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Objectives

After completing this session, participants should be &dule

1 Explore the data sets possible from learning and development, by categories,
including ROI.

Identify the categories that are desired by top executives and other key stakeholders.
Explain howdesign thinking can be used to deliver and capture Bissiritesults.

Pursue a plan to measure results and communicate results to different audiences.
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The Concern: The Executive View

WeCurrenﬂy We Should My Ranking of
Measure Measure Measure the
This This in the Importance of
Future This Measure
1. INbUTS AN CA! C+C¢*; op; . .
=H*$cé# #+¢*CwCa<a 94% 85%
2. EFFICENCY. A ] H* $¢# #+¢* CwC . .
hour of learning HCA) $+C< & 78% 82%
3. REACTION:AP$, # HC++ A * ¢! +(
&% &; ¢?2+*¢awCa | <i 53% 22%
4. LEARNING:A{ i u H= |, ¢*! %' %,
BCHE#+Ca+ ¢CC AB®%##A 32% 28%
5. AppLicaToN& J ! #+CA! opu | 0 0
) A%Ca ! &+ AB%##A HGC 11% 61%
6. IMPACTAA) * , *Hag* ¢S A ¢*+
"VYABC+AA S+EA)*+A %C 8% 96%
7. ROL4A] %?+ XAR A!) C%+ A
major programs yielding an average of 68% 4% 74%
XAR<A&
8. AWARDS A4 A) * #+¢* CwCag ¢ C
program won an award from the American 40% 44%
'H' %+! C H= a* ¢ %Cw%Ca

The Promise: CLOs Use or Plan to Use ROI

Use business data to demonstrate the impact of the

35.6 % y L .

training organization on the broadegnterprise.
21.6% Use ROI for that purpose.
22.6% Plan to implement ROI within twelve months.

— 71.2%

9.7% Plan implementation in twelve to twenfpur

months.
17.3% Plan implementation with no time frame. !
(N = 335)

2015 Measurement and Metrics Study by CLO Magazine



Executives

r prefer these .‘

’— *Can nredict -\

The Value Chain

LEVEL ISSUE MEASURES TARGETS
This is easy 0 Inputs Volume, Hours, Convenience, Cost 100%
Always measured @
This is easy 1 Reaction  *Relevance, Engaginglmportant, 100%
Almost always measurec Useful,*New Content,*Intent to Use,
@ *Recommend to Others
Not difficult 2 Learning Concepts, Trends;acts, Contacts, Skills, 98%
Usually measured @ Competencies
Possible 3 Application  Use of content, Frequency of Use, Succe 30%
Often measured with Use, Barriers, Enablers
=g
. r'e o |
Not so difficult to connect 4 Impact Productivity, Time, Quality, Costs, Image 10%
Sometimegneasured @ Reputation, Engagement, Compliance
Possible for many 5 ROI Benefit Cost Ratio or Return on 5%
programs Investment, Expressed as a Percent

Rarely measured
*Best Practice: Percent of programs evaluated at this level each year.
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Matching Evaluation Levels with Objectives

Instructions: For each objective listed below, indicate the level of evaluation at which the
objective is aimed.
Level 1: Reaction
Level 2: Learning
Level 3: Application
Level 4: Business Impact
Level 5: Return on Investment

Objective EvaluationLevel
After completing this program or project, participants should:

1. Decrease citizen complaints by 20% in one year.
2. Use problemsolving skills to uncover product defect causes.

3. Be able to demonstrate the five steps to diffuse a conflict, given two
individuals in a heated argument.

4. Rate the facilitator 4 out of 5 on presentation skills.
5. Decrease the amount of time required to develop a proposal.

6. Achieve a 20% ROI one year after implementation of flexible work sysi

7. Perceived the content toe relevant to job situations (4.5 out of 5).
8. Decrease security breaches by 25% in six months.

9. Conduct a proper investigation using the sexgep process in 95% of
complaint situations.

10.Score an average of 75 or better on new strategy quiz.
11.Complete a disclosure form each year as part of the new ethics policy.

12.Use all ten negotiation skills in at least 50% of negotiation situations.

How do Level 3 and Level 4 objectives provide benefit? To whom?
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The Possible Measures

Percent
Your Measure | Executive| Measured Best
choice Value Description Rank Now Rank Now Practice
al +*?2+ 1 &+ #¢*ag+Al (
#+E¢Al ¢$H)C! H= C%A* 100%
AWE* 1 %' %, ¢C! A ¢*+ +0Q
programs, and see their experience as 100%

?2¢H#H) C" #+<a

aWe* 1 %' %arningtheNatest* +  #
information and skillgo make this a great 90%
H* 3¢ C%G¢! HC< A&
AWE*! %' %, ¢C! A #+¢?+

~ . L 0
1'&+ " HC! +C! ; ¢cCC $¢B 30%
&articipants are driving important business
measures and having ampact in their work 10%

unitsandtheH* g ¢ C%G¢! %HC< &
AWE*! %' %, ¢C! A ¢CC ! &
positive return on the investment of their time 5%
and the resources of the+ C! + * < &

1. As afirst step, in the box to the left of value description, check the one (only one) that is the most
important to you.

22JA ¢ A+ HCC Al +,; *¢CB +¢' & H= 1 &+A+ Al ¢!l +$+C!I A
apply. Place a number one for the itemdhyou would consider your most important measure of
success of your learning programs, and continue numbering until the least important measure has
the highest number next to it.

3. In the next column, check the statement that defines the categories thatye measuring now.
For example, if you are counting the number of people, time at the center, and the costs, check the
first item.

4. In the next column, indicate how your executives would rank these data items in terms of what is
valuable to them, one tgix, with one being the most valuable and six, the least valuable.

5. In the next column indicate the percentage of programs measured annually now at each of the
levels.

6. The best practice profile is in the last column, representing the percentages of programs evaluated
at each level each yeatJsually the current versus best practice reveals very significant gaps.

VHE; #+! VA ) ! ' HS$ $SHEverfiGt labetidwhat & téh @fermcto 8% Leveb 0) <
Inputs, making sure you have many people through the system efficiehtlg.next is Level 1, Reaction,
ensuring that people are reacting properly to the learning progratreel 2 Learning,is nextwhere
participants are acquiring knowledge and skillhe next is Level 3, Application, as individuals leave a
program and take action, using the conter@bviously, this is where a learning team feels that they lose
control of the process. (In realithey have much influence on itkinally, the next two levels are very
important with Level 4, Business Impact connected to the learning and Level 5, the Return on
Investment (ROI) in major learning programs.



Status of Measurement |

Level Comments About
eve Measurement Category Current Status* | BestPractice Status
Inputgl ndicators Thisisbeing
acoomplished
0 Measureghe number of programs, 100% 100% nOW P
participants, audience,cods, and efficiencies
Reaction and Planned Action Need more focuson
1 Measuregeactionto, and saisfaction with, 100% 100% CZ?EZTeZT/ZIue
the experience,contents, and value of P
program. 79%Db
Learning Mustusesmple
L . learning
Measuresahat participantslearned in the . .
< 0 0,
2 program Qinformation, knowledge, kills, 30 040% 80 C90% | measlres
and contacts (takeawaysfrom the 54%Db
program).
Application N eed more follow-up
3 Measuregprogressafterthe program Gthe 10% 30% 3%b
useof information, knowedge, skills, and
contacts.
Businessimpact Thisisthe connection
] ] ) to busnessimpact
4 Measureschangesin busiressimpact 5% 10%
variables suclasoutput, quality, time, and 14.4%b
cog-linkedto the program.
ROI Theultimate level
5 Comparesthe monetary benefitsof the 1% 504 of evaluation
busnessimpact measuresto the costsof the | <ku D
program.

* Percent of Programs Evaluated at ThisLeve
b NPra&ite Bexchmarking (userfor 5 plusyears)
» Add your numbersin each lox

EXERCISE
What concerns do you have about theggsercentages?




Example of a One Page Executive Summary

Leadership Development: Precision Manufacturing

The Leadership Challenge

First Level ‘Managers?ﬂd

using the competencies Sample 72
- ' (18 managers, 4 groups)

Reaction — Objectives Met
Relevance v Learning Objectives Met
Pre- Post- Improvements

Important v 5
Intent to use ¥ I. Communicate values and beliefs 48% é
2. Focus on key values through actions 57% o
Application Objectives on a 5 point scale %
Extent of use 4.3 3. Build collaboration teamwork and trust | 42% ,a
Frequency of use 45 =— g
4. Strengthen others abilities to excel 69% g
Success with use 39 =
Barrlers 5. Inspire others to share a common vision | 53% §
: | 23% =4
SUppart I 18% 6. Recognize the accomplishments of others| 67% ‘é
Doesntﬁt | 14% s
Other 10% ‘S
o4
Impact Objectives Method of Converting g
: : o -
Two Objectives Each Participant Data to Money s
Costs Safey _‘!
23% ) ) —— _ FEstimate
; 1% 13% 3
[y
o]
: Expert _g
TR ‘ B - Retention Input \ \\_Standard -°'
29% ‘ —— 2% 63% Value £
‘ 24% :
Other
10%

Costs — Direct $355,370 Total Monetary Benefits = $538,640

Indirect — Prorated $9,890 : _
Total $365,260 N intanglales y

b Engagement >

“

Satisfaction

A Stress y



Designing for Results

1. Start with Why: Aligning Programs with the Business
1 Alignment is the key

1 Isita problem or opportunity?
1 Need specific business measure(s)
2. Make it FeasibleSelecting the Right Solution
f What are we doing (ornotdoind & ¢! vA %C=#) +C' %Cag ! &+ ") AnC
1 How can we achieve this performance?
3. Expect SuccesPesigning for Results
1 Set objectives at multipleevels
1 Redefine success of learning
1 Expand responsibilities
4. Make it Matter: Designing for Input, Reaction, and Learning
1 Focus on the objectives
1 Think about ROI
Make it relevant
Make it important
Make it actiororiented
5. Make it Stick Designing for Applicaon and Impact
1 Focus on objectives
1 Ensure transfer of learning
1 Design applicatioriools
1 Collect data
6. Make it CredibleMeasuring Results and Calculating ROI
1 Isolating the effects of programs
1 Converting data to money
1 Tabulating Costs
i Calculating ROI
7. Tellthe Story Communicating Results to Key Stakeholders
1 Define audience
1 Identify why they need it
1 Select method
1 Move quickly
1 Consider one page summary
8. Optimize ResultsUsing Black Box Thinking to Increase Funding

SN opTivizaTioN M=Vl ALLOCATION

Measure Improve Fund
8

Taken from Phillips, Patti P. and Jack J. Phillips. (20T Business Case for Learning: Using Design Thinking to
Deliver Business Results and Increase the Investment in Talent DeveloptesinChester, PA: HRDQ and ATD Press.
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If Learning and Development Are Essential to an
Organization’s Growth and Competitiveness,

Then Why Is Your Budget
Always in Jeopardy? o susiness Results

i Deli
nking S o Talent Development

ing Design Thi >
Using Desig nvestment

We know desired business results are achieved only when a and Increase the

The,
Business Case
" earning="

company is made up of highly engaged, highly skilled employees.
And we know learning and development are absolutely necessary
for creating them. Yet in most organizations, the C-suite is not
seeing the value they expect and deserve from their learning
programs—and budgets are at constant risk of being cut.

Patti and Jack Phillips of the ROl Institute say the truth has
never been more clear: Learning programs must get connected
to hard business results if you are to protect your funding. Yet if
you're like most learning and development professionals, you face
some daunting roadblocks.

-
.
.

DILEMMA 1: Over 50 percent of learning and development
is wasted.

DILEMMA 2: What senior executives want from learning and
development is rarely measured. One study found that 96
percent of Fortune 500 CEOs want to see the business con-
nection, yet only 8 percent see it. And 74 percent want to see
RO, yet only 4 percent see it.

DILEMMA 3: Very few learning and development professionals PatriCia PU“iam Ph||||
have data to show top executives that their programs make a and Ja ck | Phill ps, PhD
n - Phillips, Ph.p

difference to the company’s bottom line.

DILEMMA 4: Most executives perceive learning and develop-
ment to be a cost, rather than an investment. Thus, in times
of economic anxiety, it’s the first budget to cut—when, really,
it should be enhanced.

DILEMMA 5: Hard skills are widely perceived as being far more valuable than soff skilli—
even though data shows the payoff of soft skills is higher. Yet these skills require a
major learning investment that CEOs may be reluctant to provide.

Design Thinking Is the Answer.

Apply design thinking to the learning and talent development process and you can tackle all of these dilemmas.
In The Business Case for Learning: Using Design Thinking to Deliver Business Results and Increase the Investinent in
Talent Development (HRDQ and AT'D Press), Patti and Jack Phillips lay out an eight-step process for not just delivering
business value but almost guaranteeing it. They explain how to design for results—results that executives can see and
understand—instead of merely measure for success.

What does all of this mean for learning and development professionals? For starters, you can stop asking for funding
based on vague hopes and promises and start asking based on hard evidence that your programs work. Employees will
receive training that helps them to perform their jobs better, allowing them to drive important business measures.
What’s more, learning boosts engagement and helps recruitment and retention. The company will thrive. And you'll be
able to protect, and sometimes enhance, your budget...even in times of uncertainty and downturn.

To learn more about The Business Case for Learning, or to engage the authors for a speaking engagement,
please visit www.roiinstitute.net, call 205-678-8101, or email info@roiinstitute.net.
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