold imeerest 3 d 0
Ovrallaluc of presenasion 3 33
S S
Dingre Dimgee A Agre
Tuan The Competition
Best Pare Knowledgeofsubject 3 O O 1
Could Improve: Abilt 10 inform and hold imerest 3 3 30
Overall valuc of presencasion 3 3 3 1
S S
Dot Dimge A= hg
Marie Customers and Marketing
Best Part Knowledgeofsubject ~ J O O 1
Could Improve: winform and hold inerest 3 O d 0
Overall value of presencasion 1 3 1 0
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2 Learning
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14. What ad

onal benefits have been derived from this program?

15. What barriers, if any, have you encountered that have prevented you from using
skills/behaviors gained in the Leadership Program? Check all that apply.

T have had no opportunity to use the skills.

T have not had enough time to apply the skills.

My work environment does not support the use of these skills/behaviors.

My supervisor does not support this type of program.

“This material does not apply to my job situation.

Other (please specify):

oooooo

1f any of the above are checked, please explain if possibie.

16. What enablers, if any, are present to help you use the skills or knowledge gained from
this program? Please explain.

. What additional support could be provided by management that would influence
‘your ability to apply the skills and knowledge learned from the program?

18, What additional solutions do you recommend that would help to achieve the same
business results that the Leadership Program has influenced:
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LEVEL OF OBJECTIVES FOCUS OF OBJECTIVES

Level 1 Defines a specific level of satisfaction

Reaction/ and reaction to the training as it is delivered o
Satisfaction  participants.

Level 2 Defines specific knowledge and skill(s) t be
Learning developed /acquired by training participants.
Level 3 Defines behavior that must change as the know-

Application/  ledge and skills are applied in the work setting
Implementation following the delivery of the training.

Level 4 Defines the specific business measures that
Business Impact will change or improve as a result of the application of
the training.

Level 5ROl Defines the specific return on investment from the
implementation of the training, comparing costs with
benefits.
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FPERCENT

MONTHLY CONTRIBUTION AVERAGE ADJUSTED
IMPROVEMENT ~ FROM CONFIDENCE IMPROVEMENT
N TEAM ESTIMATE IN SIX
SIXMONTHS ~ BUILDING  (PERCENT) MONTHS
A B c AXBxXC
Productivity 23% 57% 86% 113%

Quality 38% 74% 5%

Efficiencies 64% 91% 8.4%
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CHAIN OF VALUEOF  CUSTOMER FREQUENCY DIFFICULTY
IMPACT INFORMATION  FOCUS OF USE OF ASSESSMENT

. Reaction Lowest Consumer Frequent Easy

Highest Client Infrequent Difficult

Customers:  Consumers are customers (participants) who are actively involved i the
training.
Clients are customers (stakeholders) who fund, support, and approve the
training.
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Program Costs for Eighteen Participants = $54,300
Annualized First-Year Benefits

Productivity 197,000
Quality 121,500
Efficiency 90,000

$408,500 Total Program Benefits
_ 408,500 - 54,300
54,300

ROI X100 =
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There must be a training need.

There must be a problem or opportunity where there is
an existing performance gap or a new requirement is
being introduced, and raining is an appropriate solution.

A feasible training solution
must be implemented at the
right time, for the right people,
ata reasonable cost.

The solution must be implemented based on the need.
It should be implemented at a time that is compatible
with the opportunity to perform or apply the new
behavior. The program cost should be compatible with
the cost or potential monetary benefit of the

problem /opportunity. If the cost is out of line, this could
result in a low or negative ROL

The training solution must be
supported and applicd in the
work seting.

Transfer o the performance setting must occur through
application in order to influence individual and
organizational performance. Plans should be implement-
ed even before the training takes place to ensure a sup-
porive application environment. This includes the appro-
priate involvement of numerous stakeholders to reinforce
desired behavior. It also includes the existence of appro-
priate processes and systems.

Linkage must exist 0 one or
more organizational measures.

If the behavior desired of taining participants is to
bring about organizational improvements, the training
design must be linked to at least one organizational per-
formance measure. This linkage should be established
when the program is designed and communicated during
participant selection and program implementation.
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agement and other stakeholders may
be satisfied with intangible data.
Subjective data that emerge in evalu-
ation of business impact may fall into
this category (e.g., increases in cus-
tomer satisfaction or employee satis-
faction, customer retention, improve-
ments in response time to cus-
tomers). Other benefits that are
potentially intangible are increased
organizational commitment,
improved teamwork, improved cus-

tomer service, reduced conflicts, and

reduced stress. Often, the data tell us
that such things have been influ-
enced in a positive way by the train-
ing (so there presumably is a business|
impact), but the organization has no

monetary way to measure the impact.

A business impact that cannot be
measured in monetary terms cannot
be compared with the cost of the
training, so no cost-henefit ratio, or
ROI, can be determined. This places
the data in the intangible category.
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Level

Return on
investment

(ROI)

Focus is on the
monetary
benefits as

a
result of the
training

This is an evaluation of the monetary
value of the business impact of the

training, compared with the costs
the training. The business

of

impact

data is converted t0 a monetary value

in order to apply it to the formula to
calculate return on investment. This
shows the true value of the program
in terms of its contribution to the
organization’s objectives. It is pre-
sented as an ROI value or cost-bene-
fiit ratio, usually expressed as a per-
centage. An improvement in a busi-
ness impact measure as a result of
training may not neces

rily produc
a positive ROI (e.g., if the training
was very expensive).

Intangible
benefits

Focus is on the
added value of the
training in non-
monetary terms

Intangible data is data that either
cannot or s

hould not be converted to

monetary values. This definition has

nothing to do with the importance of |
the data; it addresses the lack of
objectivity of the data and the inabili-

ty to convert the data to monetary
values. Sometimes it may be too
expensive to convert certain data 10 a
monetary value. Other times, man-
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= Increased job satisfaction

= Increased organizational commitment
= Improved work climate
Fewer employee complaints

Fewer employee grievances

.
= Reduction of employee stres
= Increased employee tenure

= Reduced employee lateness

= Reduced absenteeism

= Reduced employee trnover

= Increased innovation

= Increased customer satisfaction

Decreased customer dissatisfaction
Enhanced community image
Enhanced investor image
Fewer customer complaints
Faster customer response time
Increased customer loyalty
Improved teamork
Increased cooperation
Reduction in conflict
Improved decisiveness
Improved communication
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COST ITEM PRORATED | EXPENSED
Needs assessment v
Design and development v
Acquisition v
Delivery v
wSalaries/benefis—urainers v
wSalaries/benefits—coordination v
wProgram materials and fees v
Travel/lodging/meals v
wFacilities v
WPariicipants’ salaries/benefits v
aContact time v
WTravel time v
wPreparation time v
valuation v
Overhead/training and development v
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Example A $300.000 - $90.000 .. _
$90,000 =233x 100 =233%

Example B 9000008120000 _|

Increase in costs $120,000 =150x100 ~150%

with same level of

benefits

Example C $300,000 - $50,000 _ ;

Decrease in costs 50,000 =500X100 =500%

with same level of
benefits
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EXPENSE ACCOUNT CLASSIFICATION
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12
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19

Salaries and benefits—uaining
personnel

Salaries and benefits—other company
personnel

Salaries and benefits—participants

Meals, ravel, and incidental expenses
| —usaining personnel

Meals, ravel, and accommodations—
participants

Office supplics and expenses
Program materials and supplies
Printing and reproduction
Ousside services

Equipment expense allocation
Equipment—rental
Equipmen—maintenance
Registration fees

Faclites expense allocation
Faclites rentl

General overhead allocation
Ouher miscellancous expenses
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working, we want to know what pre-
vented it from working so that we can
correct the situation in order to facil-
itate other implementations.

Level 4:
Busines;
impact

Focus is on the
impact of the
training process on
specific organiza-
tional outcomes

A training program often is initiated
because one or more business mea-
sures is below expectation or
because certain factors threaten an

organization’s ability to perform and

meet goals. This evaluation deter-

mines the training’s influence or
impact in improving organizational
performance. It often yields objective
data such as costs savings, output
increases, time savings, or quality
improvements. It also yields subjec-
tive data, such as increases in cus-

tomer satisfaction or employee satis-
faction, customer retention, improve-
ments in response time to customers,
etc. Generating business impact data
includes collecting data before and
after the training and linking the out-
comes of the training to the appro-
priate business measures by analyzing
the resulting improvements (or lack
thereof) in business performance.
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EVALUATION FRAMEWORK

EVEL AND
TYPE OF FOCUS OF SUMMARY OF HOW THE
DATA THE DATA DATA IS USEFUL
Level 1: Focus is on the Reaction data reveals what the target
Reaction training program, ~population thinks of the program—
the faci

and /or

how z

itator,and

the participants’ reactions to and/or
i with the training program

and planned
action

might occur

and the trainer(s). It may also
measure another dimension: the
participants’ planned actions as a
result of the training, i.e., how the
participants will implement a new
requirement, program, or process, or
how they will use their new capabili-
ties. Reaction data should be used to
adjust or refine the training content,
design, or delivery. The process of
developing planned actions enhances
the transfer of the training to the
work setting. Planned-action data also
can be used to determine the focal
point for follow-up evaluations and to
compare actual results to planned
results. These findings also may lead
to program improvements.

Level 2:

Learning

Focus is on the

participant and
various support
mechanisms for
learning

The evaluation of learning is con-
cerned with measuring the extent to
which desired attitudes, principles,
knowledge, facts, processes, proce-
dures, techniques, or skills that are
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presented in the training have been
learned by the participants. It is more!
difficult to measure learning than to
merely solicit reaction. Measures of
learning should be objective, with
quantifiable indicators of how new
requirements are understood and
absorbed. This data is used to con-
firm that participant learning has
occurred as a result of the training.
initiative. This data also is used to
make adjustments in the program
content, design, and delivery

ob
Application

Level

Focus is on the
participant, the

and/or imple- work setting, and

mentation

support mechan-
isms for applying
learning

This evaluation measures behavioral
change on the job. It may include
specific application of the special
knowledge, skills, etc., learned in the
training. It is measured after the
training has been implemented in
the work setting. It may provide data
that indicate the frequency and effec-
tiveness of the on-the-job application.
It also addresses why the application
is or is not working as intended. If it
is working, we want to know why, so
we can replicate the supporting influ-
ences in other situations. If it is not
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NEW PROFESSIONAL ASSOCIATES

Orientation 12
New team leader training 215
Statistical quality control 418

Valuing diversity 791
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Analysis 1
Development 2
Delivery

valuation 4
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Delivery costs
Participant costs
Salaries & employee benefitspartcipants (number of
participants x average salary x employee benefits factor
x number of hrs or days of training time)
Meals, travel, and accommodations(number of pardicipants
x avg. daily expenses x days of training)
Participant replacement costs
Lost production (explain basis)
Program materials and supplies
Instructor costs.
Salaries and benefits
Meals, travel, and incidental expense
Ousside services
Facility costs (distance learning, wraditional classroom, lab, other)
Facilities rental
Facilities expense
Equipment expense allocation
Other miscellaneous

Total delivery costs

Evaluation costs
Salaries & employee benefitsraining staff (number of people
x average salary x employee benefits factor x number of
hours on project)
Meals, travel, and incidental expenses
Participants costs (interviews, focus groups, questionnaires, etc.)
Office supplies and expenses
Printing and reproduction
Outside services
Equipment expense
Other miscellaneous expenses

Total evaluation costs for program / project
Share of general overhead allocation of training department

Total program /project costs
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Program Date:

Temized

Analysis costs

Salaries & employee benefits-training staff (number of people x
average salary x employee benefits factor x number of hours
on project)

Meals, ravel, and incidentals

Office supplies and expenses

Printing and reproduction

Ourside services

Equipment expense

Registration fees

Other miscellaneous expenses

Total analysis cost

Development costs
Salaries & employee benefits-training staff (number of
people x average)
Salary x employee benefits factor x number of hours on projec)
Meals, ravel, and incidental expenses
Office supplies and expenses
Program materials and supplies
Film or videotape
Audio tapes
35-mm slides
CDs/disketies
Overhead wansparencies
Software
Artwork
Manuals and materials
Other
Printing and reproduction
Ourside services
Equipment expenses
Registration fees
Other miscellaneous expenses
Total development cost

Total
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Example: Questions To Ask To Determine Stakeholder Expectations

LEVEL EXECUTIVE LINE MANAGER [PARTICIPANT
Level 1, Reaction/ [What do you view  [Whatare your  [What is important to
Satisfaction as participant respon- |preferences (time, [you as you participate
Planned Action  [sibilities when they  [location, etc) as  |in our programs?
attend training your associates  [What do you expect

programs? attend our lof the experience?
wraining programs?

Level 2, Learning |What delivery What level of learn- [What do you need o
lchannels will you ing do you expect? [learn? How will this
support to achieve  [How much time  [benefit you? How would
learning in the will you allocate  |you like to learn?

lorganization? What  [for you and your  [What learning methods
funding is available  [associates to allow  [work best for you?

for training? What  [his to happen?
funding is available  [How can you be
for experimentation [involved?

[with the various
|delivery channels?

Level 3, What should people  [What should your  [We do you need to be

Application/ lbe doing to lassociates be able  [able to do? How can

Implementation  [contribute to (0 do after attend-  |we best help you learn
lachieving strategic  [ing our training |t do that? What enablers
lobjectives? How can  |program? How can |need to be in place to
you demonstrate sup- |you become help you do these things?
port for learning  [involved before

ransfer? How can we [and afterthe
assistin tha¢: What  [uaining to make
funding is available  [his happen?

o influence transfer?

Level 4, Business {What problems or  [If your people apply|When you apply the
Impact lopportunities exist  [what they learn,  [new skills/behavior
that we can influence [how will it benefit  [identified, how w
[with raining? What ~ |the organization?
lorganizational mea- |What are the other What measures will
sures need to be factors that can fimprove?
influenced by tain-  [also influence the-

ing programs? What _[results you want?
nce do you need

that will demonstrate
that results have been
ed?
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Worksheet
Narrowing Your Choices to the Easiest and Most Practical Approach

FOLLOW.UP CONVERTING DATA
DATA COLLECTION ISOLATING THE EFFECTS  TO MONETARY VALUES.

Are performance data on the uained Wil logisics, economics, and  Are standard values available in the
population available from organization ethical considerations allow the  organization to use for conversion?
records? use of a control group.

arrangement

Willa follow-up questonnaire yield  Is there more than one factor  Are cost records available for the
the daa needed Who are the best  affecting the performance speciic measures we hase identified?
sources and will they cooperate? ‘measures Can a trend fine

analysis be used (o compare
before and afier results?

Is observation on the ob feasible and _ Are orher factors likely 10 Is there an internal expert who
il it ield the daa required influence performance and can estimae the value of the measures?
Wil observation be too disruptive? o relationships exist that

allow the use of forecasting.

methods?
Are intersiws with partcipants o Can participants or their Is there an external expert who can
others necessary 1o get the data supervisors estimate the estimate the value of the measurs
needed and does time allow for program’s impact:
this method Who s in the best position

t© know and who will cooperate?
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 Are follow-up focus groups necessary
and docs time allow for this meihod

Can managers estimate the
program’s mpact:

Who i in the best positon o
Know and who wil cooperate

Are there any government, industry,
o research dara avalable o estimare the
valuer

Does the program design lend fself.
© progran asigoments for daa
collecton purpose

Can subordinates repor on the
influence of oher factors:

“Are supersisors of program particpants
capable of estimating the value?

s the popultion capable of wsing
action planning or performance.

contracting to address application
and daa collection requirements

Can the fmpact of other
influencing factors be caleulated
or estimated?

T senior management wiling 1 provide an
estimare of the value?

Does the program design include s
follownp sesson that can be used
for dara collecton?

“Are cuomers able 1o determine
i skils make the diference in
performance?

Does the raining and development
saff have the expertie to estate
the value?
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Level 5, Return on
Investment

To what extent do
you expect the
benefits of the
training o exceed
the fully loaded cost
of the waining
(what ROT is
acceptable)?

How will the pro-
gram benefit your
operation and
provide a rewurn
on the participants
time and any other
investment or lost

How will the program
personally benefit you
and provide a rewrn on
your time and any other
investment or lost
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Trai

ing and Development Programs Assessment:
A Survey for Managers

Instructions. For cach of the following statements, please circle the response that best
deseribes the training and development function in your organization. If none of the
answers describe the sitation, select the one that best fits. Please be candid.

Select the most accurate response.

1. The direction of the training and development function in your organization:
) Shifis with requests, problems, and changes as they occur.
b) Is determined by Human Resources and adjusted as needed.
) Is based on a mission and a strategic plan for the function.

2. The primary mode of operation of the training and development function
) To respond to requests by managers and other employees o deliver training
programs and services.
b)  To help management react to crisis situations and reach solutions through train-
ing programs and services.
) To implement many waining programs in collaboration with management to
prevent problems and crisis siations.

8. The goals of the training and development function are:
) Set by the waining staff based on perceived demand for programs.
b)  Developed consistent with human resources plans and goals.
) Developed t integrate with operating goals and strategic plans of the organiza-
ton.

4. Most new programs are inidiated:
) By request of top management.
b)  When a program appears t be successful in another organization,
) After a needs analysis has indicated that the program is needed.

5. When a major organizational change is made:
@) We decide only which present eded, not which skills are needed.
b)  We occasionally assess what new skills and knowledge are needed.
€ We sysiematically evaluate what skills and knowledge are needed.

6. To define training plans
) Management is asked to choose raining from a list of canned, existing courses.
b)  Employees are asked about their training needs.
©) Training needs are sysematically derived from a thorough analysis of perfor-
mance problems.

7. When determining the timing of training and the target audiences:
@) We have lengihy, nonspecific training courses for large audiences.
b) W tie specific taining needs to specific individuals and groups.
©) We deliver training almost immediately before the skills are to be used, and
given only to those people who need it.






OPS/images/p269.png
8. The responsibility for results from training;
@) Rests primarily with the raining staff t© ensure that the programs are success-
ful
b) Isa responsibilit of the training staff and line managers, who jointly ensure
that results are obiained
© Isa shared responsibility of the waining staff, participants, and managers all
working together (o ensure success

9. Systematic, objective evaluation, designed to ensure that trainees are performing

appropriately on the job:

) Is never accomplished. The only evaluations are during the program and they
focus on how much the participants enjoyed the program.

b) Is occasionally accomplished. Participants are asked if the training was effective
on the job.

© I frequenily and systematically pursued. Performance is evaluated after training
is completed.

10, New programs are developed:
) Internally, using a saff of instructional designers and specialists.
b) By vendors. We usually purchase programs modified to meet the organization's
needs
© In the most economical and practical way (0 meet deadlines and cost objectives,
using internal staff and vendors.
11, Costs for training and OD are accumulated:
@) Ona totl aggregate basis only:
b) On a program-byprogram basis.
©) By specific process components such as development and delivery, in addition
10 a specific program.
12 Management involvement in the training process is:
) Very low with only occasional input.
b) Moderate, usually by request, or on an asneeded basis.
©) Deliberately planned for all major training activites, (o ensure @ partership.
arrangement.
13, To ensure that training is transferred into performance on the job, we
) Encourage participants to apply what they have learned and report results.
b)  Ask managers to support and reinforce training and report results.
©) Uilize a variety of training transfer surategies appropriate for each

sation.

14, The raining sff's interaction with line management is:
@) Rare. We almost never discuss issues with them.
b)  Oceasional; during activities such as needs analysis or program coordination.
©) Regular; 0 build relationships as well as 10 develop and deliver programs.

15, Training and development’s role in major change efforts
) To conduct training (o support the project, as required.
b) To provide administrative support for the program, including training.
©) Toinitiate the program, coordinate the overall effort, and measures its
progress, in addition (o providing training.
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By the end of 2002, all training programs will have a data-collection plan in place. The
plan will include the following items:

® Objectives
DataCollection Methods

® Timing
® Responsibilities

By the end of 2003, the following evaluation targets will be established:

100% of the training products will be evaluated at Level 1.

® 50% of the training products will be evaluated at Level 2.
® 30% of the training products will be evaluated at Level 3,
= 206 of the trai

® 10% of the training products will be evaluated at Level 5.

ng products will be evaluated at Level 4.

. all new trai
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be taken (0 a Level-5 evaluation.
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¢ for isolating the effects of the training program. Evaluation at Level 5 will
include strategies for converting the data to monetary values and tabulating the cost of
the program.

Il include a

strate

. By the end of 2002, a resulishased crossfunctional needs assessment will be conducted

for 100% of new training programs sponsored by the Corporate University. This will
require that a diagnosis/ne
this data, Level:3 and -4 objectives for the training programs will be developed.

eds assessment be focused on Level 3 and 4 data and from
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Level 3-Job Applications
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WORK HABITS

Absentecism

Tardiness

Visits to the dispensary

First aid treatments

Violations of safety rules

Number of communication break-
downs

Excessive breaks

Follow-Up

WORK CLIMATE/SATISFACTION
Number of grievances

Number of discrimination charges
Employee complaints

Job satisfaction

Employee turnover

Litigation

Organizational commitment
Employee loyalty

Increased confidence

CUSTOMER SERVICE
Customer complaints

C
Customer dissatisfaction

stomer satisfaction

Customer impressions
Customer loyalty
Customer retention
Customer value

Lost customers

EMPLOYEE
DEVELOPMENT/ADVANCEMENT
Number of promotions

Number of pay increases

Number of learning programs
attended

Requests for transfer

Performance appraisal ratings
Increases in job effectiveness

INITIATIVE/INOVATION
Implementation of new ideas
Successful completion of projects
Number of suggestions
implemented

Setting goals and objectives

New products and services
developed

New patents and copyrights
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OUTPUT
Units produced
Tons manufactured
Ttems assembled
Money collected
Tiems sold
Forms processed
Loans approved
Inventory turnover
Patients visited
Applications processed
Students graduated
Tasks completed
Output per hour
Productivity
Work backlog
Incentive bonus
Shipments
New accounts generated
COSTS
Budget variances
Unit costs
Cost by account
Jariable costs

Overhead cos
Operating costs
Number of cost reductions

Project cost savings
Accident costs
Program costs
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TIME
Equipment downtime
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On-time shipments

Time to project completion
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Supervisory time

Break in time for new employees
Learning time

Meeting schedules

Repair time

Efficiency
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Order response
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Losttime days
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Waste
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Evror rates

Rewor
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properly
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PROFIT COMPONENT UNIT VALUE

Average loan size $15,500

Average loan yield

Average cost of funds (including branch costs)  5.50%

Direct costs for consumer lending 0.82%

Corporate overhead 1.61%

Net Profit Per Loan
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Worksheet: Questions to Ask About Soft Data
able?

Is there an internal expert who

Are cost records

av

can estimate the value?
Is there an external expert who

can estimate the value?

Are there any government, industry,
or research data available o estimate
the value?

Are supervisors of program partici-
pants capable of estimating the value?

Is senior management willing to

provide an estimate of the value?

Does the training and development

staff have expertise to estimate the value?
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Worksheet: Questions to Ask About Hard Data
What is the value of one additional
unit of production or service?
What is the value of a reduction of
one unit of quality measurement?
(rejects, waste, errors)
What is the value of one unit of time
improvement:

Whatare the direct cost savings?
(conversion not required)
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Turnover Cost Ranges as a

Job Type/Category Percent of Annual Wages/Salary
Eniry level—hourly, nonskilled (e.g., fat food worker) 30-50%
Service/production workers—hourly (e.g., courier) 40-70%

Skilled hourly (e.g., machinist) 75-100%

Clerical /administrative (e.g., scheduler) 50-80%
Professional (e.g, sales representative, nurse, accountan) 75-125%

Technical (e.g., computer technician) 100-150%

Engineers (e, chemical engineer) 200-300%

Specialists (e.g., computer software designer) 200-400%
Supervisors/team leaders (e.g. section supervisor) 100-150%

Middle managers (e.g., department manager) 125-200%

Notes:

1. Percentages are rounded to reflect the general range of costs from studies.

2. Costs are fully loaded to include all the costs of replacing an employee and bringing

him /her to the level of productivity and efficiency of the former employee. The
wmover included in studies is usually unexpected and unwanted. The following costs
categories are usually included:

Exi cost of previous employee Lost productivity
Recruiting cost Quality problems

Employee cost Customer dissatisfaction
Orienation cost Loss of expertise/knowledge
Training cost Supervisor's time for wrnover
Wages and salaries while training Temporary replacement costs

3. Turnover costs are usually calculated when excessive turnover is an issue and wrnover
costs are high. The actual cost of wrnover for a specific job in an organization may
vary considerably. The above ranges are intended to reflect what has been generall
reported in the literawre when turnover costs are analyzed.

Sources of data

“The sources of data for these studies follow 3 general categories:

1. Industry and wade magazines have reported the cost of turnover for a specific job.
within an industry

2. Publications in general management (academic and practitioner), human resources
‘management, human resources development training, and performance improvement
often reflect ROT cost studies because of the importance of turnover 0 senior man-
agers and human resources managers.

3. Independent studies have been conducted
erature. Some of these studies have been provi

organizations and not reported in the lit-
led privately to the authors.
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THE COST OF AN ACCIDENT

Direct medical costs related 0 accidents $114,300.00
Worker compensation payments 327,430.00
Tnsurance premiums 120,750.00

Legal expenses

operating budget for salety and health department (minus the above values)

including salaries and benefits of safety stafl 455.250.00
Management and supervisory time devoted to accident prevention and

investigation 105.000.00
Safety training costs not included in above operating budget 31,000.00
Safety awarcness materials 31.000.00
Tost productivity for safety training, safety meetings, accident imvestigation, and

replacement siafl’ 95.000.00
Total SL37.450.00
Total number of accidents 53

Cost per accident §25,425.60
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Step 1. Unit of improvement
Step 2. Value of cach unit
Step 3. Performance level change

Step 4. Improvement value
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Step 1.
Step 2.

Step 3.

Step 4.

Unit of improvement
Value of each unit (cost)

Performance level change

Improvement value

Turnover

$140,000 ($70,000 annual salary x 200%) using the
lower percentage from Table 8.5

Twenty. Annual retention of 20 chemical engineers
duc to the intervention

$2,800,000 annually ($140,000 x annual retention
improvement of 20 engineers)
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Several factors often contribute to performance improvement. In addition to the

waining, other potential

factors are identified below. Look at the factors and indicate what percentage of your

overall performance improvement during the past six months you at

ibute to each of the

factors. If you feel that some of the factors had no influence, do not assign them a per-
centage. The total of all selected items must equal 100 percent.

Please select the items that you fecl
are appropriate by writing in your

Wite in the percentage attributed
10 appropriate items

estimated percentages.

Factors

A) System changes 15%
B) Training project 60%
©) Coaching by supervisor 8%
D) Compensation changes 17%
E) Other (please specify) %

Total of all selected items must = 100 percent

Total 100%
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Several factors often contribute to performance improvement. In addition to the

training, other potential fac-

tors are identified below. Look at the factors and indicate what percentage of your overall
performance improvement during the past six months you attribute to each of the fac-
tors. If you feel that some of the factors had no influence, do not assign them a percent-
age. The total of all selected items must equal 100 percent.

Please select the items that you fecl
are appropriate by writing in your
estimated percentages.

Wite in the percentage attibuted
10 appropriate items.

Factors
A) %
B) %
[0} %
D) %
E) %
[} %
G) %

1) Other (please specify):

Total of all selected items must = 100 percent

Total 100%
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ANNUAL

IMPROVEMENT | |CONFIDENCE|ISOLATION| ADJUSTED
PARTICIPANT|  VALUE | BASIS FOR VALUE FACTOR | FACTOR | VALUE
Iy $135.000 | Fastr production of product drawings 0% S0 | s 200
v S112100 | Increase in outpur, with man-hour savings
due 1o beuer management of backlog: 085 w05 | s 4301
c $0240 | Reduction in overume. 100% s0% | s 020
D 53000 | Improved efficiency in exporc order
process 7% 100% | s 2700
E $100000 | Justineime delivery scheduling resuleed in
reduction in inventory requirements. 5% 206 | s17000
¥ SIS000 | Reduced ste managemen time for revork
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o $10600 | Saved planning dme and reallocated time.
0 productive ks % 0% | s ws
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A S135,000  Faster production of product drawings. 40% 80% $43.200

Annual improvement $135,000 due to faster production

54,000

000 x 040 confidence level

Confidence level S183:

Factor for training
impact

200

000 x 0.80 change caused by program

Total annualized
impact 543,200
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CRITERIA

ISSUE IN QUESTION

1. Reputation of the . | What is the capability or reliability of

source of the data__| the source of the data?

2. Reputation of the What is the eredibility of those involved in

source of the study? | administering the study?

3. Motives of the What interest do the researchers have in the

researchers. outcome of the study?

4. Methodology of the | Is the methodology systematic, conservative, study.

and is it thorough?

5. Assumptions made | Are the assumptions stated, are they thorough, in the

analysis. and given the situation, are they reasonable?

6. Realism of the data. | How realistic is the data is it too complicated outcome
to draw reasonable conclusions; is it relevant to the
organization’s issues and needs:

7. Type of data. Is it hard data and objective in nature, or is it soft data,
and subjective in nature?

8. Scope of analysis. Is the scope of the study narrow and thercfore casier to

see cause and effect, or is it broad in scope with man
variables and influences?
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for Leadershij pment Program

his example is used only to illustrate
sample questions that may be asked on a followup questionnaire.
Itis not intended.to represent a document that is ready for implementation.

Instructions

. Please complete this questionnaire as prompily as possible and return it o the address
shown on the last page. To provide responses, you will need to reflect on the
Leadership Development Program and think about specific ways in which you have
applied what you learned from each session. It may be helpful o review the materials
from each session.

. Please take your time as you provide responses. Accurate and complete responses are
very important. You should be able to provide thorough responses in about 20 min-
utes
vOu wxll need your action plan as you respond o several items on the questionnaire.

iew the action plan and make sure that each page is accurate and complete.
Auach a copy of the action plan to the questionnaire when it is returned.
Please be objective in providing responses. In no way will your name be linked 10 your
input. Your questionnaire and action plan will be viewed only by a representative from
outside firm, XX Company. Specific responses or comments related to any individu-
al will not be communicated to your employer.

. Your responses will help determine the impact of this program. In exchange for your
participation in this evaluation, a copy of a report summarizing the success of the pro-
gram will be distributed to you within a couple of months.

. Should you need clarification or more information, please contact your trainer or a
representative from XX Company.
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Data Collection Ideas to Pursue/Actions To Take
When Preparing To Collect Data

Responsibie | Others Who | Date To Be
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Action Plan for the
Training Program

Name Job Title
Department Organi

Training Start Date Follow-up Date
Trainer.

Note: This Action Plan document should be initiated during the training process. Part I
and Part I will be completed at different times. The trainer will instruct you on how to
proceed, provide you with examples of properly completed action plans, and answer
questions you may have about your ase be thorough and accurate with the
mation. Three Action Plan forms are included, one for each major improvement area
that you identify. If additional areas are identified, please request another Action Plan
document. The completed Action Plan should be returned a few months after you com-
pete the process.

Instructions

Part I, General Information. The entire Action Planning Process should be reviewed with
you early in the taining process. The idea is for you to set an objective(s) for improve-
ment in your employer’s work setting. During the training program, you will set the
objective(s) and determine the planning steps. You will implement the plan over a four-
tofive-month period in your work setting. At the end of the fourto-five-month period,
you will be asked to rewrn your completed action plan so that your documented achieve-
ments can be consolidated with your classmates’” achievements to determine a return on

investment for the training program.

The exact timing for completion of Part 1 is determined by your instructor depending
upon circumstances with your class. In any event, Part I of the plan should be completed
and reviewed by your instructor no later than the last class session. At the top of the form,
include your name and your Objective, such as to increase sales or productivity. Other
examples might be to improve the quality of your work or the work completed by your
team in your work setting. Your instructor will provide you with examples of plans that
have been completed and used for documenting your achievements and calculating

The follow-up date to collect the plans is sually four to five months after the last session.

a

‘aluation Period ranges from the time that Session One takes place to the date when
the Action Plan s returned with completed information. The Improvement Measure is the
specific measure of success, such as sales, time-savings, or reduction in errors or rew

of performance prior to initiating the Action Plan. The Target Performanceis your goal for
g this particular measure. The instructor should sign the instructor signature
block after he/she has reviewed Part I of the Action Pk
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Job Aid: DEVELOPING IMPACT OBJECTIVES
Measuring Business Impact from Application of Knowledge and Skills

The best impact objectives:

= Contain measures that are linked to the knowledge and skills taught in
the training program

= Describe measures that are easily collected

= Are resultsbased, clearly worded, and specific

= Specify what the participant will accomplish in the business unit as a
result of the training

Four categories of impact objectives for hard data are:
= Output
Quality

u Costs

= Time

Three common categories of impact objectives for soft data are:

= Customer service (responsiveness, on-time delivery, thoroughness,
etc)

= Work climate (employee retention, employee complaints, grievances,
etc.)

= Work habits (tardiness, absenteeism, safety violations, etc.)

Tewo examples of Level4 impact objectives are provided below.

1. Reduce employee turnover from an average annual rate of 25% to an
industry average of 18% in one year.

2. Reduce absenteeism from a weekly average of 5% to 3% in six months.
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Job Aid: Developing Application/Implementation Objectives
Measuring On-the-Job Application of Knowledge and Skills

The best objectiv

Identify behaviors that are observable and measurable
= Are outcome-based, clearly worded, and specific

= Specify what the participant will change as a result of the training
= May have three components:

1. Performance—what the participant will have changed /accomplished
ata specified follow-up time after training

2. Condition—circumstances under which the participant will perform

the task

teria—degree or level of proficiency with which the task will be per-
formed

Two types of application/implementation objectives are:
= Knowledge based-general use of concepts, processes, etc.

= Behavior based-ability to demonstrate use of the skill (at least at a basic
level)

Key questions are:

= What new or improved knowledge will be applied on the job?

What is the frequency of skill application?
= What new fasks will be performed?

= What new steps will be implemented?

‘What new action items will be implemented?
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Step four. Follow the job aid in
Table 3.3 to develop the appropri-
ate Level-3 objectives. Example:

Apply the appropriate steps of the cus-
tomer interaction process in every cus-

tomer contact situation.

Step five. After developing the
appropriate L3 objectives, identify
the knowledge and skill deficien-
cies that must be addressed by the
training to influence the job
behaviors. Follow the job aid in
Table 8.2 to develop the appropri-
ate Level-2 objectives. Example:
Given 10 customer contact scenarios,
with 100 percent accuracy identify
which steps of the customer interaction
process should be applied.

Step six. Identify the reaction (-
1) desired from participants when
they participate in the training

solution. Example: Overall satisfac-

tion of participants on a 1 to 5 scale,
based on course relevance, skill appli-
cation opportunities, and coaching

from facilitator should be at least 4.5
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Job Aid: Developing Learning Objectives
Measuring Knowledge and Skill Enhancement

The best learning objectives:

= Describe behaviors that are observable and measurable

= Are outcome-based, clearly worded, and specific

= Specify what the learner must do (not know or understand) as a result
of the training

= Have three components:

1. Performance—what the learner will be able to do at the end of the
training

2. Condition—ecircumstances under which the learner will perform the

K

. Criter

the job

ta

a—degree or level of proficiency that is necessary to perform

Three types of learning objectives are:

= Awareness—Familia

y with terms, concepts, processes
= Knowledge—General understanding of concepts, processes, etc.

= Performance—Ability to demonstrate the skill (at least at a basic level)

Tuwo examples of Level-2 objectives are provided below.
1. Be able to identify and discuss the six leadership models and theories.

2. Given ten customer contact scenarios, with 100 percent accuracy, and
be able to identify which steps of the customer interaction process
should be applied.
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17.As & result ofthis progeam, what will you do differently?
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1=Completely Unacceptable.... 10=Very [O|@[©[0|0|0|0@[0[0 0O
Exceptional
18, My overall rating fo this program olololololololololo

Your comments, ploas: (Please print)

What may keep youfrom appling what sou have learned i this prograr?

Which target geoup s bost suited forthis program? Could sou recommend specific individuals to attend?

Pleass share any iformation you believe would help us t improve this program.

Thank you for taking the time (o share your comments and reactions (o your learning experience..
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19. Would you recommend the Leadership Program to others?  Yes[d  No.

Please explain. If no, why not. If yes, what groups/jobs and why?

20. What specific suggestions do you have for improving this program?

21. Other Comments:

Date of Last Session:

Please return completed questionnaire and action plan
in the enclosed envelope or mail directly to:
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Worksheet Part I—Action Plan For The Training Program
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® Question E provides an opportunity to indicate the subjective nature of this process.
icate the confidence you have in the above information, with 100% indicating cer-
tainty and 0% meaning no confidence. Review all of the questions under the analysis
section and indicate the level of confidence you have in the information you have pro-
vided, including estimates that you have made.

® Question F asks for the amount of the change that was actually caused as a result of
you or your team applying knowledge or skills learned from the training program.
Here you should consider the other factors that could have influenced changes in the

ice of your actions from the training program and

ige. how much of the change was actually related o the

then estimate,
g, from 0% 10 100%.

= Question G asks you 1o estimate the percentage of “me saved” (if time-savings is your

measure) that was then used in productive ways. Time saved that is not used produc-
idered an improvement. Think about the time you (or your team)
saved and how you (or team members) used that time. Estimate the percentage used in
productive ways from 0% 0 100%. If time-savings is not your improvement measure,
you should leave this question blank.

Actual Intangible Benefits. List actual intangible benefits that were realized from your
achievements. Think about the things that you and your employee work team are doing

differently to benefit your work situation and your organization.
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Leadership Development Program Impact Questionnaire

Are you currenty in a supervisory or management role? Yesld No O

1. Listed below are the objectives of the Leadership Program. After reflecting on the pro-
gram, please indicate your degree of success in achieving these objectives. Please
check the appropriate response beside each item.

vy

st/ Behaior No  Lithe Limited Generall Complty

Suctess Swes Sucess Sucesful Suctesful

A. Apply the 11-step goal-setting process a a Qa C
B. Apply the 12step leadership planning process 4 1 0 2 Q1
C. Identify the 12 core competencies of

outstanding leaders a a o a a
D. Identify 10 ways to create higher levels of

employee loyakty and satistaction [S = = T T
E. Apply the concept of Deferred Judgment in

five scenarios L e I |
E. Apply the creative problem.solving process to

an identified problem a a o Qa a
G. Identify the 7 best ways to build positive

relationships o a o o a
H. Given a workesetting situation, apply the

four-step approach to deal with errors a a g Qa a
1. Practice 6 ways to improve communication

effectiveness |5 [ a a

2. Did you implement on-thejob action plans as part of the
Leadership Program? Y No O

If yes, complete and return your Action Plans with this questionnaire. If not, please
explain why you did not complete your Action Plans.

3. Please rate, on a scale of the relevance of each of the program elements to your
job, with (1) indicating no relevance, and () indicating very relevant

o Some ¥y
Relecance Relccance  Reevent
Group (Class) Discussions 1 2 3 4 5
Small Team 1 2 3 4 5
Skill Exercises (scenarios, role plays, etc.) o2 3 4
Program Content 1 2 3 4 5
Coaching and critique 12 3 4 s

Special Projects (leadership plan, job description,
time log, money saving, etc.) 1 2 45
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Consider asking about

1. Clarity of program objectives
. If what was learned will be useful in participant’s work

_ If the order of the program topics and activities was logical

4.1f the pace of the program was good—neither oo
fast nor too slow

_ If the program materials were easy to use

_ If the program materials were relevant

_If exercises and job simulations were relevant

8. If participants would recommend the program to others

_If the program is a good i For the

 Participant’s confidence level to do the job before and
after training

- If skill practice was sufficient

. If trainer was knowledgeable

_ If trainer was well organized

_If trainer adequately handled participant’s questions

_ If trainer kept participants actively involved

5. What specific actions participant will do differently on
returning to the job

7. The key performance arca(s) for the savings or
contribution from actions taken

 What specific measures or outcomes will change as a
result of actions taken on the jo

. Estimating (in monetary values) the benefits to the
organization

. Confidence level participant places on the monetary
estimate

AN A N A N A N A N A VAN VA VAN AU ANA A VANANANRANANAY
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LEVEL 3 LEVEL 4

1. Follow-up surveys #

2. Follow-up questionnaires 8 ®
Observations on the job 8

4. Follow-up interviews 8

5. Follow-up focus groups 8

6. Assignments related to the program 8 P

7. Action planning/improvement plans 8 P

8, Performance contracting 8 P

9, Program follow-up session 8 P

10. Performance monitoring
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PROGRAM TITLE:
TRAINER:

LOCATION:
BEGINNING DATE:

PART I: DEMOGRAPHIC INFORMATION

 Check the appropriste ansver o cach question,

1. How long have youworked for the company?[a 2 yearsorless _|b Sovears | ¢ 610 years [4 1120 earsle 204 years

How long have you held your currentjob?_a lessthan one yearb 12 ears [ 35 years |4 610 years [e over 10 years

4 Corporaie b Cusomer [ Marketingld Sales e Other
Support S/t

Part 1 Your Reaction To This Program

Circle one rating number for each iem S

Swongly Not
Disigree Disigree _ Agree _Agree _ Applicable
| 3

“The program objecives were clear wa

Orerall, what lcarned in this program will wseul in my work. 3

The order of the program topics and sctvties made scrve o

The pace of this program was good —neither 00 fatnor (00 o

“The program matcrals were casy o s,

Vam swiied with what | gained from this program,

[ vould recommend this program o others.

“This program is 3 good investment for the company

Examples and ilutrations helped me understand the maerial

1:The overalrating | would give this prograa i: notuselul  wsful  very useul extremely usefol
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SITUATION

A)

]

Learning object
clearly stated

Learning objectives indicate
there is no need for mastery

Learning objectives require
skill application

Program sponsor or client
may be interested in assessing
the extent of learning
Interest lies in whether or
not participants meet the
desired minimum standards
spelled out in the learning
objectives

Certification or licensing
rocess is associated with the
training program

Itis necessary to reproduce
the job setting in a manner

that is almost identical to the
real setting; or safe
paramount consideration

is of

TESTING CONSIDERATION
Create/redesign learning objectives
before considering the need for
testing learning

You should test only to the level
required by the learning objectives.
Additionally, be certain that the
sponsor and line managers are aware
that mastery is not a requirement of
the program and additional training
may be required

Implement performance-based testing

Determine what type of evidence is
acceptable and implement the
appropriate method

Implement criterion-referenced
testing

Implement criterion-referenced and
performance testing methods

Use simulation techniques and be
sure the budget will meet your needs

CHECK IF
APPLICABLE
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List the three (3) behaviors or skills from the above list that you have used most fre-
quently as a result of the program.

A)

What has changed about you or your work as a result of your participation in this pro-
gram? (specific behavior change such as increased delegation to employees,
improved communication with employees, employee participation in decision mak-
ing, improved problem solving, etc.)

How has your organization benefited from your participation in the program? Please
identify specific business accomplishments or improvements that you believe are
linked to participation in this program; (Think about how the improvements actually
resulted in influencing business measures such as increased revenue, increased over-
all shipments, improved customer satisfaction, improved employee satisfaction,
decreased costs, saved time, etc.)

Reflect on your specific business accomplishments/improvements as stated above and
think of specific ways that you can convert your accomplishments into a monet
value. Along with the monetary value, please indicate your basis for the calculations.
Estimated monetary amount §,

Indicate if above amount is weeKly, monthly, quarterly, or annually.

[ Weekly [ Monthly  Quarterly [ Annually

What s your basis for your estimates? (What influenced the benefits,/savings and how
did you arrive at the value above)?






OPS/images/p074.png
LEVEL OF DATA | TYPE OF DATA

1 Satisfaction/reaction, planned action
2 Learning

3 Application/implementation

4 Business impact

ROI






OPS/images/p084.png
1. What issues presented today still remain confusing and/or unclear?

2. Which topics are most useful?

It would help me if you would

4. The pacing of the program is;
Q Just Right
Q Too Slow
Q Too Fast

5.The degre:

e of involvement of participants is:

Q Not Enough
Q Too Much
Q Just Right

6.The three items that are very important for me that you should cover

tomorrow are:

Comments
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Part I Specific Steps. On the left side of the form, specific action steps should be includ-
ed. These are the specific steps, behaviors, or tasks that will be implemented, changed, or
improved as you work toward your objective and improvement measure.

Part 1 End Result. On the right side of the form, list the end result or consequences that
you expect from cach of the specific steps.

Expected Intangible Benefits. List the intangible benefits that you expect from the train-
ing. These are benefits that are not necessarily quantifiable or convertible to monetary
valtes. For example, these might be things like improved morale, increased communica-
tion, or reduction in conflicts.

Part I Analysis. The most important part of this form is the information included in the
analysis. This part of your plan is completed during an approximate three-nonth period

after you complete the training. The Inprovement Measureis repeated from Part I

= Question A refers to the particular unit of measure. Two examples are provided below.
If *sales” is the improvement measure, then the unit of measure is “one
If *time savings” is the improvemes
saved” or “days saved,” ete.

= Question B is the value of one unit if it is improved, elimi
enhanced. Two examples are provided below
Sales—If one additional item is sold, what s it worth in added value? This may
require estimations or input from experts in the organ
e Savings—If you saved time and the unit of measure is *hours saved,” then how
much is an hour worth? Time saved is usually valued at the hourly wage rate plus
fringe benefits.

zation

= Question C provides space to indicate how you arrived at the value. For example, what
assumptions were made in developing the valuc? Who provided the data if someone
other than yourself? I it a standard value used in your orga
determined?

ization o is it a value you

® Question D refers to the amount of the change during the evaluation period, compar-
ing the monthly value for the month prior to initiation of the Action Plan o the most
recent month in the follow-up period. You should provide this as a monthly value. Two
examples are provided below.
Sales—If total sales were 15 un
Plan period and 20 ur
the increase is 5 w

s sold per month at the beginning of the Actior
s per month sold at the end of the evaluation period, th

Time Savings—If you (or members of your work team) had 20 hours of

tive time per month prior to initiating the Action Plan, and the training
an improvement so that afier the training you now have only 6 hours of un
tive time per month, then the time savings is 14 hours per month,

After you have provided the amount of change above, give an explanation of wl
or your employee work team did o cause the results to happen and how the tr
program played a partin the achievement. Please be as specific as possible. Use the
back of the form or additional attachments if necessary.
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Projected Impact of Training

As a result of this program what do you estimate to be the increase in
your personal effectiveness, expressed as a percentage?
%

Please indicate (specifically) what you will do differently on the job as a
result of this program.

As a result of any changes in your thinking, new knowledge, or planned
actions, please estimate (in monetary values) the benefits to your organi-
zation (e.g., reduced absentecism, reduced employee complaints, better
teamwork, increased personal effectiveness) over a period of one year.

$

What is the basis of this estimate?

What confidence, expressed as a percentage, can you put in your esti-
mate? (0%=No Confidence; 100%=Certainty) %
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® What new procedures will be implemented?
= What new guidelines will be implemented?

= What new processes will be implemented?

Tewo examples of Level-3 objectives are provided below:

1. Apply the appropriate steps of the customer interaction process in
cvery customer contact situation.

2. Identify team members who lack confidence in the customer contact
process and coach them in the application of the process.






