Key Questions

 How do you measure the value of training?

« How do you show the value to
management?

 How do you calculate the ROI of training?
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‘Learning Scorecard”

« elLearnity collaborative research project

— B&Q, BP, BT, Coca-Cola, HSBC, Marks &
Spencer, Vodafone

e Structure

— Current practice, External research, Analysis,
Synthesis & Development

« Exec Paper = davidw@elearnity.com
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Fundamentals
« Original Kirkpatrick Model (1959)

- Level 1: Reaction

- Level 2: Learning

- Level 3: Behaviour

- Level 4: Performance

e ROI
- ( Net Benefits/Total Costs * 100 ) %
e Level 0 : Activity 2?27
- were they there? did they do it? did they
complete it?
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¥ P Vieasurement Thinkers

o Jack Phillips

- ROI = Level 5 of evaluation

- Graded application
- High profile in US

THE ROI PROCESS™

| Input H Process H Output l }'
| ; Level !
‘ Level 1 Level 2 Level 3 I INPUT l—'l PROCESS H OUTPUT | !
! y !
‘ Al other Inputs
k hd weoall JIJILL\..I \II.JIV\’

o Greg Wang
- Runs ROInet

- Metrics-based approach

)

- Learning Effectiveness
Measurement

- Predictive Focus / Causal Chain

Behaviors

Individual
Performance

Knowledge,
Skills &

Organizational
Performance

Business
Resuits

A
Learning Effectiveness Measurement (LEM)
Predictive Formative | _| Baseline In-Process | | Retrospective
Measurement Measurement Measurement Measurement Measurement
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Realities — Organisations

- Standard reference point is Kirkpatrick (1-4)
* The Typical Corporate Profile ...

— Level 1 : Reaction Generally extensive

— Level 2 : Learning Sporadic, specific programmes

— Level 3 : Application Rare, one or two programmes

— Level 4 : Impact Almost none, some pilots
 Variations

— A couple of organisations had very little focus on L1
— One organisation was primarily focused on L2 assessment
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Realities - Methodologies

 Kirkpatrick
— The standard training industry communication model
— Missing pieces, implication of false causality, start with L1
— But is it too ingrained to change?

* ROI

— ROl is not another level, it's a way of presenting business
iInformation

— The ROI equation is simple, it's the data that isn’t

— Typically retrospective and defensive

— Very difficult to get to attributable impact data in most cases
— Estimation by learners is just that, an estimate
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Happy Sheets?

 KP L1 (Reaction) is not a measure of value
— Feedback on the learning process only
— Some use for learners = opportunity for constructive feedback
— And L&D management = opportunity to tune learning process
— Should be a background process
* Not a primary focus for valuable resources unless
— Specifically needed e.g. pilots, high cost, high sensitivity
— Sample in scale
« Recommendation
— Capture Activity information and focus on the other levels!
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Learning Value Needs To...

Align with the business
— Performance metrics, business scorecard
— Business credible
Be viable
— What's the ROI of working out the ROI?
Need to deal with the specific and the general
— Capable of aggregation
Value can be assessed at all levels
— As can ROI, don’t need always to get to KP4
More Predictive value = Shaping the Future
Some Retrospective value = Analysing the Past
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Valuing All Learning

Aggregated Learning Value Framework

Core Competency

>
-

D
-

On Demand

Project-Driven
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The Learning Portfolio

Valuing the Core Competency On Demand Project-Driven

Learning Portfolio

Driver Organisation Individual The Business Project
Success Performing role with Addressed specific Meet specific project
requisite learning needs learning goals

knowledge/skills

Level of Behaviour (L3) & Learning (L2) Defined by project
Assessment Learning (L2) Often Impact (L4)
Valuation Organisationally Aggregated Directly

(Human Capital) (Benchmarked) (Outcomes)
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Learning Value Framework

HE Learning i
Knowledge/ Knowledge/
Value ol Process Skills
1T 1T 1T
Pre Learning Post
Effectiveness Knowledge/ Process Knowledge/
Skills Skills
1 T 1F
Pre Learning Post
PR Knowledge/ Knowledge/
Activity Skills Process Skills
1T g 1T
Pre-
T Post-
Capability |:> ) . :> Capability
: earning
E M°t't"$_5/ |:> Process
xpectations|
B ':> Commitment
Analvsi Internal Factors
nalysis Reward
Environment
. Time
= Design = Support
Motivation
Goals
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Behaviour

TT

Performance

Behaviour

TT

1T

Performance

Behaviour

T

T

Performance

Behaviour

1T

External Factors

Competition
Market
Customer
Time
Budget
Goals

Performance
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Learning
Scorecard

Value

Effectiveness

Activity

Putting it Together

Core On Demand
Competencies Learning

Project-Driven
Learning
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ISO 9001:2000

6.2.2 Support competence

Define acceptable levels of competence.

Identify training and awareness needs.

Deliver training and awareness programs.
Evaluate effectiveness of training and awareness.
Maintain a record of competence.
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CIPO :
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E-NERN

@ Reaction

@ Learning

@ Behavior

@ Result
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Richard Johnson(1997)
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POT Model
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Evaluation Matirx Worksheet

Levels

What miggt
be
measured?

What are the
data
sources?

How should
data be
colledted?

What are
potectial
problems?

Level 1
(reaction)

Level 2
( Learning )

Level 3
(Bahavior on
Job)

Level 4
(Results)

B
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Eevaluation |Evaluation Instrument (Ss)

Level

Level 1 Questionnaire, Survey , interview

Level 2 Questionnaire, Survey , interview ,
observations,Written / perfornmance
tests

Level 3 Questionnaire, Survey , interview,

observations

Level 4

Performance records
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