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◆ ◆ ◆

Introduction

The Global economic and business landscape 
Because of the financial crisis that had been lurking for years and ultimately 
surfaced in 2008, the business and economic landscape is undergoing 
transformation on a global scale. Executives will no longer support funding 
for training that does not make a visible contribution to the goals and stra-
tegic direction of the business. Agency directors in government organiza-
tions and educational institutions are also feeling the squeeze as they 
scramble for funding and look for ways to cut costs. Economic order has 
been replaced by economic disorder. No organization can escape the 
damage and the rubble as the new landscape continues to take shape. 
Nobody knows for certain what the landscape will look like in five or ten 
years, or even next month. One thing is certain: it has changed, and it is 
not likely to go back to business economics as usual.

Executives are demanding a training partner that knows how to address 
performance issues with solutions that make a measurable difference. They 
are demanding a versatile training organization that is resourceful and will 
shift priorities on short notice—a partner that aligns solutions with the 
business and sustains results. They demand focused solutions that aim for 
the end in mind and actually achieve it.

bringing measurement and evaluation into the conversation 
The increased need for information and accountability brings measure-
ment into the conversation. Measurement has always been important in 
organizations, but the changing landscape is placing a renewed emphasis 
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x Introduction

on targeting and measuring results. Executives want to know up front what 
results programs and solutions will achieve. From time to time, they want to 
see follow-up evidence that business solutions—including training—are 
contributing to solving problems, serving customers, and improving the 
business. They want assurance that the organization is learning from its 
mistakes and making wise use of funds to create improvement initiatives.

This book provides a methodology, Stone’s Measurement and ROI 
Process™, that is devoted to demonstrating how training and HR solutions 
make a contribution to the organization. The methodology takes training 
ROI to a new level of credibility by analyzing and reporting the quality of 
the ROI. While most of the book addresses how to measure results and ROI, 
the final chapter addresses how to forecast the results and ROI from a train-
ing solution. As an added benefit, the principles in this book are an excel-
lent guide to designing training solutions that will achieve results.

lessons learned from crawling out of the economic Rubble 
Like all of us, executives have learned many lessons from the fallout from 
the financial crisis. One of the most significant lessons has been the realiza-
tion that relying only on quantitative data, or relying only on a number such 
as ROI, can lead to a train wreck. That is, we may be witnessing a runaway 
train, but we don’t even know it unless we look under the numbers to see 
what is driving the train. While ROI continues to be an important measure, 
it must be viewed in a different way within the new landscape. This book is 
dedicated to that undertaking as well as to analyzing and reporting other 
important training success measures, such as business outcomes and execu-
tion in the work setting.

The Roi advocaTe meeTs The Roi cRiTic 
ROI has been an evaluation tool for training since the 1980s, when Jack 
Phillips brought it to the forefront. Since that time, hundreds of vendors 
and training professionals have created measurement processes and imple-
mented ROI calculations to show the contribution of training. As ROI has 
been applied through the years, three camps have formed, and they still 
exist today. Each camp has differing viewpoints regarding the use of ROI as 
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 Introduction xi

an evaluation tool for training. In one camp stand the ROI advocates. In 
another camp stand the ROI critics. Somewhere near the middle stand two 
uncommitted groups. These are the “curious” and the “wait-and-see” crowd. 
The curious will eventually become more educated about ROI and will 
develop into either advocates or critics. Those in the wait-and-see crowd will 
probably continue their idle stance until some external force moves them 
to consider joining one of the extreme camps.

Who are the Roi advocates, and What is Their creed? 
The advocates may be executives who are looking for evidence that work-
place learning programs make a contribution to the business, or they may 
be training, HR, or performance professionals who have been trained in 
ROI and often apply its principles to show the contribution of training. 
Many advocates subscribe to ROI as the ultimate measure of success and will 
argue this point endlessly. They believe it is the “end to all ends” and noth-
ing else quite compares to it. Hopefully, they have not been blinded by 
drinking too much ROI Kool-Aid. To their credit, many advocates are 
enthusiastic believers with a mission, and they are working hard to improve 
the practice and benefits of measurement and ROI.

Who are the Roi critics, and What is Their creed? 
The ROI critics are a different breed. Some are executives who want proj-
ects to achieve an ROI but are not sold on the process of calculating ROI 
for training solutions. Other critics are training, HR, or performance pro-
fessionals who are not sold on the merits of ROI processes and will stand 
their ground while daring anyone to try to move them. They will cite chap-
ter and verse as to why ROI processes are a road to nowhere, a magician’s 
concoction, snake oil at its finest. To their credit, they will provide measure-
ment alternatives that they believe are superior to ROI.

how This book addresses the disparity  
between Roi advocates and critics 

What road does this book take with regard to the advocates and the critics? 
Stone’s Measurement and ROI Process was created and has been continu-
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xii Introduction

ously improved by listening to both critics and advocates. More than 15 
years of conducting and directing hundreds of measurement and ROI stud-
ies and teaching, certifying, and coaching thousands of practitioners have 
taught me many lessons. In the past, I have been responsible for measure-
ment practices that would violate my current standards. Some of these past 
practices were called into question by both ROI critics and ROI advocates.

When executives, clients, and constituents give constructive feedback, it 
is best to listen and act on it. The processes and tools in this book address 
the criticism and advice of the ROI critics as well as possible by accounting 
for their concerns with the principles and guidelines created for this mea-
surement and ROI process. The conviction and passion of ROI advocates has 
also influenced this measurement and ROI process. Their willingness to stay 
the course and apply ROI has been of tremendous value to the profession, 
and I have learned from them. I have incorporated many of the advocates’ 
ideas and addressed their concerns about ROI and measurement as they 
chose to wear the critic’s hat. After all, even an advocate must be a critic.

The many Faces oF Roi:  
WhaT iT is and WhaT iT is noT 

ROI is a single metric that expresses the financial relationship between an 
expenditure to create and deliver a solution (training, a change initiative, 
or something else) and the business benefits that result from that expendi-
ture. ROI answers the question: did the expenditure pay for itself? Standing 
alone, the ROI calculation informs us of nothing except the relationship of 
the monetary benefits to the expenditure. ROI is

•	 Only	one	way	to	show	business	value
•	 Feedback	about	what	the	value	is	in	relation	to	the	cost
•	 An	 important	metric	 that	 should	 never	 be	 allowed	 to	 stand	 alone	

when communicating results
•	 An	 evaluation	 alternative	 that	 should	 be	 applied	 strategically	 to	 a	

small sample of learning programs or solutions

ROI is not “the results.” The results are the business outcomes that are 
influenced by the solution through the performers as they execute in the 
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 Introduction xiii

work setting. Business outcomes are positive changes in strategic measures 
and key performance indicators, such as improvements in quality measures, 
increases in revenue, higher profit margins, increased market share, 
increased customer or employee satisfaction, reduction in turnover, shorter 
cycle times, reduced complaints, cost reductions, improved turnaround 
time to customers, and countless other business and customer service mea-
sures. These results are often assigned a monetary value in order to arrive 
at the business benefits and calculate the ROI. Some results are intangible 
in nature. ROI does not replace intangible results. However, the measure-
ment and ROI process does capture and interpret the business contribution 
of intangibles.

The real truth about the performance results is often concealed and 
even inflated by ROI calculations. This is strikingly similar to the Titanic hit-
ting the iceberg and continuing on its course as though things were okay. 
For an extended period of time, the crew and passengers were unaware of 
what was lurking underneath and the dangers it posed. As with the Titanic, 
what appears to be a good ROI (even one that is quite high) may in fact be 
concealing results that, could we see them, would be unacceptable.

Perhaps no measure is as misunderstood or as inappropriately used and 
communicated as ROI. Many practitioners, consultants, and even execu-
tives are misusing or misapplying the ROI of training and performance 
solutions. Throughout the upcoming chapters, this book illustrates how this 
is happening and demonstrates the correct way to calculate, utilize, and 
communicate the value and ROI of training. Specific chapters address col-
lecting and analyzing credible data to establish a chain of evidence from 
learning readiness, to execution, to the influence on business outcomes. 
The process shows how to connect the dots that link learning solutions to 
execution in the work setting and business outcomes.

QuesTioninG The QualiTy oF Roi— 
The RiGhT ThinG To do 

The new business landscape means that ROI as a metric is more important 
than ever. But it also means that the ROI calculation must be understood and 
not taken literally as a metric. The quality of any ROI should be questioned 
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xiv Introduction

to determine whether the calculation is credible or whether the ROI is deceiv-
ing. The factors underneath that are driving the ROI metric must be discov-
ered, analyzed, reported, and discussed. A process and tools are needed that 
reveal the truth about any ROI calculation. Stone’s Measurement and ROI 
Process answers this call.

puTTinG measuRemenT and Roi To WoRk  
FoR TRaininG—The neW vieW oF Roi 

Every process has its faults. Even with its faults, ROI is a necessary and pow-
erful tool to demonstrate accountability for training expenditures. Stone’s 
ROI quality analysis (RQA) uncovers the flaws in any ROI calculation and 
reports the true performance results. This new view of ROI is a practical and 
credible way to address the truth with ROI calculations. As addressed in 
Chapter 9, RQA is an inherent part of Stone’s measurement process.

The uniQue challenGes FoR  
TRaininG pRoFessionals 

Training professionals have two unique challenges. One challenge exists on 
the front side of training solutions, and the other resides on the back side. 
To tackle the first challenge, training professionals must allocate and 
expend resources to research and design effective solutions rapidly. In 
today’s environment, there is not enough time for extended needs assess-
ments. Performance situations must be assessed quickly, alternative solution 
designs created, forecasting applied to assess transfer risk, and delivery 
expedited.

To tackle the second challenge, from time to time resources must be 
allocated to analyzing and reporting the performance results that are influ-
enced by training solutions. This is necessary for three reasons. (1) The 
results from training and performance solutions are not always evident. 
There are many factors in the work environment that can influence a 
change in business metrics. (2) The results that come about because of 
training solutions must rely on someone else (the trainee and others). 
Changes in performance do not happen simply because people learn. (3) 
There must be a basis for continuous improvement actions. Measurement 
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 Introduction xv

and evaluation is a key contributor to continuous improvement decisions 
and actions.

To ensure that they meet these challenges successfully, training profes-
sionals must partner with clients and sponsors and use every avenue avail-
able when applying training and performance processes in order to achieve 
two goals. The first goal is to use credible processes to rapidly design solu-
tions that have a greater opportunity to make a contribution to the business. 
Prior to the implementation of each training project, partners should have 
a high level of confidence that the solution is correctly aimed at the end in 
mind and that it will meet the objectives and make the appropriate business 
contribution.

The second goal is to apply credible processes to measure and evaluate 
performance readiness (including learning), execution in the work setting, 
business outcomes, and, when appropriate, ROI. Evaluation data should be 
used to cultivate continuous improvement throughout the training and 
performance process by learning what does and does not work.

a snapshoT oF WhaT’s inside 
It is difficult to address measurement and evaluation without first setting 
the table regarding performance. Chapter 1, “Talking about Performance 
Results,” establishes a frame of reference for addressing performance issues. 
It establishes why it is important to begin measurement up front and pro-
vides a performance-centered framework as a context for performance dis-
cussions and measurement. A nontraditional view of training design is pre-
sented that is applicable to designing and measuring training solutions in 
the twenty-first century.

Chapter 2, “Stone’s Measurement and ROI Process: A View from Above,” 
provides an overview of the complete measurement and ROI process and 
an evaluation framework to help in dealing with different types of perfor-
mance data. The 12 guiding principles of the process and the ROI formula 
are presented.

Chapters 3 through 11 provide a detailed breakdown of each step in the 
measurement process, with examples, case scenarios, tools, and templates. 
These chapters provide in-depth coverage on planning the postprogram 
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xvi Introduction

impact study, collecting and analyzing data, and reporting results and ROI. 
A progressive multipart case study is used in these chapters to show the 
application of the methodology all the way through to reporting results.

•	 Chapter	3,	“Begin	on	the	Right	Foot:	Partner	to	Create	a	Measurement	
Strategy,” is about the initial meeting with the client and how to 
partner with the client to understand the objectives of the solution 
that is being evaluated and identify the stakeholders’ expectations. It 
focuses on defining the purpose of the evaluation project, gaining 
agreement as to how the evaluation study should be carried out, 
identifying resource and support requirements, clarifying roles, and 
dealing with key data collection and reporting issues. The collection 
of baseline data and the creation of a data collection strategy and 
plan are covered.

•	 Chapter	4,	“Collect	Relevant	Performance	Data,”	addresses	the	eight	
methods and 10 typical sources of data collection. Proven tools and 
templates with examples are provided. The 12 key focus areas 
recommended for follow-up evaluation are covered in detail.

•	 Chapter	5,	“Analyze	Results	and	Adjust	for	Causal	Influence,”	is	the	
first step in analyzing follow-up performance data. The key influences 
on performance are addressed, along with three credible methods to 
determine whether the solution being evaluated actually caused any 
performance change. Tools and templates are provided, including a 
decision-making tool to help in deciding which method to apply in a 
given situation.

•	 Chapter	6,	“Analyze	Results	and	Adjust	for	Sustained	Impact,”	addresses	
three important considerations when developing conclusions about 
whether the performance will be sustained. Performing this analysis 
is significant to avoiding overstating the results and developing a 
credible ROI.

•	 Chapter	7,	“Go/No-Go:	Assign	a	Monetary	Value	to	Business	Outcome	
Data,” is about developing monetary values for business outcomes in 
order to calculate ROI. Three credible methods and variations of 
each method are presented. Tools and ideas are provided to assist in 
assigning monetary values to soft data.
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 Introduction xvii

•	 Chapter	8,	“Calculate	the	Fully	Loaded	Cost	of	the	Solution	Design,”	
emphasizes the importance of using fully loaded costs when calculating 
ROI and discusses the consequences when you don’t. Guidelines for 
a credible approach to determining the costs are presented.

•	 Chapter	9,	“Calculating	the	Return	on	Investment	and	Assessing	the	
Quality of ROI,” addresses the actual calculation of ROI and how to 
ensure its credibility by focusing on the quality of the calculation. The 
ROI quality analysis tool, a one-of-a-kind tool, is covered in detail, and 
templates are provided.

•	 Chapter	10,	“Measuring	the	Contribution	of	Solutions:	Alternatives	to	
ROI,” addresses the intangible results that are present when results 
are analyzed. Making the most of capturing and reporting intangibles 
is discussed.

•	 Chapter	11,	“Communicate	 the	Results,”	covers	 the	presentation	of	
results and how to tell the complete story. A framework for reporting 
results is suggested, along with tips that optimize efficient 
communication and educate stakeholders.

While Chapters 3 through 11 are about postprogram evaluation, 
Chapter 12, “Opportunity Forecasting: Predicting Performance Improve-
ment and ROI,” presents guidelines and a tool for forecasting performance 
improvement and ROI. It includes the acid test to determine whether a 
solution is likely to achieve results and analyzes the risk of transfer to the 
work setting.

To download many of the tools and templates illustrated in this book, 
visit my Web site at www.performanceandroi.com.

The reader will learn how to apply a measurement and ROI process that 
is not perfect, but is very practical for professionals who must believe in it 
and use it, and is credible to executives in the C-Suite who must depend on 
it. This process has been tested and improved again and again as hundreds 
have participated in my workshops and ROI certification, and as I have pro-
vided consulting and coaching to hundreds of professionals worldwide to 
develop and present ROI studies to their executive team. I wish you a suc-
cessful journey as you learn, enjoy, and put it into practice!
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u u u
Chapter

1
Talking about  

Performance Results

Yes, this book is about measurement and evaluation. The process of mea-
surement and evaluation actually begins up front, when a training profes-
sional partners with a client or sponsor to address the performance issues 
and expectations involved in a specific training solution. Prior to negotiat-
ing and designing a learning engagement, the professional and the client 
or sponsor must agree about the end in mind. When there is a failure to 
identify the end in mind for a training solution up front, the alignment of 
the solution with the business is left to chance. It is also difficult to success-
fully measure and evaluate a training solution whose expected outcome has 
not been defined.

Viewing Results thRough a  
PeRfoRmance-centeRed lens

When they are addressing the needs of workplace performers, training pro-
fessionals often focus too much of their attention on learning and not 
enough on performance. Perhaps we should emphasize that the focus on 
learning is taking place at the wrong time. The time to identify a solution 
for operating deficiencies or strategic issues is after the performance factors 
and root cause have been properly identified, not before. Sometimes the 
client has done this prior to calling the training department, but sometimes 
she has not.

1
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2 The Real Value of TRaining

training as a single solution is gone forever 
There was a time when a training solution consisted of a few learning strat-
egies aimed at facilitating the knowledge and skills required to deal with a 
specific performance need or deficiency. These isolated “training-only” 
solutions were designed and implemented in the belief and hope that train-
ing alone was enough to bring about the desired results. Often, only a lim-
ited effort was made to seek reinforcement from management, and only 
rarely was attention given to such things as companion strategies. Because 
this procedure was rarely challenged and because evidence of results was 
rarely required or presented, this became the routine way in which training 
was delivered in many organizations.

Today, some managers, clients, and others still believe that training can 
be successfully delivered in this isolated way—no management reinforce-
ment, no companion actions and strategies, no bundled solutions, just a 
training course by itself, doing its performance thing. Send people to the 
training room or the desktop, and when they return to the work setting, 
things will improve. Training professionals today have experienced enough 
frustration to know that this is not the case. The unfortunate truth is, train-
ing as a single solution is gone forever. The performance-centered frame-
work challenges those involved in identifying solutions to think about and 
analyze all the relevant performance readiness factors beyond learning.

The framework that many training professionals have historically used 
in evaluating the need for and fit of a training solution is too narrow. Many 
of them have relied on Kirkpatrick’s four levels of evaluation as a perfor-
mance framework. This limited view places a narrow focus on learning 
(Kirkpatrick’s level 2) as the solution to a performance issue. Many poten-
tial performance factors are overlooked when the training is focused only 
on “knowledge and skills.” 

When a client or sponsor requests a training or development program, 
it is natural to launch into a conversation about the learning because that is 
why the training department has received the call. But training profession-
als must resist closing the deal on a learning solution before sufficient con-
versation (and perhaps even a little rapid research) to identify the deficient 
performance issues and the root cause of those issues has taken place. Only 
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 Chapter 1 Talking about Performance Results 3

then can expectations be clarified and a proper solution (nonlearning as 
well as learning) be identified, designed, and delivered.

a twenty-first-century Performance-centered View  
The training professional should partner with the client and use a simple 
performance framework to enable discussion about how a requested train-
ing solution will address specific performance needs. A performance frame-
work provides a context that helps to

•	 Frame	 the	 right	 questions	 to	 identify	 the	 desired	 performance,	
analyze performance deficiencies, and identify the root cause of the 
problems.

•	 Identify	 performance	 objectives	 and	 measures	 for	 projects	 and	
performance solutions.

•	 Communicate	 with	 clients,	 team	members,	 training	 suppliers,	 and	
others to negotiate expectations and determine readiness solutions 
and strategies (learning and nonlearning) aimed at closing the 
performance gap.

Figure	 1.1	 illustrates	 a	 performance-centered	 framework	 that	 can	 be	
used as a tool to facilitate a performance discussion, while at the same time 
assuring the client that his needs will be met.

The three components of the performance-centered framework (busi-
ness outcome, execution, and readiness) are linked within a relationship—

Business Outcomes

Execution in the Work Setting

Performance Readiness

Figure 1.1 Performance-Centered	Framework
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4 The Real Value of TRaining

that is, performance readiness should influence the desired execution, and 
execution, in turn, should influence the desired business outcome. Without 
going into how to conduct a needs analysis, which is beyond the scope of 
this book, let’s elaborate on the relationship among these three compo-
nents. This should help in understanding how to reframe a discussion about 
learning into a focused discussion about performance. The performance 
discussion should focus on business outcome and execution and eventually 
lead back to decisions on designing, delivering, and supporting an appro-
priate solution. The idea is to move up and down the framework until all 
relevant questions are answered.

Business Outcome This component refers to how a business or govern-
ment agency will benefit when the performers involved execute as expected. 
Business outcomes include improvements in key performance indicators 
and other business measures that represent the end in mind, such as

•	 Reducing	the	cost	of	doing	business
•	 Improving	the	profitability	of	 the	business	(for	nonprofits,	diversity	

and sustainability of funding) 
•	 Improving	 the	quality	 (effectiveness)	of	 the	organization’s	business	

products, processes, and services
•	 Increasing	 the	 output	 (quantity)	 of	 products	 and	 services	 (sales,	

products manufactured, products delivered, services provided, orders 
filled, and so on)

•	 Reducing	 the	 time	 it	 takes	 to	 complete	 tasks,	 complete	 business	
processes, and identify and correct problem areas (efficiency)

•	 Reducing	 cycle	 time	 to	 close	 sales	 or	 to	 improve	 service	 to	 the	
customer

•	 Sustaining	or	exceeding	the	service	levels	expected	by	customers

There are additional categories of business outcome measures and 
many measures within each category, depending on how they are uniquely 
defined by a particular organization. Business outcomes should be the ulti-
mate goal of any training program, development program, or performance 
solution. 
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 Chapter 1 Talking about Performance Results 5

In a perfect world, when a client requests training, she will identify a 
specific deficiency in business outcomes as the driving force for the request. 
However, the world is not perfect. Sometimes the focus is only on the train-
ing as an event. This is the worst possible scenario because the training 
professional must have the skill to move the conversation toward perfor-
mance, sometimes having to overcome client resistance. Other times, the 
client may focus on his team’s lack of execution in the work setting. This is 
a good thing because it is often easy to address execution and then move 
the conversation toward business outcomes and then back to readiness or 
learning.

Execution in the Work Setting Execution is the performance of the work 
itself, the work processes, and how performers go about getting the work 
done. It identifies what a specific population should be doing or not doing 
(behavior), and how individual or team execution may influence the status 
of	one	or	more	desired	business	outcomes.	For	example,	the	problem	may	
involve the sales associate implementing the six steps of the sales process 
when engaging a customer, or the supervisor coaching her team and provid-
ing feedback and recognition, or the customer call center representative 
handling a customer call and resolving service issues. Execution is arguably 
the most important component of the performance framework because it 
is the link between the readiness solution and the business outcome. A sig-
nificant amount of time, effort, and money can be packaged as a training 
solution, but unless people execute the process that they have been taught 
when they are in the work setting, the business outcome (end in mind) will 
not be achieved. If we could mix a secret sauce to achieve results, we would 
aim it squarely at execution.

When training professionals are discussing training needs with a client, 
execution is where they should focus much of their attention. When 
prompted with the right questions, it is quite natural for a client to engage 
in a discussion about what people are doing now and what they should be 
doing differently. A relevant solution cannot be identified until the execu-
tion deficiency and its root cause are known. When the root cause is associ-
ated with knowledge, skills, or confidence, then a training solution may be 

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



6 The Real Value of TRaining

an appropriate part of a bundled solution package. This is where perfor-
mance readiness comes into the picture. Now the right questions can be 
asked to determine how to design or customize the best solution.

Performance Readiness: Applying the 80/20 Rule If execution is to happen 
as expected, people must be performance-ready. Performance readiness is 
not just about learning. It answers the question, “What will it take to get the 
performers to be ‘ready to perform,’ and how can the surrounding work en-
vironment be optimized to put them in the best possible position to execute 
and achieve the expected results?” When a team is not performing as expect-
ed, or when new requirements are introduced, the relevant readiness factors 
must be identified. More than one readiness factor may be a key contributor 
to the root cause. The dimensions of performance readiness are as follows:

•	 Individual	or	team	compatibility. Is the job the proper fit; do employees 
have the mental and physical capacity to do the job?

•	 Individual	or	team	competence	for	specific	job	requirements. Given that the 
job is a proper fit, do the employees have the knowledge, skill, and 
confidence required to perform in the job setting?

•	 Ineffective	habits. Even though the employees may know how to perform, 
are their current habits contributing to ineffective behavior?

•	 Active	 management	 reinforcement	 (AMR).	 AMR	 is	 actually	 about	
management carrying out its responsibility to facilitate performance 
by influencing employees’ motivation, confidence, and capability to 
execute in the work setting. It’s about the responsibility of management 
to create and sustain a work environment that puts employees in the 
best possible position to execute and achieve the expected results. We 
should ask, is the immediate manager actively reinforcing and 
supporting the desired behavior by personally doing the following? 

1. Providing advance and ongoing communication of goals and 
expectations regarding work roles, workload distribution, respon-
sibilities, and development 

2. Providing performance incentives and consequences 
3. Providing timely coaching, feedback, recognition, and support 
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 Chapter 1 Talking about Performance Results 7

4. Providing adequate tools, equipment, technology, and resources 
5. Providing proper design of work space, job tasks, policies, proce-

dures, and processes

Certainly	not	every	training	request	requires	detailed	scrutiny	of	each	of	
these key readiness factors. It doesn’t take long to pare these factors down 
when the right people are asked the right questions. It may be obvious that 
some of the factors are functioning properly, while others may require fur-
ther analysis. In any case, in today’s business world, time is usually of the 
essence, and a smart assessment must be done quickly. Therefore, the 80/20 
rule is applied. That is, you need to identify the 20 percent of readiness 
needs that, when resolved, are likely to provide an 80 percent realistic oppor-
tunity to influence the desired execution in the work setting. A packaged 
performance readiness solution that includes learning as well as one or more 
additional readiness actions as determined by the analysis may be created. 

cReating a PeRfoRmance design  
that clients will suPPoRt 

By analyzing needs beyond learning, an 80/20 bundled solution can be 
designed that is performance-driven and has an enhanced opportunity to 
influence execution and drive the desired business outcome. This provides 
a true performance design, as opposed to a single-solution learning design 
that has serious performance limitations. Table 1.1 (see page 8) shows an 
example of a performance design for a high-potential leadership program 
implemented by a multinational company. The program spans nine months 
with two facilitator-led, one-week learning engagements. The program for 
high-potential employees is driven by the need to develop bench strength 
for anticipated leadership replacements resulting from the company’s rapid 
growth. It has the business benefit of developing the best and the brightest 
and keeping them in the company instead of allowing them to become a 
turnover statistic.

In the twenty-first-century workplace, isolated solutions rarely get results. 
We are not just talking about training here. Single solutions such as chang-
ing a work process, putting in new technology, communicating a new expec-
tation, setting a goal, or sending someone to training does not necessarily 
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8 The Real Value of TRaining

drive the desired performance change. It takes a bundled solution. A bun-
dled solution is a performance solution that includes one or more compan-
ion strategies. 

Companion strategies are aligned solutions that focus on more than one 
readiness factor. Each strategy is well understood and executed by those 

Table 1.1 Performance Design—Example of a High-Potential Program

 DuRing FiRST   DuRing SEcOnD   
 OnE-WEEk  DuRing OnE-WEEk 
 FAciliTATOR- Six MOnThS FAciliTATOR- 
 BEFORE  lED BETWEEn lED AFTER ThE 
 lEARning  lEARning lEARning lEARning lEARning 
 EngAgEMEnT EngAgEMEnT EngAgEMEnTS EngAgEMEnT EngAgEMEnT

Orientation		 Leadership	 Action	learning	 Developing	others	 Coach	follow-up 
Webinar and  expectations by sponsor/coach to their potential with high-potential 
introductory  and success   employees on 
packet measures,    action plan dealing 
 conducted    with ineffective 
	 by	CEO	 	 	 leadership	habits	

CEO	conducts		 Engaging	people	 Cross-functional	 Action	plan	to	 Continuing 
Webinar for  and leading team project identify and coaching sessions 
manager of  diverse teams work overcome for three months 
high-potential    ineffective 
employees   leadership habits

360-degree  Strategic Individual Minding the Within one year,  
assessment,  thinking coaching sessions shop—managing attend approved 
feedback, and   per individual the business high-profile 
coaching   plan  external executive 
agreement    leadership program

Pre-reading	 Critical	thinking	 Continued	work	 Goal	setting	and 
•	Personal	 and	problem	 on	individual	 achieving	the 
•	Assigned	 solving	 plan	from	360-	 end	in	mind 
  degree assessment   

Dialogue		 Decision	making	 Cross-boundary	 Case	study— 
between  our way three-month building value 
high-potential   leadership job into our business 
employee and   assignment 
manager  

		 Case	study—	 Personal	dinner	 Team	presentations 
	 building	value		 with	CEO,		 on	cross-functional 
 into our business unstructured  project 
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 Chapter 1 Talking about Performance Results 9

who are assigned an execution, support, and reinforcement role. The 
example in Table 1.1 includes multiple companion strategies to influence 
performance results, and complement the two one-week traditional learn-
ing	engagements.	Examples	are	the	Webinar	conducted	by	the	CEO	to	gain	
commitment from the managers of the high potential employees, the 
360-degree assessment and coaching, the cross-functional three-month job 
assignment, the action plan to identify and overcome ineffective leadership 
habits,	and	the	personal	dinner	with	the	CEO.	Each	of	these	could	be	con-
sidered a companion strategy to support and reinforce the goals of the 
high-potential program. Of course, a performance design does not have to 
be as comprehensive as this one. Each design is crafted to fit the needs of 
the situation and the objectives of the specific solution.

A training solution should focus on a design for performance, with 
learning being a central key, but not the only contributor. There are several 
key benefits of a proper performance design:

•	 It	encourages	partnering	with	the	sponsor	to	clarify	expectations	and	
conduct any necessary front-end performance analysis to identify 
relevant performance factors and recommend companion 
strategies.

•	 It	 focuses	 on	 application	 and	 links	 the	 key	 performance	 factors	
together. It answers the following questions: (1) what is the business 
outcome that needs attention, (2) how will execution of specific 
processes by a specific population influence the desired business 
outcome, and (3) how will this performance readiness solution 
influence the desired execution?

•	 The	 bundled	 solution	 with	 companion	 strategies	 builds	 in	 active	
management reinforcement (from client expectations and front-end 
analysis) that the stakeholders agree can best influence performance 
in the work setting.

•	 It	 encourages	 client	 involvement	 by	 reinforcing	 the	 message	 that	
“training alone” has limited potential to influence performance 
results in the work setting.

•	 It	pinpoints	the	factors	that	should	be	addressed	when	conducting	a	
follow-up evaluation.
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10 The Real Value of TRaining

•	 It	 educates	 stakeholders	 by	 ultimately	 demonstrating	 the	 various	
performance designs that work best to achieve the desired perform-
ance results.

The central issue in creating an effective training solution is, what 
design will work best to enable learning and influence performance in the 
work setting? The answer is always situational because of the many variables 
involved in a given scenario. A set of guidelines is helpful here. After con-
ducting	hundreds	of	ROI	evaluation	studies	with	clients	on	all	types	of	train-
ing solutions, I have identified seven ingredients (the Secret Sauce) to cre-
ate a performance design that gives the best opportunity to achieve expect-
ed results. Table 1.2 includes the ingredients of the Secret Sauce.

Here are a few comments about each of the seven ingredients. These 
could be considered as criteria for a successful solution design. 

1.	 Partner	with	 the	 client	up	 front	 to	 identify	 deficiencies	 and	 their	 root	 causes,	
target	the	desired	business	outcome,	and	agree	on	expectations	and	success	mea-
sures. Apply the 80/20 rule to identify the key factors that, when cor-
rected, will contribute most to achieving the desired business outcome. 
For	example,	if	ten	performance	issues	are	contributing	to	the	business	
deficiency, which two (20 percent) can be corrected quickly by imple-
menting a solution that will influence at least 80 percent of the desired 
result? Negotiate the client’s role in the solution’s success.

Table 1.2 Performance Design: Seven Secret Sauce Ingredients

1. Partner with the client up front to identify deficiencies and their root causes, target the 
desired business outcome, and agree on expectations and success measures.

2.	 Create	linked	performance	objectives	and	communicate	them	to	everyone	involved.

3.	 Create	a	complete	performance	solution	design	that	addresses	readiness	needs	beyond	
learning (the 80/20 rule applies).

4.	 Communicate	the	practical	limitations	of	the	typical	learning	solution	and	negotiate	 
companion strategies to engage management and drive performance results.

5.	 Facilitate	collaborative	problem	solving	and	deep	thinking	during	the	learning	engagement.	
Build in diverse learning approaches, application assignments, and individual accountability.

6. Identify ineffective performance habits and set goals to implement corrective action.

7. Implement at least one situation-specific companion strategy or convey a compelling 
reason why none are needed.
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 Chapter 1 Talking about Performance Results 11

2.	 Create	 linked	 performance	 objectives	 and	 communicate	 them	 to	 everyone	
involved. The objectives and measures should set the expectation for 
transfer of the desired performance to the work setting. Learning 
objectives (and nonlearning strategies) should be linked to execution 
objectives. That is, each readiness objective or companion strategy 
should drive one or more execution objectives aimed at application 
in the work setting. Each execution objective should drive the 
achievement of one or more business outcome objectives.

3.	 Create	 a	 complete	 performance	 solution	 design	 that	 addresses	 readiness	 needs	
beyond	learning	(the	80/20	rule	applies). The solution design addresses rel-
evant readiness needs beyond learning by (a) including solution strate-
gies for key nonlearning factors linked to the root cause that present a 
significant barrier to performance, and (b) building a practical plan and 
gaining client agreement to support both learning and nonlearning 
strategies that are part of the solution design and span the entire experi-
ence (before, during, and after the learning engagement).

4.	 Communicate	 the	 practical	 limitations	 of	 the	 typical	 learning	 solution	 and	
negotiate	companion	strategies	to	engage	management	and	drive	performance	
results. Educate the client on any budget, time, or situational restric-
tions that may inhibit the depth and scope of learning and skill prac-
tice	provided	by	the	learning	solution.	Clarify	the	sustaining	role	of	
managers and partner on companion strategies that enlist their active 
management	reinforcement	(AMR)	to	build	participants’	confidence	
and speed time to competency.

5.	 Facilitate	collaborative	problem	solving	and	deep	thinking	during	the	learning	
engagement.	Build	in	diverse	learning	approaches,	application	assignments,	
and	individual	accountability.	Encourage deep thinking to bring to the 
surface alternative viewpoints, ideas, and practical solutions that will 
work in the job setting. Questioning techniques, learning strategies, 
and team problem-solving exercises should focus on “why” and “how.” 
Diversify the learning experience by using social media or networking 
platforms, coaching, job application assignments, and other blended 
learning modalities to enable a successful learning experience. Use 
action planning or contracting to build in individual accountability.
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12 The Real Value of TRaining

6.	 Identify	 ineffective	 performance	 habits	 and	 set	 goals	 to	 implement	 corrective	
action. Implementing new knowledge and skills may not be enough to 
overcome ineffective performance habits. Depending on which is prac-
tical, implement either (a) or (b) as follows: (a) Before or during the 
learning engagement, facilitate activities that allow participants to iden-
tify ineffective performance habits. Use action planning to set goals for 
and gain personal commitment to follow-up corrective action. Engage 
managers to become involved in follow-up action to eliminate the inef-
fective	habits.	(b)	Create	a	tool	for	managers	and	coach	them	to	imple-
ment the activities and follow-up action described in (a). 

7.	 Implement	at	least	one	situation-specific	companion	strategy	or	convey	a	com-
pelling	 reason	 why	 none	 are	 needed. Include one or more companion 
strategies (transfer strategies) in the solution design to build confi-
dence and influence sustained application in the work setting. When 
a follow-up companion strategy is not part of the solution design, 
convey a compelling reason why no such strategy is needed. When 
the other six ingredients of the Secret Sauce are properly addressed, 
additional companion strategies may not be needed.

Training solutions that include these seven ingredients demonstrate the 
greatest success in transferring learning to the work setting and influencing 
the targeted business measures. What matters most is that the performance 
design is created to influence execution and move the business metrics. 
Changing	the	design	is	likely	to	change	the	result.

Business metRics fRom a to Z 
Many types of business outcome measures exist in business organizations 
and government agencies. They are often referred to as key performance 
indicators (KPIs), key performance measures (KPMs), or strategic business 
measures of some type. Every business unit and team contributes to these 
measures in one way or another. Some contribute directly, others indirectly. 
Some contribute by providing revenues and profits. Others contribute by 
operating in cost-effective ways while sustaining customer service and qual-
ity, and consistently finding ways to take cost and inefficiencies out of the 
business.
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 Chapter 1 Talking about Performance Results 13

Of course, the opposite is also true. Sometimes revenue suffers, market 
share shrinks, and costs creep upward. These inefficiencies may be the 
result of people and processes that are working less efficiently or the never-
ending wave of change that keeps moving the performance targets. Enter 
corrective strategies and performance interventions. This is where training 
professionals and performance consultants make their money and their 
contribution.

enabling Performance—what training Professionals do 
When a developmental program needs to be designed, or when a client that 
is in need of a performance solution approaches, training professionals 
offer their expertise. They begin the task of identifying the need and its root 
cause, and designing or matching a custom solution to fit the situation. 
While many training professionals see their job as designing and facilitating 
learning, this is only a small part of their contribution. In the bigger picture, 
they are actually enabling performance.

By partnering with clients and stakeholders to identify business and per-
formance needs and to design and deliver solutions, training professionals 
make an indirect but significant contribution. Their contribution is indirect 
because it is an enabling process. That is, a learning engagement relies on two 
types	of	transfer.	First,	the	learner	must	indeed	learn	from	the	engagement.	
Second, the learner must decide to execute and apply the learning in the 
work setting. So at a minimum, achieving performance results is dependent 
on a two-phase transfer process, and that’s assuming that the needs have been 
identified correctly and that the solution is aligned with the business.

moving the needle 
Success relies on a multitude of things going right in a dynamic environ-
ment in order to achieve the end in mind. The end in mind is improving or 
sustaining one or more business metrics (business outcome), even though 
these metrics may not always be identified and specifically targeted. When 
solutions are designed and delivered, there is a better opportunity for suc-
cess when everyone involved knows what the end in mind is and what he 
must do to move the needle.
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14 The Real Value of TRaining

Depending on the context in which you view each of items A to Z in the 
following list, they may represent measures of execution (what people do to 
influence business measures), or they may represent business outcomes that 
contribute to the overall success of the organization. Each needs to have an 
identified measure of success. Whether they are associated with revenue, 
profit, or the cost of doing business, some of these measures can be assigned 
a monetary value more readily than others. 

A. Achieve the organization’s goals and strategic objectives as indicated 
by key performance measures or indicators (KPMs or KPIs).

B. Achieve and sustain the competitive position of the organization.
C.	 Sustain	 and	 improve	 the	organization’s	 customer	 and	partner	 rela-

tionships.
D. Achieve, sustain, or improve the organization’s sales and profit.
E.	 Control	and	contain	the	organization’s	costs.
F.	 Achieve,	 sustain,	or	 improve	 the	quality	of	 the	organization’s	prod-

ucts and services.
G. Achieve, sustain, or improve the quality of supervision and manage-

ment so that they can engage, enable, and lead the workforce to 
achieve the organization’s goals.

H. Achieve, sustain, and grow the market position of the organization.
I.	 Research	and	create	new	products	or	services	that	are	marketable	by	

the organization or useful to society.
J. Sustain, improve, or reengineer the organization’s processes and  

procedures.
K. Protect the safety and health of employees, customers, and the 

public.
L. Leverage the organization’s human capital to achieve its goals and 

results.
M. Maintain a versatile, responsive, efficient, and effective workforce.
N.	 Contribute	to	licensing,	accreditation,	or	other	organization	compli-

ance requirements.
O.	 Contribute	to	the	organization’s	positive	image,	reputation,	ranking,	

status, or brand recognition.
P. Achieve, sustain, or improve the organization’s shareholder value.
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 Chapter 1 Talking about Performance Results 15

Q. Leverage the organization’s facilities, equipment, property, and 
financial resources to benefit the organization.

R.	 Eliminate,	reduce,	or	minimize	the	organization’s	liability	or	losses.
S. Eliminate, reduce, or restructure the organization’s debt.
T.	 Contribute	 to	 the	 efficiency	 and	 reliability	 of	 the	 organization’s	

supply chain.
U.	 Contribute	to	the	organization’s	ability	to	receive	and	sustain	funding.
V.	 Contribute	to	benefiting	the	community,	charitable	organization,	or	

society.
W.	 Contribute	to	achieving,	sustaining,	or	improving	the	organization’s	

political persuasion.
X. Eliminate or minimize bad debt and/or unprofitable customer seg-

ments or accounts.
Y. Maintain or improve the security of the organization’s assets and 

resources.
Z.	 Contribute	 to	 achieving	 the	organization’s	mission	 (if	 there	 is	 any-

thing that was not covered by points A through Y, then this point 
covers it).

Training solutions can have a positive impact on many of these metrics 
when there is a need relating to knowledge, skills, and behavior change. 
That impact has the best opportunity to occur when the performance rela-
tionship between the deficiency and the solution is in alignment and when 
the Secret Sauce ingredients in Table 1.2 (see page 10) are applied to the 
solution design.

what manageRs and c-suite  
executiVes want to Know 

Managers	 and	C-Suite	 executives	 want	 pretty	much	 the	 same	 things,	 but	
from a different perspective. Operational managers are focused on getting 
the job done and achieving the objectives at their team or unit level. They 
are expected to align the performance of their unit with the mission, goals, 
and strategies of the larger organization. It follows that each time they initi-
ate a request for a training engagement (or there is a mandatory corporate 
program), they have four key concerns:

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



16 The Real Value of TRaining

1. How will this engagement contribute to helping my team execute in 
the work setting and achieve our day-to-day operational objectives?

2. Will this engagement align with and make a positive contribution to 
the key business measures that I am held accountable for?

3. How do we get this accomplished successfully in a short time frame 
and with the least amount of disruption to the work?

4. Will I look good when this engagement is over?

Depending on the circumstances and what is driving the need for the 
learning engagement, the concerns, needs, priorities, and key issues of the 
operational managers will vary. The key focus is on getting the team to 
execute—that is, to meet a new performance requirement, to behave in a 
new way with customers, to ramp up quickly on changes in the work pro-
cesses, or something similar. Of course, business outcomes are also a key 
concern, but getting the team to perform is a prerequisite to moving and 
sustaining the business metrics.
C-Suite	 executives	 make	 funding	 decisions.	 They	 decide	 why,	 if,	 and	

when a department is chartered. They can withdraw support for a charter 
at any time. Executives are always concerned about whether they are mak-
ing good decisions when they commit scarce funds to a department, pro-
gram, or project. Executives have four key concerns:

1. Are the larger organization’s business needs, goals, and strategies 
being supported in some way by the funding decisions?

2. Are staff functions serving the broad range of needs of managers and 
employees to help them to achieve organizational performance and 
their own career goals?

3. Are the specific (expected) contributions of programs and projects 
being identified and targeted on the front end, before funds are allo-
cated and expended?

4. What are people doing (execution) to achieve the organization’s 
goals and make the organization tick? Executives want to know what 
continuous improvements are being initiated based on lessons 
learned when programs and projects are implemented. They know 
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 Chapter 1 Talking about Performance Results 17

that things never work perfectly, and they know that performance is 
a moving target.  

Executives do not have the time to continuously hold court and deter-
mine whether and how these things are happening. However, they want to 
see success indicators, and from time to time, they want to see evidence that 
the train is being driven for the right reasons by the right people, and is 
progressing in the right direction. Of course, that’s where measurement 
and evaluation enter the picture.
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u u u
Chapter

2
Stone’s Measurement  

and ROI Process:  
A View from Above

Evaluation is a necessary activity if an organization is to learn how training 
solutions make the expected contribution to the organization and to assess 
the need for improving the training and performance process. The scope 
of evaluation can range from determining what participants learned and 
what they think about a specific training solution, to how performance actu-
ally changed and why, to how the business benefited and whether a true 
ROI was achieved. The need for evaluation resources and support can vary 
considerably, depending on the scope and type of evaluation that is being 
conducted.

Most of this book is dedicated to the process of follow-up evaluation to 
determine how training and performance solutions enable employee per-
formance and make a contribution to the business. Employee performance is 
defined as “execution, or what people do in the work setting to meet the 
expectations of the organization.” Contribution to the business means having a 
positive influence on business outcomes (the success of the business) as 
indicated by specific key performance measures of the organization, includ-
ing a return on investment when required. The final chapter is dedicated to 
forecasting training results and ROI.

19
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20 The Real Value of TRaining

Components of a suCCessful  
evaluation methodology 

When an evaluation is being carried out, a systematic and credible process 
must be used to collect and analyze data and report findings, conclusions, 
and recommendations. Among other things, the process must include a 
systematic and comprehensive approach, a framework to define types of 
data, tools and templates to make the process efficient, and a set of stan-
dards or guiding principles to promote uniformity and credibility in the 
collection, analysis, and reporting of quantitative and qualitative data. 

Like any other activity, evaluation requires resources and support. 
Follow-up evaluation (execution in the work setting, business outcome, and 
ROI) naturally requires more resources, time, and support than evaluation 
that takes place during a learning engagement (initial reaction and learn-
ing). While follow-up evaluation is not necessary after the delivery of every 
training solution, an overall evaluation strategy that covers the scope and 
breadth of a training organization’s products and services must be in place. 
Using sampling, sufficient follow-up evaluation activities must be pursued 
on an ongoing basis to ensure that three things are evident: (1) expendi-
tures are prudent, (2) training and development solutions are aligned with 
and contributing to the strategic and operational needs of the organization, 
and (3) continuous improvement requirements are identified and imple-
mented. Figure 2.1 illustrates the key components necessary for a successful 
evaluation methodology.

The central component necessary for measurement and ROI evaluation 
is a systematic and comprehensive measurement process, illustrated by the 
center circle in Figure 2.1. The components represented by the four outer 
circles are necessary to enhance the credibility of the process and to help 
drive the success of any evaluation project.

sponsorship
The inner workings of today’s organizations are characterized by changing 
priorities, ambiguity, and the need for speed and results. Sometimes it is 
difficult to know who wants what, and the expectations are subject to change 
as a result of the dynamics of a changing environment. Even in a stable 
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 Chapter 2 Stone’s Measurement and ROI Process: A View from Above 21

environment, a follow-up evaluation project should never be undertaken 
without sponsorship and an agreement on what is expected. Of the factors 
required in order to complete an evaluation project successfully, the need 
for sponsorship is at the top of the list. There are four significant issues that 
make sponsorship a necessity for measurement and follow-up evaluation. 
These issues exist for any follow-up evaluation project, not just ROI mea-
surement. The issues are

•	 People	view	data	collection	as	a	disruption.
•	 People	who	are	asked	to	provide	data	are	often	reluctant	to	cooperate	

because of a concern about how the data may be used or misused.
•	 People	often	feel	threatened	because	of	a	concern	that	the	evaluation	

may develop into an assessment of their own performance, instead of 
an evaluation of the training and performance process.

Figure 2.1 Key Components of a Successful Evaluation Methodology

Sponsorship

Guiding
Principles

ROI Quality
Analysis

Evaluation
Framework

Systematic
and

Comprehensive
Measurement
and Evaluaton

Process
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22 The Real Value of TRaining

•	 Since	a	follow-up	evaluation	is	time-spaced,	often	over	several	months,	
to allow sufficient elements of the performance cycle to occur, 
sustaining the evaluation project and completing the process can be 
difficult on two fronts: (1) sustaining cooperation from those 
providing the data, given that they may be experiencing a redirection 
of priorities and multiple distractions and demands, and (2) 
overcoming the impatience of stakeholders, who may seek to shortcut 
the process because they want to know the results quickly.

Any of these four issues can be a significant barrier to successfully imple-
menting any follow-up measurement or evaluation project. Together, they 
can make for a difficult journey indeed. A sponsor, usually a client or anoth-
er member of the management team, can help significantly in overcoming 
these barriers. For example, a sponsor can reduce the perceived threat of 
measurement through personal assurances and positive communication 
and reinforcement. Sponsors can also encourage cooperation in data col-
lection efforts by appealing to the team’s ownership of improvement initia-
tives. Sponsors are a vital ally in initiating and sustaining the evaluation 
project. The training professional should carefully plan the sponsor’s role 
and provide coaching in the execution of that role.

systematic and Comprehensive  
measurement and evaluation process

The measurement and evaluation process shown in the inner circle in 
Figure 2.1 is the central component of the methodology. The purpose of 
this process is to systematically develop a business impact study that will 
establish the connection between the training solution (or other interven-
tion), the participants’ performance in the work setting, and the impact on 
key business results.

When properly implemented along with the four supporting compo-
nents shown in Figure 2.1, the measurement methodology provides the 
evaluation practitioner with a reasonable representation of the contribution 
that an intervention is making to the business. In addition, it provides suf-
ficient data to allow corrective action to be taken to improve the training 
and performance process. An impact study will provide the executive suite 
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 Chapter 2 Stone’s Measurement and ROI Process: A View from Above 23

and other stakeholders with information in their language that provides a 
snapshot of how a training investment is paying off.

There are many measurement and evaluation methodologies in use 
today. Some are more credible than others, and some are more practical. 
The best measurement methodologies inherently include the features 
shown in Table 2.1.

Table 2.1 Inherent Features of a Good Measurement Methodology

  FeATuRe Why The FeATuRe IS IMPORTAnT

•	 Is	systematic,	comprehensive,		 It	can	be	applied	to	all	types	of	programs	and	 
 and flexible  solutions in any type of organizational setting.

•	 Is	practical,	employing	tools,			 This	simplifies	the	measurement	process	by	 
 templates, and sampling techniques   employing the least costly and most effective  

approaches, allowing for relative ease and speed of 
application.

•	 Establishes	specific	measures	to		 Each	measurement	project	is	different.	The	end	 
 track, analyze, and report a chain  in mind of the solution being measured must be  
 of evidence  identified, along with the client’s expectations for the 

measurement project (what evidence will be of value 
and what must be measured).

•	 Accounts	for	all	relevant	variables	 Metrics	and	key	business	measures	are	often	 
 and how they act to change the  influenced by many factors, not just the intervention  
 metrics that are being measured   that is being measured. Evaluation must determine, 

within reason, what causes key business results and 
performance improvement.

•	 Accounts	for	the	extent	to	which	 Data	are	often	collected	during	an	abbreviated	time	 
 results are likely to be sustained  frame several months following the delivery of a  
 beyond the data collection  solution. It is important to determine how  
 time frame   performance is likely to play out months later, after 

the data collection, instead of assuming that it will 
continue.

•	 Is	capable	of	analyzing	both	tangible	 Most	solutions	should	provide	both	tangible	and	 
 and intangible data to report benefits  intangible benefits. Both must be analyzed and  
 and assign monetary values to  reported in ways that demonstrate their contribution  
 calculate ROI   to the business. Calculating ROI should be available 

but optional, depending on stakeholders’ interest  
and requirements.

•	 Accounts	for	the	quality	of	an	ROI	 ROI	is	a	single	metric	that	can	be	misleading	and	 
 calculation when ROI is part of the  can even be manipulated to make an unacceptable  
 impact study   result appear to be acceptable. An ROI quality  

analysis reveals the truth about the calculation.

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



24 The Real Value of TRaining

These features help to provide a consistent, reliable, and credible pro-
cess that practitioners can master and apply to demonstrate contribution 
and value.

evaluation framework
An evaluation framework is necessary to support the measurement process. It 
is integrated into the measurement methodology. The idea is to use the frame-
work as a context or reference point to identify the different types of measures 
that will be or are influenced by a solution and the type of evaluation data that 
stakeholders require. The training professional should partner with the client 
or program sponsor and use the framework to clarify expectations for the 
evaluation project. This discussion focuses on several issues, such as (1) review-
ing the training objectives and clarifying the performance results that should 
be influenced by the solution, (2) identifying the type of data that should be 
collected to determine whether the objectives have been met and to satisfy the 
information needs of the client and other stakeholders, and (3) identifying 
credible sources that can provide the data. This discussion ultimately develops 
the stated purpose and scope of the evaluation project. The evaluation frame-
work in Figure 2.2 has four components. Three of these components have the 
same characteristics and are based on the same principles and performance 
relationships as the performance-centered framework covered in Chapter 1 
(performance readiness, execution, and business outcome).

When a training solution is delivered, the expectation is that the dedica-
tion and hard work that go into the solution set off a chain reaction of 
performance. When a decision is made to conduct a follow-up evaluation, 
after clarifying the purpose of the evaluation, a chain of evidence is sought 
to demonstrate what happened. As shown in Figure 2.2, two types of readi-
ness data are collected to determine the success of performance prepara-
tion: First, did the participants view the training solution as relevant and 
successful (initial reaction)? Second, did the participants learn and gain the 
confidence to apply their new knowledge and skills in the work setting (per-
formance readiness)?

Two types of performance data are collected to determine follow-up 
performance	success.	Did	the	participants	actually	apply	what	they	learned	
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 Chapter 2 Stone’s Measurement and ROI Process: A View from Above 25

in	the	work	setting	(execution)?	Did	the	execution	by	participants	influence	
one or more business measures (business outcome)? When desired, evalua-
tion of business outcome measures can be broadened to determine whether 
the solution paid for itself (ROI). The framework in Figure 2.2 is used dur-
ing the evaluation planning stage to identify and clarify the different types 
of measures that should be influenced by the solution being evaluated and 
to make decisions on the types of data to collect, analyze, and report.

The purpose of a specific evaluation study determines which types of 
data are collected, analyzed, and reported. For example, an evaluation 
whose purpose is to determine the participants’ satisfaction with a training 
solution will collect and analyze initial reaction data. This type of data is 
typically collected through a questionnaire, affectionately referred to as a 
smile sheet. Initial reaction data is of most benefit to the training organiza-
tion and is of limited value to other stakeholders. An evaluation that has the 
purpose of determining whether employees are actually applying what they 
learned in the work setting will collect and analyze execution data. There 
are numerous possibilities for collecting execution data, such as interviews, 
observation,	focus	groups,	and	questionnaires.	Data	collection	methods	and	

Figure 2.2 Evaluation Framework

Business Outcome* Verifies changes in targeted business outcome measures from 
 the organization’s records or other credible sources.

Execution in the  Evaluates the successes and disappointments of the performance 
Work Setting solution to verify the execution of key targeted objectives, tasks, 
 and behavior in the work setting. Includes evaluation of active 
 management reinforcement, companion transfer strategies, and 
 corrective action to eliminate ineffective habits.

Performance Readiness Measures participants’ readiness to execute targeted objectives 
 and tasks in the work setting (awareness, knowledge, skills, 
 confidence, habits, and other readiness factors identified
 in the specific solution design).

Initial Reaction Measures initial reaction and satisfaction with delivery of the 
 training and performance solution.

*After the performance solution’s influence on the business outcome is determined, the resulting improvement data may 
be assigned a monetary value to calculate the return on investment. The net benefit is compared to the fully loaded cost 
of the performance solution to determine the ROL.

Evaluation of Follow-up Performance

Evaluation of Performance Preparation
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26 The Real Value of TRaining

sources are determined during the planning phase of an evaluation project, 
preferably before the solution is delivered. 

Interest level in a type of evaluation and the value of the data will vary 
depending on the situation. A client or stakeholder who provides funding 
for a training solution will have a greater interest in knowing the ROI than 
one who does not provide funding. While management is usually interested 
in achieving an ROI, it is not always interested in allocating resources to 
determine whether this actually occurred. 

guiding principles
Guiding principles, or standards, are necessary for any methodology to help 
ensure that it provides credible approaches and systematic application. They 
help guide the user to apply conservative decision making when collecting, 
analyzing, and reporting data. Even when guiding principles exist, they rely 
on the competence and motives of the analyst to apply them objectively and 
in a uniform way. As shown in Table 2.2, Stone’s methodology includes 12 
guiding principles that are integrated into the measurement process.

There will always be debate about refining a measurement methodology 
to make it more objective and more credible to researchers and other inter-
ested parties. However, the resources available to apply the methodology 
are often limited. I have asked managers and senior executives many times 
why they do not require more objective data when they make decisions. 
Their answer is always the same. It goes something like this: “I would like 
more objective data, but I do not have the luxury of unlimited time or an 
unlimited checkbook, and scarce resources need to be reallocated to other 
initiatives.” Converted into plain English, this means, give me evaluation 
data, but make it quick, fix what is broken, apply the lessons learned, and 
then go to work on other priorities. In the end, urgency, practicality, and 
simplicity will win out over cost and wait time.

The application of these principles should be discussed with clients and 
other management stakeholders when planning an impact study and com-
municating the results of the study. Each of these 12 principles and the 
appropriate applications are discussed in detail throughout the upcoming 
chapters.
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 Chapter 2 Stone’s Measurement and ROI Process: A View from Above 27

Roi Quality analysis: finding and  
Reporting the truth about Roi

As mentioned in the introduction, an ROI calculation can be deceiving. A 
training solution that does not achieve an acceptable performance result 
can actually yield a positive ROI, even a very high ROI. As Chapter 9 
addresses, this is possible because of the many input variables that contrib-
ute to the development of an ROI calculation. A measurement methodol-
ogy that includes ROI must account for this inherent flaw. This is why 
Stone’s	 measurement	 and	 ROI	 process	 includes	 Guiding	 Principle	 11,	
which states, “Always accompany ROI calculations with an ROI quality 
analysis.” The ROI quality analysis (RQA) reveals and reports the flaws in 
the calculation so that it is not relied upon as the only indicator of perfor-
mance success. Thus, the true value of the performance results can be dem-
onstrated, regardless of what the ROI calculation implies.

Table 2.2  Twelve	Guiding	Principles

	 1.	 Partner	with	the	sponsor	on	the	evaluation	project	up	front,	and	reach	agreement	on	the	
purpose, scope, and expectations for the project, as well as the resources and support 
required.

 2. When collecting data, apply the five Cs and collect sufficient data to establish linkages 
among performance readiness, execution, and business outcome.

 3. Conduct success and disappointment analyses and report both types of data.

 4. Choose the most conservative alternative when analyzing data and reporting results.

 5. When sources estimate results, make an adjustment for the potential error of the estimate.

 6. Identify the key factors that influence business outcome measures and apply the appropri-
ate method to adjust for causal influence.

 7. In determining the sustainable impact of improvements, use only credible sources and 
make adjustments accordingly.

 8. Calculate ROI only when it satisfies the purpose of the evaluation project and has utility for 
one or more interested stakeholders.

 9. When they are available, use organization records as a first source to report outcome 
improvement data and to determine monetary values, then resort to other credible sources.

 10. When comparing net benefits to solution costs to calculate ROI, use fully loaded costs.

 11. Always accompany ROI calculations with an ROI quality analysis.

 12. When reporting tangible and intangible results, communicate the linkage of these results 
and their contribution to the organization’s key business strategies or measures.
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28 The Real Value of TRaining

oveRview of stone’s measuRement  
and Roi pRoCess

Stone’s process meets the criteria for a successful methodology shown previ-
ously in Table 2.1. The process inherently includes all of the components 
previously addressed in this chapter that are necessary to conduct a thor-
ough impact study. An impact study is a systematic, thorough, valid analysis 
that takes all relevant parameters into account to measure key business 
results and performance improvements that are influenced by training and 
performance initiatives. It includes an ROI calculation when one or more 
stakeholders are interested in a cost-benefit-type analysis. If the purpose of 
a specific evaluation study is to calculate the ROI, the entire process (11 
steps) is implemented. If the purpose is only to determine whether learning 
occurred, or to determine whether execution in the work setting took 
place, then the evaluation will stop short of collecting business outcome 
data and calculating the ROI. The process is applied to address only the 
data that are needed to satisfy the stated purpose.

As any evaluation process is applied, it is important to remember that 
the data that are collected, analyzed, and reported as business outcome 
results must be linked back to the solution through a chain of evidence. 
Even though methods to determine the causal influence of the business 
outcome will be applied later in the evaluation process, there must be a 
chain of evidence for all three stages. As illustrated in Figure 2.3, there must 
be evidence that learning (readiness) did occur in Stage 1, and there must 
be evidence that the solution was applied in the work setting in Stage 2 
(execution). When evidence is lacking in any part of the path of this chain, 
it is not plausible to establish a causal relationship.

Each type of result in the performance chain should influence the next 
result. In Figure 2.3, when a training solution from Stage 1 achieves its 
learning objectives, the performers (participants) should be “performance 
ready.” Thus, the learning and any companion strategies enable execution 
in the work setting in Stage 2. When performers execute as expected, busi-
ness outcomes in Stage 3 are influenced. It is a simple-looking process, but 
there are many complexities that can cause breakdowns in the path to per-
formance. The most frequent breakdowns occur between the end of Stage 
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 Chapter 2 Stone’s Measurement and ROI Process: A View from Above 29

1 and the beginning of Stage 2. Hundreds of business impact studies that I 
have completed reveal a compelling conclusion. The key weakness in the 
training and performance process is a solution design that focuses only on 
learning. That is, transfer to the work setting is frequently left to chance.

When the solution design ignores other elements of readiness, such as 
the need for active management reinforcement or other types of needs, the 
opportunity for success is diminished. A good evaluation strategy must 
examine the possibilities and report any weaknesses in the solution design. 
The evaluation methodology covered in this book and shown in Figure 2.4 
(see page 30) enables practitioners to plan and execute evaluation strate-
gies to complete this task and more.

The measurement and ROI process includes five phases with eleven 
steps to plan, implement, analyze data, report results, and follow up on the 
recommendations. When the entire process is utilized, business outcomes 
are identified and the ROI is calculated.

phase one: partner and plan the evaluation project
An	evaluation	study	begins	 in	Phase	One	of	 the	process	when	a	client	or	
sponsor designates or agrees to a program to be measured. This decision 
should occur before the training solution is implemented to allow for effec-
tive planning. A planning meeting is held with the client to discuss issues, 
make decisions about the specific purpose of the evaluation, and identify 
support requirements.

Performance
Readiness

Execution in the
Work Setting

Business
Outcome

Stage 1 Stage 2 Stage 3

+ =

Figure 2.3 Chain	of	Performance
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1

2

3 4 5 6 7 8

9a 9b

9c

9d

10

11

This measurement and evaluation methodology includes guiding principles, tools, templates, job aids, and an ROI component.
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Yes
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No
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and Negotiate
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Purpose and
Expectations

Finalize
Evaluation

Strategy
and Collect
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Analyze
Results and
Adjust for

Causal
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Adjust for
Sustained

Impact

Assign 
Credible
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Outcome

Improvement

Calculate
Fully Loaded

Costs

Capture
Intangible

Results and
Conduct 

Outcome Quality
Analysis

Calculate ROI
and Conduct
ROI Quality
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Net Benefits

Cost

Collect
Performance

Readiness
Data

Collect
Follow-up

Performance
Data
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on the Purpose,

Expectations, Scope,
Resources, and

Support?

Assigning
Monetary Value

Satisfies the
Purpose and

Has 
Utility?

Postpone the
study until

climate and support
for evaluation project

are favorable

• Initial reaction
• Readiness,
 including
 learning

• Execution
• Business
 outcome

• Comparison
 group
• Conditional
 trend analysis
• Credible source
 estimates

• Known values
• Value by 
 association
• Credible source
 estimates

• Outcome
• Execution
• Readiness

• ROI
• Quality of
 the ROI

• One-time
 impact
• Recurring
 impact
• Turnover loss
 adjustment

Communicate
Results and

Recommended
Actions

Initiate
Proper

Follow-up
Action

*Analyze and report on the delivery of the complete solution design, not just the training component.

Phase Four
Report Results

Phase Five
Follow-up

Phase One
Partner and Plan

the Evaluation Project

Phase Two*
Collect

Performance Data

Phase Three*
Analyze Data and Make

Conservative Adjustments

Figure 2.4 Stone’s	Measurement	and	ROI	Process

Copyright	©	2008,	Ron	Drew	Stone.	All	rights	reserved.
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 Chapter 2 Stone’s Measurement and ROI Process: A View from Above 31

The result of the client meeting is a partnership supporting an evalua-
tion	plan	and	strategy	that	will	be	implemented	during	Phases	Two	through	
Five. The necessary answers may not all be available during the initial meet-
ing, and additional discussion and discovery may be required. As indicated 
by Step 2, when a satisfactory agreement on key issues cannot be reached, 
the study should be postponed until a more favorable time, or, depending 
on the reasons for the lack of agreement, perhaps a different program may 
be selected for evaluation. When the impact study is completed, the key 
deliverable is a written report and presentation that includes findings, con-
clusions, and recommendations. The data reported should be comprehen-
sive enough to satisfy the purpose of the study that was identified during the 
planning phase.

phase two: Collect performance data
Step 4 begins the implementation of the data collection plan and strategy 
that was developed in Step 3. In Step 4, someone has usually already been 
designated to collect performance readiness data during the delivery of the 
solution (initial reaction and learning readiness). These data are reported 
later, along with follow-up data from Step 5 (execution and business out-
come). Throughout Steps 4 and 5, data are collected to show a chain of 
impact up to the highest level that satisfies the purpose of the study.

Step 5 follows the evaluation strategy and plan to collect data in the 
work setting from the business performance records and other credible 
sources.	Data	collection	instruments	and	methods	are	carefully	planned	to	
collect the most credible data from the most reliable sources to determine 
the contribution.

phase three: analyze data and make Conservative adjustments
The data analysis phase begins with Step 6 to determine the performance 
results. The potential causal influences that drive the targeted business out-
come measures are identified, and a method and strategy are applied to 
differentiate between the effects of the solution design and any other influ-
encing factors. An adjustment is made to the performance results to account 
for the influence of the solution.
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32 The Real Value of TRaining

Step 7 addresses the sustainability of the results that are influenced by 
the solution and makes the necessary adjustment to account for either a 
one-time impact or a recurring impact. When a decision is made to annual-
ize the performance results, an adjustment must be made to account for the 
turnover experienced by the population being sampled.

Step 8 is a key decision point to determine whether specific business 
outcome results will be assigned a monetary value or whether they will be 
reported as intangible results. Intangible results are any business outcomes 
that are not assigned a monetary value. The decision to assign monetary 
values is initially made at Step 3, during the planning process, as are all 
other key decisions. However, the planning step takes place months before 
the data are actually collected and analyzed. The situation may have 
changed when it is actually time to perform the analysis. For example, 
determining monetary values for a specific measure may be much more dif-
ficult than anticipated, and it may not be wise to expend the resources 
necessary to proceed. The client is consulted when it is deemed necessary 
to change the original plan. The decision could still be made to allocate the 
resources, take more time, and assign a value.
Data	that	are	assigned	monetary	values	(some	values	are	known;	others	

may need to be developed) are used to determine the monetary benefits 
(Step 9a) and to calculate the ROI (Step 9c of the process). To calculate the 
ROI, net monetary benefits that are influenced by the solution design are 
compared	to	the	fully	 loaded	costs,	which	are	calculated	in	Step	9b.	Data	
that are not assigned a monetary value are processed in Step 9d as intangi-
ble data. These data are considered intangible because they have no known 
monetary value, and therefore they cannot be used to calculate ROI.

Concurrent with or following the ROI calculation, the ROI quality 
analysis (part of Step 9c) is performed. This is a thorough examination and 
analysis of all the inputs into the ROI calculation to determine whether the 
calculated ROI is really representative of the performance results achieved 
and to identify the deficiencies and strengths of the evaluation.

Sometimes an evaluation does not include an ROI calculation because 
the key stakeholders are not interested in allocating the resources required 
to determine ROI. In this case, Steps 9a, 9b, and 9c are not included in the 
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 Chapter 2 Stone’s Measurement and ROI Process: A View from Above 33

process. In this instance, only the intangible results from Step 9d are report-
ed and an outcome quality analysis is performed.

phase four: Report Results
Impact studies that include an ROI calculation usually yield both tangible 
and intangible results from a training solution. The data from Step 9a 
through 9d are analyzed, and the findings, conclusions, and recommenda-
tions are reported in Step 10. The interests and preferences of key stake-
holders are taken into account when the data are collected and analyzed 
and	the	report	is	drafted.	During	the	presentation	to	key	stakeholders,	the	
results, recommendations, and issues are discussed, and follow-up actions 
are communicated.

phase five: follow-up
Step 11 focuses on finishing the job by implementing the approved recom-
mendations. Some recommendations may be course- or solution-specific 
and therefore are likely to be narrow in scope. Others may involve the 
entire training and performance process and how it is managed by the 
training function, utilized by stakeholders, or aligned with the business.

the misundeRstanding about Roi  
and the benefit-Cost Ratio

Some practitioners confuse return on investment (ROI) with another 
common measure of payback called the benefit-cost ratio (BCR). As a 
result, both formulas are sometimes applied or communicated incorrectly. 
The two are similar in that they are both expressing a relationship between 
benefits and costs. But the equation is calculated differently, and the answers 
they yield have a different meaning and are expressed in a different way.

benefit-Cost Ratio (bCR)
To determine the benefit-cost ratio, the total monetary benefits influenced 
by a solution design are compared to the costs by dividing total benefits by 
the costs, as shown here. A benefit-cost ratio of 1 means that the benefits 
equal the costs. This is known as breaking even.
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34 The Real Value of TRaining

 Solution Benefits                           
BCR =
 Fully Loaded Solution Costs

Example: There are $300,000 in total benefits from the solution, and the 
fully loaded cost of the solution is $200,000.

 $300,000
BCR =                   = 1.5 (usually written as 1.5:1) 
 $200,000

The answer communicates a ratio of benefits to costs of 1.5 to 1. That is, 
the benefits exceed the costs by 0.5. It is expressed as a ratio of 1.5:1. The 1 
to the right of the colon always represents one dollar spent. Compared to 
$1.50 returned in the example, the gain is only 50 cents (1/2 dollar). So the 
answer as expressed in this example (1.5) does not factor out the invest-
ment. While there is a result of 1.5 ($1.50), the gain is only 0.5 ($0.50) 
because the dollar spent is included in the $1.50.

Return on investment
As shown in the following formula, in calculating ROI, net monetary bene-
fits influenced by the solution design are compared to the fully loaded costs. 
The ROI formula differs from the BCR formula in two ways: net benefits are 
used in the numerator, and the answer is expressed as a percentage returned 
on the investment.

 Net Solution Benefits 
ROI =                                               3 100
 Fully Loaded Solution Costs

Using the same example of $300,000 benefits and $200,000 fully loaded 
costs, here is the ROI:

 $100,000 [$300,000 – $200,000]                            
ROI =                                                      = 0.5 3 100 = 50%
 $200,000

Net benefits are defined as total benefits minus cost (300,000 minus 
200,000	in	the	example);	thus,	the	figure	in	the	numerator	is	$100,000.	ROI	
is a comparison of net benefits to the costs, and it is expressed as a percent-
age. Therefore, following the calculation, the answer (0.5 in the example) 
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 Chapter 2 Stone’s Measurement and ROI Process: A View from Above 35

must be multiplied by 100 to convert the decimal to a percentage. So in the 
example, 50 percent ROI is the gain. It is a net number. This is why it is 
called	a	“return”	on	the	investment.	The	BCR	is	not	a	return;	it	is	a	ratio.	It	
is incorrect to say, “The BCR is a return of 1.5.” Think of it this way: it is 
impossible to get an ROI without first recovering the costs. Unlike the BCR, 
the answer from the ROI calculation is a gain, a return on the investment.

Breakeven for ROI is zero. Another way to remember the difference 
between BCR and ROI is that the BCR will always be greater than the ROI 
by a factor of 1. For example, a BCR of 2.65 is the same as an ROI of 165 
percent (1.65 x 100). Calculating ROI for training puts training investments 
on a level playing field with other types of investments by using a formula 
that is similar to other concepts and investment calculations used to deter-
mine payback. Executives understand and respect this language, since they 
use it to make decisions about other types of business investments. The ROI 
quality analysis is used to deal with any concerns executives may have that 
the process used to develop training ROI might communicate the value 
improperly.

huRdle Rate foR Roi
Hurdle rate is the term that is used to establish a minimum acceptable ROI 
for investments. Generally, there is no acceptable standard for hurdle rate. 
Most organizations establish a minimum acceptable ROI or a minimum 
acceptable range in order to have some flexibility in comparing investment 
options. Generally the minimum expected return ranges from 10 to 20 per-
cent, based on numerous issues such as alternative investment opportuni-
ties available, the cost of financing and the availability of money, the nature 
of the investment, the strength of the linkage of the investment to the strat-
egies of the organization, how the investment contributes to the competi-
tive position of the organization, and so on. 

A reasonable hurdle rate for training and HR solutions can be estab-
lished at the higher end of the range noted here, or 20 percent. Each situ-
ation should be considered on its own merit as determined by the key 
stakeholder (client or sponsor). Several choices are available for consider-
ation, as follows:
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36 The Real Value of TRaining

•	 The	client	may	accept	a	range	of	10	to	20	percent,	or	the	same	as	that	
for other investments.

•	 The	 client	 may	 suggest	 a	 different	 number	 that	 matches	 its	 own	
expectations, either higher or lower than that for other investments.

•	 The	client	may	suggest	a	breakeven	ROI	(0	percent).
•	 The	client	may	state	that	he	has	no	interest	in	allocating	resources	to	

determine ROI.

When a client asks the training professional to suggest a target hurdle 
rate for a specific program, it may be best to set it at the high end of the 
range for other investments, or 20 percent. 

CRiteRia foR business outCome  
and Roi evaluation deCisions

Since most of a training organization’s funding is dedicated to assessing needs 
and designing and delivering solutions, evaluation dollars are usually scarce. 
Therefore, follow-up evaluation decisions must be planned carefully and the 
dollars spent wisely. Evaluation of business outcomes and ROI should be 
reserved for those programs that meet specific criteria. While general criteria 
are provided here, each training organization should refine the criteria to 
meet its own requirements. Table 2.3 provides a good starter for the criteria. 

Applying the criteria in Table 2.3, decisions to evaluate programs are 
based on the resources and evaluation expertise available. Sampling is also 
used to conserve scarce evaluation resources. For example, suppose that a 
decision to evaluate a key leadership program is made based on the criteria 
in Table 2.3. The program is offered six times this year from February to 
September, with 30 people participating in each offering. To sample the 
contribution of the program, two offerings (60 participants), one in 
February and one in March, are selected for evaluation. Another option is 
to sample a percentage of participants from all six offerings. However, this 
option is not advisable because of the lengthy time span involved and the 
existence of a multitude of variables that would significantly complicate 
data collection and analysis.

Some follow-up evaluation projects have the single purpose of focusing 
on execution in the work setting. These evaluations often target programs 
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 Chapter 2 Stone’s Measurement and ROI Process: A View from Above 37

involving new employees who are being brought on board or programs 
involving customer relationships and customer transactions. These pro-
grams could also become candidates for business outcome and ROI evalua-
tion. Compliance programs whose purpose is aimed at employees following 
regulatory requirements, safety requirements, job procedures, and the like 
are often targeted for evaluation of execution in the work setting.

Table 2.3  Evaluation Criteria for Business Outcome and ROI

CRITeRIOn COMMenT

•	 Linkage	of	the	solution	to	the		 Many	programs	may	fit	this	criterion,	so	prioritize 
	 organization’s	goals,	KPIs,	or		 them	based	on	the	expected	benefits	of	the 
 strategic objectives. evaluation.

•	 Client	or	management	interest	in		 This	usually	comes	down	to	a	key	stakeholder’s	own 
 the demonstrated results of a specific  criteria, such as high interest in a specific measure or 
 solution. business problem that the solution should affect. 

•	 High	percentage	of	budget	allocated		 A	rule	of	thumb	is,	if	20	percent	or	more	of	the 
 to the solution.  training budget is allocated to a solution, that  

solution is high cost.

•	 The	solution	has	high	visibility	in	 Some	solutions	have	higher	visibility	because	they	are	 
 the organization.  controversial or because of perceptions of their  

relative value.

•	 A	high	percentage	of	the	workforce	 For	example,	a	solution	may	be	offered	to	all	 
 is to be involved in the solution.   engineers, all employees of one department, all  

company employees, or some other such group.

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



This page intentionally left blank 

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



u u u
Chapter

3
Begin on the Right Foot: 

Partner to Create a 
Measurement Strategy

Follow-up evaluation activities require varying amounts of resources and will 
span different calendar timelines, depending on the scope of the solution 
that is being evaluated and the scope and expectations of the evaluation 
itself. Hence, an evaluation initiative should be treated like a project, mean-
ing that the expectations, success measures, resources, support, and analysis 
and reporting requirements must be identified and negotiated with the 
partner up front. Projects of any type rarely succeed unless they are care-
fully planned and executed with the end in mind and with stakeholder buy-
in. As illustrated in Figure 3.1 (see page 40), Steps 1, 2, and 3 are the begin-
ning of the measurement and ROI process. During these steps, key deci-
sions are made about planning and executing the evaluation project. The 
entire project is planned from the beginning of data collection to the final 
step of reporting the results.

Step 1: Confirm SponSorShip and negotiate  
purpoSe and expeCtationS for the evaluation

During Step 1, the training professional partners with a business leader, usu-
ally the direct client, to confirm sponsorship and negotiate the evaluation 
purpose and expectations. Guiding Principle 1 states, “Partner with the 
sponsor on the evaluation project up front, and reach agreement on the 

39
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40 The Real Value of TRaining

purpose, scope, and expectations for the project, as well as the resources 
and support required.”

Sponsorship involves partnering with a member of the management 
team who is willing to serve in an influencing and supportive role. Sponsors 
must concur with the overall data collection strategy and plan. They should 
have a role in encouraging participants in the data collection effort to pro-
vide data in a thorough and timely manner. 

Figure 3.1 Phase One, Steps 1, 2, and 3

Phase One

Partner and Plan
the Evaluation Project

Step 1

Step 2

Step 3

Confirm
Sponsorship

and Negotiate
Evaluation Purpose

and Expectations

Finalize
Evaluation

Strategy and
Collect

Baseline Data

Agreement
on the Purpose,

Expectations, Scope,
Resources, and

Support?

No

Yes

Postpone the study until
climate and support for

evaluation project is favorable
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 Chapter 3 Begin on the Right Foot: Partner to Create a Measurement Strategy 41

guiding principle 1
partner with the sponsor on the evaluation project up front, and reach 
agreement on the purpose, scope, and expectations for the project, as 
well as the resources and support required.

While the business leader who is identified as the client for the evalua-
tion is usually the primary partner and sponsor for the evaluation, there can 
be other key stakeholders as well. A key stakeholder is anyone who seeks to 
have input into the evaluation or has an interest in reviewing the evaluation 
data. Interest could be driven by numerous things, such as the high visibil-
ity of the training solution, the high cost of the training solution, ownership 
of the training solution, or interest in a specific business measure and the 
desire to know how a specific program drives that measure.

The key client can help identify other interested stakeholders. The 
training director and the senior executive of the business unit that allocates 
funding for training may be sources as well. Most of the evaluation data 
required are driven by the needs of the key client. In order to identify the 
purpose of the evaluation and allow for effective strategy and planning, the 
planning meeting and discussion with the sponsor should occur before the 
training solution is implemented. During the Step 1 planning meeting, in 
addition to confirming sponsorship and identifying the key stakeholders, 
other issues are discussed and decisions made with regard to the scope of 
the evaluation and the resources and support required. Each of these topics 
is addressed in this chapter.

determine purpose and expectations for the evaluation
When the purpose and expectations of the evaluation initiative are unclear, 
it’s difficult to determine whom to collect data from, the type of data to col-
lect, and when to collect them. Identify the key stakeholders (in addition to 
the client) who have an interest in the results of the study, and agree on the 
type of evaluation data that will satisfy their needs. Determine how the client 
and other stakeholders will benefit from the results of the evaluation and 
how the data will satisfy their needs regarding information and perfor-
mance. Determine the different types of data that must be gathered and 
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42 The Real Value of TRaining

which sources key stakeholders consider to be credible. Determine the 
expectations for communicating the progress of the evaluation and final 
reporting. The training professional may touch base with other stakehold-
ers later to verify this information. 

The purpose and expectations go hand in hand because one influences 
the other. For example, if the client is set on seeing evaluation data that 
show how people have changed their behavior, the purpose of the evalua-
tion must encompass this requirement, and a plan and strategy must be 
created accordingly. Occasionally, the initial purpose of an evaluation proj-
ect may be revised when the client learns that certain data are not readily 
available or when the planning steps reveal that the resources and time 
required are greater than was originally anticipated. Once the purpose and 
success measures of the evaluation project are agreed upon, this drives the 
remaining evaluation decisions. Table 3.1 includes a few examples of evalu-
ation purpose statements and measures.

An evaluation may include multiple purposes and measures. The client 
or sponsor must agree to each purpose and measure. It is the purposes and 
measures that drive all other evaluation decisions. An evaluation should 
satisfy the needs of stakeholders and the training and performance process, 
not those of the training department. When the training department is 
perceived to be the major beneficiary of an evaluation study, it is difficult to 
build and sustain support for the necessary data collection activities. 

determine how training Solution objectives  
link to Business measures 

Review the objectives of the program that is being evaluated and identify the 
performance measures that it is expected to influence. There should be a clear 
linkage. When either the objectives or the linkage is not clear, the situation 
must be clarified until there is complete agreement on the aim of the program 
and the specific measures of success. Review the needs assessment if there is 
one. Talk with the client and other key people to determine what business 
driver initiated the program and what business outcome is expected from the 
solution that is being evaluated. Clarifying these issues helps to solidify the pur-
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 Chapter 3 Begin on the Right Foot: Partner to Create a Measurement Strategy 43

pose of the evaluation and ensure that the evaluation project can deliver the 
type of data needed.

identify Key Components of the Solution design 
When the decision is made to evaluate a training solution, among the first 
things to do is to identify what the solution looks like. That is, what are the 
characteristics of the solution, or, as we say in the training business, “what is 
the performance design?” It is the performance design that drives the 
results. As pointed out in Chapter 1, learning strategies may be only one ele-
ment of the solution design (Table 1.1 gives an example). An evaluation 

Table 3.1  Evaluation Purpose Examples

PuRPoSe exaMPle oF a SPeCiFiC MeaSuRe

•	 Determine	how	often	sales		 Mystery	shoppers	report	that	representatives	are 
 representatives are applying using discovery questioning techniques to suggest  
 cross-selling skills.   complementary accessory items (target is 90 percent 

use per sales contact).

•	 Determine	whether	the	sales	target		 Sales	of	complementary	accessory	items	increase	by 
 for accessory items is being met. an average of 25 percent per customer.

•	 Determine	whether	customers	 Customer	satisfaction	scores	improve	by	20	percent	 
 approve of the new service policies.   within three months in categories 6, 8, and 9 on  

satisfaction surveys.

   There is a 50 percent reduction in customer service 
complaints.

•	 Determine	successes	and		 Participants	identify	the	top	three	successes	as	a 
 disappointments when applying the  result of applying the decision-making process. 
 new decision-making process. Participants identify three decisions that they made  
  that did not meet stakeholder expectations.

•	 Determine	customer	receptiveness	to		 Before	they	leave	the	service	department,	20	percent 
 changes in the new customer service  of customers will voluntarily respond to a five- 
 processes. question survey. 

•	 Determine	whether	a	specified	return		 Achieve	an	ROI	of	at	least	20	percent	with	a	ROI 
 on investment has been achieved. quality analysis score of “definitely acceptable.”

•	 Determine	whether	training	is	relevant		 Achieve	at	least	4.8	on	a	5-point	scale	for	the	initial 
 to the current job environment.   reaction questionnaire at the end of the program 

(items 6 and 7 on the questionnaire).
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44 The Real Value of TRaining

strategy and plan must take the design into account. It is the design that is 
being evaluated, not just the learning. Changing the design is likely to 
change the result. When the evaluation reaches the analysis stage, the analy-
sis must determine the extent to which the design influenced the business 
outcome. Any approach short of this is misrepresenting the dynamic of the 
cause-and-effect relationship that is being driven by the solution design. 

determine the Scope of the evaluation 
Facilitate agreement with the sponsor on the scope of the study, the popula-
tion to be sampled, and how data will be collected, analyzed, and reported. 
The scope addresses such issues as (1) what will be the time span of the 
evaluation project (a few weeks, a few months, or a year) and (2) how much 
data will need to be gathered, how often, when, and from whom and how 
many people? Identify the characteristics (job type, location, working hours, 
and so on) of the people who will provide the different types of data. Then 
you can best determine how and when to collect those data from each 
group. Sample size is often a matter of doing what is practical. In a real work 
setting, because of the cost, time, and disruption involved, it is often impos-
sible to follow the standards given in a sample size table. Anyway, in this 
situation, sample size is overrated. We are not inquiring about how someone 
will vote in the race for a political office, or what TV shows she watches. We 
are getting in-depth information about performance. Going to the right 
sources is much more important than sample size as long as the approach 
is comprehensive. The sampling approach (who should be in the sample) 
is dictated by the purposes of the data collection initiative, the type of data 
being collected, and the concern for credibility. 

Once the sources and sample size are known, it is easier to decide how 
to collect the data. We know whether the population to be sampled is con-
centrated in one location or scattered across a geographic region. We know 
the type of work these people do, so we can get a feel for how long it will 
take for the performance cycle to occur. We know the difficulties and 
approximate cost involved if we decide to conduct interviews or focus 
groups. We also have an idea about how questionnaires may be able to play 
a role in collecting large amounts of data.
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 Chapter 3 Begin on the Right Foot: Partner to Create a Measurement Strategy 45

determine the resources required for the evaluation 
Once we have a full understanding of the purpose, scope, and expectations 
of the evaluation, the resources needed for the evaluation should be deter-
mined. Address how the client organization and others may need to help in 
data collection and analysis activities. For example, if the organization rou-
tinely collects business metrics data that are relevant to the study, access to 
the custodian of the records will be required, and assistance in interpreting 
the data may also be needed. Resources may also be required to coordinate 
the scheduling of interviews or the administration of questionnaires.

negotiate and align Support with the  
expectations for the evaluation 

Negotiate the sponsor’s support role and establish a partnership for the suc-
cessful completion of the study. Having a full understanding of the purpose, 
scope, expectations, and resources required, the client or sponsor should 
make a commitment to provide the necessary support to sustain the evalua-
tion through to completion. This includes a major emphasis on data collec-
tion and follow-through on recommendations. Educate the client on the 
difficulties that are likely to be encountered during the data collection pro-
cess, such as work priorities usually cause people to view data collection as 
a disruption, people need encouragement and a good reason to cooperate 
and provide objective data, people are often suspicious of the reasons for 
the collection of evaluation data, barriers arise because of the time span 
required to complete the evaluation, and so on. A good sponsor can help 
to gain cooperation and reduce many of these difficulties by openly sup-
porting the evaluation and communicating its purpose. 

identify requirements for Collecting  
Key Behavior and execution data 

All	 follow-up	 evaluations	must	 collect	 data	 on	 behavior	 change.	 Behavior	
change (execution) is the first hurdle in the chain of impact following deliv-
ery of the solution. The objectives and content of the program being evalu-
ated should identify the focus and scope of the behavior change expected 
from the program. The purpose of the evaluation should address the level of 
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46 The Real Value of TRaining

interest in behavior change data. However, even when the main focus of the 
evaluation project is business outcome data, the behavior change data are 
still important and relevant to establishing the chain of impact. Experience 
also shows that executives have a high level of interest in execution data, so 
it is best to collect them and include them in the analysis and reporting. 

During the planning meeting, a discussion should focus on the specific 
questions that should be asked to determine what behavior data to collect 
and how to collect them. The client may not be able to respond to all of 
your questions. Don’t hesitate to ask if there are one or more high perform-
ers or job experts that the client can refer you to in order to get more spe-
cific and relevant information. Determine what people are supposed be 
doing now (execution requirements) and what they should do differently 
after the training. This is where you get the information that you will use 
later in the impact study as you formulate the specific questions you want to 
ask about execution and behavior change.

Step 2: go/no-go evaluation deCiSion 
Step 2 of the evaluation process is simply a key decision point to decide 
whether the evaluation will go forward or whether it would be better to either 
postpone it until a more favorable time or select another program to mea-
sure. When the key elements of the evaluation, such as its purpose and expec-
tations, scope, resources, and support, cannot be agreed upon, it is best to 
postpone the evaluation until a more favorable climate can be established.

There may be numerous practical reasons to postpone a follow-up 
evaluation effort or to select a different program for the study. Several pos-
sibilities are

•	 The	 workload	 of	 the	 organization	 that	 must	 provide	 the	 data	 is	
excessive.

•	 The	timing	is	not	good	because	a	significant	data	collection	effort	was	
recently implemented in the organization.

•	 The	organization	recently	announced	a	restructuring,	downsizing,	or	
other such initiative, and people may associate the data collection 
with these efforts.
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 Chapter 3 Begin on the Right Foot: Partner to Create a Measurement Strategy 47

•	 The	 training	 solution	 selected	 for	evaluation	has	unclear	objectives	
(even after discussion), which leads to lack of agreement on the 
purpose of the evaluation and the data that should be collected.

•	 After	discussion	during	the	planning	meeting,	the	initial	purpose	of	
the evaluation is expanded, but there are insufficient resources 
currently available to implement the study.

Even in a favorable climate, collecting evaluation data can be difficult. 
Pursuing evaluation activities in an unfavorable climate is likely to result in 
frustration, a waste of resources, and possibly calling off the effort while it is 
in progress. When these things are predictable, it is best to postpone the 
effort before resources are allocated.

Step 3: finalize the evaluation  
Strategy and ColleCt BaSeline data 

Steps 1 and 2 should provide the preliminary information needed to final-
ize a specific evaluation strategy and plan. The training professional must 
now complete the details by making sure that critical questions are answered, 
a project plan is prepared, resources are identified for allocation, and the 
evaluation strategy and plan are completed. This plan will document most 
of the decisions necessary to collect performance data and show a chain of 
impact. Once the plan and all of its components have been completed, the 
other detail work begins, such as creating questionnaires and interview 
guides, tabulating the cost of the solution, and so on. Then the plan and the 
tools are implemented at the appropriate time, before, during, and after 
delivery of the solution. 

Create an evaluation Strategy and plan 
The evaluation plan is a road map to collecting the data and making key 
decisions about data analysis and reporting. The most critical part of the 
entire evaluation process is collecting the necessary data. Without data, 
there is no impact study. Figure 3.2 (see page 48) shows a standard form, 
the Evaluation Strategy and Plan, which is the key planning tool to docu-
ment data collection decisions.
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48 Figure 3.2 Evaluation Strategy and Plan

Evaluation Strategy and Plan Your Name: Company:

Check boxes for applicable type of evaluation:    � Initial Reaction    � Learning Readiness    � Execution    � Business Outcome    � ROI

Project: Purpose of This Evaluation: Date:

Section I. Follow-up Performance Evaluation

B. Measures
C. Source of Data 

Collection
D. Data Collection 

Method
G. Responsibilities 

and Notes
E. Timing of Data 

Collection
F. Results Will Be 

Reported To

A. Guiding Objectives
and Strategy

A. Guiding Objectives
and Strategy

B. Measures
C. Source of Data 

Collection
D. Data Collection 

Method
G. Responsibilities 

and Notes
E. Timing of Data 

Collection
F. Results Will Be 

Reported To

Business outcome 
objectives

Execution objectives

Performance readiness: 
learning objectives

Performance readiness: 
active management 
reinforcement (AMR) or 
companion strategy

Initial reaction 
objectives

Section II Performance Preparation Evaluation

Method to 
determine 
causal 
influence

Adjustment 
for sustained
impact

Method to 
determine 
monetary 
value

Cost categoriesMeasure 1:

Measure 2:

Measure 3:

Measure 1:

Measure 2:

Measure 3:

Measure 1:

Measure 2:

Measure 3:
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The completed form is your guide as the impact study proceeds. Of course, 
it is a plan, and plans must sometimes be revised as a result of unexpected 
events that take place as time progresses. Since the timeline of an impact study 
often ranges from two to six months, be prepared for unexpected events and 
the need to consider changes in the plan. At the end of this chapter, Part A of 
a nine-part case study is introduced. Part A of the case study includes Figure 
3.4 (see pages 62–63), which is an example of a completed Evaluation Strategy 
and Plan. In the upcoming chapters, as the case study progresses through data 
collection steps, analysis steps, and reporting of results, different parts of the 
plan and its implementation are explained in more detail.

adhere to the Five Cs of Data Collection The five Cs of data collection are 
provided to help in the planning and implementation of the data collection 
strategy. As indicated by Guiding Principle 2, “When collecting data, apply 
the five Cs and collect sufficient data to establish linkages among perfor-
mance readiness, execution, and business outcome.” 

guiding principle 2
When collecting data, apply the five Cs and collect sufficient data to 
establish linkages among performance readiness, execution, and busi-
ness outcome.

You must have good data to analyze in order to develop adequate con-
clusions and make sound recommendations. Decisions on how to imple-
ment the five Cs will play a key role in the thoroughness and quality of the 
data collected. Since in most organizations, time and resource limitations 
require a realistic approach, the five Cs, as given here, help in making prac-
tical decisions. 

1. Credibility. Remember that the stakeholders must accept the data as 
being useful, reliable, and legitimate as they view the source and 
nature of the data. As you develop your data collection strategy, 
address questions such as
•	 Are	the	people	who	are	providing	the	data	in	a	position	to	know	

about the results? Are they close to the situation?
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50 The Real Value of TRaining

•	 Will	people	provide	 the	data	 in	an	objective	and	unbiased	way?	
There will always be some bias, but do the best you can here.

•	 How	 accurate	 and	 reliable	 are	 the	 data?	 Are	 the	 data	 being	
collected at the right time? Is there a baseline comparison (before 
and after the training)?

•	 During	 data	 analysis,	 what	 adjustments	 should	 be	made	 to	 the	
data, and what standards will be consistently applied to do so?

2. Convenience. Always consider timing requirements, so that the times 
when the data are needed coincide with the times when people are 
easily positioned to provide the data. This helps in gaining coopera-
tion. Address questions such as
•	 When	 people	 must	 provide	 data,	 always	 ask:	 is	 there	 a	 place,	

situation, or time frame that is more convenient for them? How 
can I adjust my methods to accommodate this convenience?

•	 If	data	are	available	at	a	time	when	the	timing	is	not	exactly	what	
I would prefer, will the data still be credible and useful if I change 
my original timeline?

•	 How	 can	 I	 make	 the	 data	 collection	 effort	 easier	 and	 more	
expedient?

•	 If	credible	data	are	already	available	somewhere	in	the	organization,	
and those data would serve my purposes, can I gain access to them?

3. Cooperation. Consider the willingness of others to take the time to 
engage in the data collection process. Go into a situation with a strat-
egy to influence the willingness of others to provide the time needed 
to engage in the data collection process. Consider addressing ques-
tions such as
•	 What	strategies	will	I	employ	to	seek	cooperation?
•	 How	will	I	inform	my	sources	of	the	benefits	of	the	data	collection?	

How will I communicate “what’s in it for them”?
•	 How	 can	 the	 sponsor	 of	 the	 evaluation	project	 help	me	with	 a	

strategy to overcome resistance to data collection?
•	 Can	 I	promise	participants	 that	 the	 results	will	 be	 consolidated	

and that their input will be confidential and protected? If not, 
how will this affect the integrity of the study?
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 Chapter 3 Begin on the Right Foot: Partner to Create a Measurement Strategy 51

4. Comprehensiveness. Consider the thoroughness with which the data col-
lected meet the approved purpose of the data collection effort. 
Getting data that touch all the necessary bases is important to the 
accuracy and credibility of findings, conclusions, and recommenda-
tions. Consider addressing questions such as
•	 Which	 results	 and	 types	 of	 data	 are	 important	 to	 which	

stakeholders? For example, even though the purpose of a specific 
data collection effort may be to determine the business outcome, 
the study must show linkages regarding how behavior changed or 
how the performers executed the required tasks.

•	 Are	 the	data	 thorough	enough	 to	 support	 conclusions	 that	will	
satisfy stakeholders?

•	 Is	the	timing	of	the	data	collection	suitable	to	allow	the	complete	
performance cycle to occur and the business metrics to be 
affected?

•	 How	can	“causal	influence”	of	the	business	outcome	be	established?	
How will I establish a linkage between the training and the change 
in performance so that I will know what really caused the results?

5. Cost. Consider the economic impact of data providers’ time away from 
task and any additional cost of collecting the data, and then adjust 
expectations accordingly. Stakeholders appreciate the attention to 
saving time and money. Consider addressing questions such as
•	 Does	 the	 budget	 allow	 for	 travel	 and	 other	 expenses	 to	 collect	

data? Can I save time and money by using electronic media to 
conduct interviews? 

•	 How	 do	 supervisors	 and	 team	members	 feel	 about	 taking	 time	
away from their tasks to respond to data collection activities? How 
can I make my concern for costs visible and obvious to them?

•	 What	 compromises	 am	 I	 willing	 to	make	 in	 terms	 of	 accepting	
limited data if stakeholders consider the cost excessive? For 
example, if my preferred method is focus groups, can I settle for 
a questionnaire and still get the quality of data that I need?

•	 Are	there	other	less	costly	data	collection	alternatives	that	will	get	
me the data I need? For example, can I use social networking 
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52 The Real Value of TRaining

alternatives and still satisfy the purpose with comprehensive and 
objective data?

Collecting data is about getting people to cooperate in providing credible 
information in a timely fashion at a reasonable cost. Achieving this can be 
difficult because everyone is faced with managing her own workload and has 
her own list of priorities. This reinforces the importance of sponsorship and 
effective planning. Things do not always go as planned. Good data does not 
just happen. You have to work hard to get the data you need. So be prepared 
for a rocky road, but do not let this stop you from achieving your objectives.

Gain Sponsor Buy-in for the evaluation Strategy and Plan During Step 1 of 
the measurement process, there is an initial discussion and general agree-
ment with the sponsor regarding the evaluation strategy. However, the spon-
sor should be briefed on the actual Evaluation Strategy and Plan after it is 
completed and documented in Step 3. Depending on the purpose of the 
evaluation and the visibility of the project to other stakeholders, the sponsor 
may want to know the full details or may be interested only in certain aspects 
of the strategy and plan. In any case, it is wise to ensure that you brief the 
sponsor and obtain buy-in for the plan.

As the study progresses, there could be a need to revise parts of the plan. 
For example, the data collection timeline may change, certain data may not 
be available as initially expected, or there may simply be a problem getting 
cooperation to collect the data. When changes in the plan are necessary or 
problems occur, the sponsor should be briefed in a timely fashion. The train-
ing professional should offer suggestions, communicate the implications for 
the project, and gain concurrence to make adjustments to the plan. 

plan for Collecting data on Successes and disappointments 
Guiding Principle 3 says, “Conduct success and disappointment analyses 
and report both types of data.” Data collection should be balanced. First, we 
are trying to improve the training and performance process. Second, execu-
tives are interested in the thorns as well as the roses. They know that things 
are not working perfectly. They want to know how an expenditure is making 
a contribution, but they also want to know what is not working so well, what 
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 Chapter 3 Begin on the Right Foot: Partner to Create a Measurement Strategy 53

can be learned from it, and what must be done to continue to improve. 
Training professionals should have the same expectations.

guiding principle 3
Conduct success and disappointment analyses and report both types 
of data.

The success and disappointment analyses should both be approached 
with a positive attitude. One approach seeks data to identify and understand 
the successes that may have occurred in the work setting, as influenced by 
the training and performance solution. The other approach seeks to iden-
tify and understand the disappointments or breakdowns that may have 
occurred in the work setting. It seeks to determine how and why the results 
fall short of expectations. 

The sponsor should take the lead in communicating the need for a bal-
anced approach to providing data and analyzing results. It should be made 
clear to those who are providing data that a positive approach is being used 
to discover disappointments so that lessons can be learned and improve-
ments can be addressed as necessary. If the culture does not allow the dis-
appointment analysis to be approached in this positive context, then per-
haps the evaluation should be abandoned, since the reported results may 
be one-sided.

develop a project plan and identify responsibilities
There are many things to do during an evaluation project. Usually there is 
more than one person involved to take on various responsibilities. Some 
people will have limited involvement, while others may have several respon-
sibilities. As with any project, a plan indicating actions to be accomplished, 
timelines, and responsibilities should be created. Figure 3.3 (see page 54) is 
an example of an evaluation project plan. It includes several headings in the 
first column to illustrate different phases of the project.

Provide those identified as having responsibilities with copies of the 
project	plan	and	regular	updates.	Brief	the	client	on	the	status	of	the	plan	
as required. One of the biggest issues you will face is ensuring that other 
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54 The Real Value of TRaining

Figure 3.3 Evaluation Project Plan

Evaluation Project Plan     Project Name: Customer Care 101     Client: AJ Hinkle     Date:
What is the purpose of the evaluation project? Determine how customer interaction process is being 
applied and if customer satisfaction improves, and calculate ROI.

 Target   Information 
                                     Action Steps Date Responsible Source or Comments

Plan the Impact Study
 1.  Determine criteria for comparison group and  May 10 Ron and AJ Cannot use East Div
  who is in group.
 2.  Review customer interaction process and  May 14 Ron and  Must wait on final 
  develop draft questions for questionnaire and   Madison revision to process
  interview guide.
 3.  Design draft questionnaire and interview guide. May 15 Ron
 4.  Administer field test for questionnaire and  May 20 Ron and Stacy 6 to 8 people
  interview guide.
 5.  Client approves final copy of questionnaire  May 24 AJ
  and interview guide.
 6.  Verify timing of data collection. May 24 Ron and AJ
 7.  Coordinate with tech group to arrange online  May 24 Jo Ann
  details and portal for questionnaire.
 8.  Coordinate with person who will provide  May 30 Ronda Check availability 
  learning data and initial reaction results    of role-play data
  following delivery of training.

Collect the Data (training delivered June 2)
 9.  Contact custodian of customer satisfaction data June 2 Amanda
  and collect baseline customer satisfaction data.
 10.  Administer online follow-up questionnaire. Sept 5 Amber
 11.  Schedule and conduct interviews. Sept 8 Ron and Amber
 12.  Collect follow-up customer satisfaction data  Sept 20 Amanda
  from custodian.

Analyze the Data and Develop Conclusions
 13.  Analyze data and determine successes  Sept 25 Ron
  and disappointments.
 14.  Analyze data to determine causal influence  Sept 25 Ron
  from comparison group arrangement and 
  make adjustments to data.
 15.  Analyze data and make adjustments for  Sept 25 Ron Turnover is 20%
  sustained impact and turnover experience.
 16.  Tabulate fully loaded costs. Sept 30 Sam
 17.  Calculate ROI and analyze quality of ROI. Sept 30 Ron
 18.  Determine intangible results. Sept 30 Ron Interview data

Write and Present the Report
 19.  Document findings, conclusions, and  Oct 5 Ron
  recommendations.
 20.  Develop report and schedule presentation. Oct 10 Ron
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 Chapter 3 Begin on the Right Foot: Partner to Create a Measurement Strategy 55

people on the project meet the deadlines they have previously agreed to 
meet. Missing one deadline will probably affect another timeline date. Place 
special emphasis on the importance of meeting commitments so that the 
evaluation project can be completed on time and on budget.

identify and Collect Baseline performance data
Identify how current performance data can be captured so that the results 
of the study can be compared to the baseline measure to determine any 
performance	change.	Baseline	data	must	be	captured	on	a	timeline	that	is	
dictated by the circumstances. There are three possible times that baseline 
data	can	be	collected:	before	the	training,	during	the	training,	or	after	the	
training.

When the data in question are routinely collected by the organization, 
they should be available for the asking anytime. For example, data on cus-
tomer satisfaction, complaints, revenue, absenteeism, turnover, and acci-
dents may be routinely available. The difficulty in collecting baseline data 
occurs when the data are not routinely collected by the organization or 
when the program being evaluated is an open-enrollment program. In an 
open-enrollment program, departments are given a limited number of 
slots, and participants from several different organizations attend. 

Participants in open-enrollment programs will not necessarily be influ-
encing the same measures. During the planning phase of evaluation, 
arrangements must be made to collect baseline data in some systematic way. 
When practical, participants can bring the baseline measures to the class to 
be collected at that time. In some situations, baseline data can be collected 
at the same time the follow-up data are collected, several months after the 
program. Depending on the measure and the circumstances, people can 
sometimes reflect back three or four months to recall the status of a mea-
sure at an earlier time. For example, people can estimate the amount of 
time it took them to complete a work process prior to the training, or how 
much time they spent on resolving complaints prior to the training. Of 
course, there is a limit on the number of months people can recall a set of 
circumstances and think about cause and effect. This places some limita-
tions on collecting baseline data after the fact. 
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56 The Real Value of TRaining

field-test the Questionnaire 
When a questionnaire is used to collect follow-up data, prepare the ques-
tionnaire for field testing prior to the training. Field-test it with a small 
sample of people who are representative of the population that will later 
respond to the questionnaire. This can be done with a small group of six to 
eight	as	follows:

•	 Explain	why	the	group	is	reviewing	the	questionnaire	(critical	analysis	
and recommendations). 

•	 Communicate	that	you	are	simulating	a	situation	in	which	the	group	
members would be completing the questionnaire back at their work 
location. 

•	 Provide	a	hard	copy	of	the	questionnaire	to	each	person	and	set	up	a	
simulation. Allow the group members time to complete the 
questionnaire. No questions or talking are permitted during the 
simulation.

•	 After	ample	time,	stop	the	simulation	and	seek	input	on	the	strengths	
and weaknesses of the questionnaire. 

•	 Express	appreciation	to	the	group	and	adjourn.

The process should take about one hour. After the field testing is com-
pleted, make the necessary revisions to the questionnaire.

Beware the Silent evaluation 
Only	one	thing	is	certain	about	evaluation:	training	departments	and	train-
ing solutions are being evaluated every day by the users of the services. 
Some evaluations are ad hoc (impromptu) vocal evaluations, and some may 
be silent. Fair or not, they all result in conclusions about the training func-
tion and its programs and services. The ad hoc vocal evaluation is welcome 
because it is open and therefore provides an opportunity to address con-
cerns that are brought to the surface. The silent evaluation may seem harm-
less. After all, if no one expresses his opinion, what is the harm? However, 
opinions are expressed in different ways. Silence is harmful because people 
place their own labels on their experience and the brand associated with 
it—labels such as a waste of money, a waste of time, unimportant, not help-
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 Chapter 3 Begin on the Right Foot: Partner to Create a Measurement Strategy 57

ful, not relevant, and so on. These labels may not be of immediate signifi-
cance, but they are recalled from the deep consciousness of the mind at 
budget time, or when the C-Suite is making decisions about resources and 
business strategies.

Rather than allowing informal and silent evaluations to determine their 
destiny, perhaps training functions should use a systematic and credible 
approach to find out what is working and what is not. More important, the 
findings from a systematic and objective evaluation have the ability to deter-
mine corrective action so that expectations can be consistently met and 
reputations can be restored. It is vital that the training function allocate a 
portion of its resources each year to discovering the kinks in the training 
and performance process.

Since evaluation resources are always scarce, a strategic approach to 
decision making works best. Each year, consider the following approach as 
you determine your strategy in selecting programs for evaluation.

1. Determine which active or new training solutions have the strongest 
link to the key business strategies of the organization (or the business 
strategies of a key client department). Consider one or more of these 
programs for evaluation in the current year to determine whether the 
expected contribution is being made. 

2. Determine where current problems or deficiencies exist in the orga-
nization and identify the active training solutions that should already 
be making contributions to solving these problems. 

Discussions with clients will be necessary to identify the programs that fit 
into these categories and determine evaluation priorities. As an example, I 
had a client that was being cited by a federal regulatory agency regarding 
deficiencies that had led to noncompliance issues. The potential for deficien-
cies had previously been addressed the year before by delivering two training 
programs. After an analysis of what went wrong and why, these two training 
programs were redesigned, delivered again, and targeted for evaluation to 
determine whether they were now making the proper contribution. As you 
make your own decisions to allocate evaluation resources, perhaps you can 
add issues to items 1 and 2 that may be unique to your organization.
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58 The Real Value of TRaining

CaSe Study introduCtion 
The nine-part case study that begins here is presented in Chapters 3 through 
11 to demonstrate how the measurement and ROI process is applied. It is 
recommended that you read each part of the case study as you finish review-
ing the corresponding chapter. Each part of the case study reflects the prac-
tices and issues covered by that chapter. This is an actual impact study with 
only	two	alterations	at	the	company’s	request:	the	company	name	has	been	
changed, and the product revenue and profit numbers were altered slightly 
to protect proprietary information. The study is presented as it actually 
occurred, along with all of the difficulties and issues that the evaluation 
team faced. Since few things in life ever go as planned, presenting the 
impact study as it actually occurred provides some good teachable moments. 
It also provides a snapshot of the role that practicality plays when planning 
and implementing an impact study.

CaSe Study part 1:  
teChRead Smart metering Company 

Background 
TechRead, a 14-year-old company, sells smart meters, gauges, and numerous 
types of measurement instruments in the industrial, commercial, and retail 
markets. Exceptional success during the last several years has produced sig-
nificant growth in new jobs and advancement opportunities in the compa-
ny’s six geographic regions. First-line supervisor and management positions 
have almost doubled as the workforce has grown significantly. 

Sam Winston, executive vice president (EVP) of marketing and sales, 
has expressed concern about a lag in sales and an increase in employee 
complaints in the six field sales regions during the previous year. He com-
missioned a Leadership Sales Effectiveness Committee to determine the key 
problem areas and recommend a solution. The HR and training depart-
ments were represented on the committee, along with corporate sales and 
field sales representation. After appropriate research, the committee pre-
sented the following findings and recommendations to Sam. 

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



 Chapter 3 Begin on the Right Foot: Partner to Create a Measurement Strategy 59

•	 Finding. Employee turnover combined with rapid company growth 
has contributed to an inexperienced sales force. The problem is 
compounded by the promotion of the more experienced sales 
representatives to sales manager.

•	 Finding. Analysis of employee complaints reveals an average of 
between 36 and 39 complaints per month in each of the six regions. 
There is a definite trend in the complaints toward a lack of coaching 
and reinforcement by sales managers. The most significant complaints 
are:

° With the exception of sales targets, performance expectations are 
rarely communicated or are communicated after the fact.

° There is limited performance guidance and coaching during call 
planning and sales calls.

° Debriefing of field sales calls is almost nonexistent.

° Performance feedback is mostly negative.

° There is not much individual or team recognition for anything.
•	 Finding. Employee focus groups reveal that the sales manager 

deficiencies noted previously are contributing significantly to poor 
sales call planning and detail sales call deficiencies of field sales 
representatives. The committee recalled that TechRead had 
implemented a coaching process nine months ago with little fanfare, 
and management had elected to forgo any training. Focus groups 
revealed that the sales managers are not implementing the process. A 
second round of focus groups with a sample of field sales managers 
revealed that there is a lack of confidence in applying the coaching 
skills. 

•	 Recommendation. Provide training for sales managers in coaching and 
team development skills. Consideration was given to recommending 
sales training for the sales force, but the committee was advised that 
funding for this was not available.

•	 Recommendation. Track employee complaints and sales to determine 
how the coaching solution is working.

Before	committing	to	funding	for	the	project,	Sam	Winston	asked	three	
questions:	(1)	How	long	will	it	take	to	see	results?	(2)	What	is	the	cost	esti-
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60 The Real Value of TRaining

mate to implement the training? (3) Assuming that we succeed, how will we 
know that our funding is contributing to the results? The committee 
responded that improved coaching and better performance by sales repre-
sentatives should begin almost immediately after the training, followed in 
three to four months by increased sales. The fully loaded cost is estimated 
at about $3,200 per manager trained. 
Sue	Brolin,	the	training	manager,	suggested	a	rigorous	evaluation	pro-

cess that could measure how the solution influences the business results and 
even whether it achieves an ROI. She further stated that, to ensure success, 
the training solution should include a design that is performance-centered. 
She emphasized the importance of all solution design components being 
implemented effectively in order to develop successful coaching behavior 
by the sales managers, which, in turn, will influence the desired business 
outcome. She reminded the group how difficult it will be to change old 
performance habits without active management reinforcement from 
regional managers and the EVP.

She suggested the following solution design, which has been reviewed 
and	endorsed	by	the	committee:

•	 Solution design component A. Prior to the training, regional sales 
managers conduct a meeting with the sales managers to communicate 
a summary of the employee complaint analysis and sales status, 
provide an overview of the upcoming coaching solution, and discuss 
performance expectations for sales managers in their role as talent 
developer and coach. 

•	 Solution	 design	 component	 B. Deliver performance-centered coaching 
training for sales managers, including sufficient time for hands-on 
practice to build their confidence in their coaching duties. Initiate an 
action plan for sales managers to identify and resolve their ineffective 
habits regarding their coaching duties.

•	 Solution	 design	 component	 C. Provide a Web-based job aid in the 
managers’ tool kit that is user-friendly and will reinforce the coaching 
skill set.

•	 Solution	design	component	D. At the beginning of each training session, 
have a formal presentation by the executive vice president. The EVP 
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 Chapter 3 Begin on the Right Foot: Partner to Create a Measurement Strategy 61

communicates to managers his expectations regarding their talent 
management and coaching responsibilities.

•	 Solution	 design	 component	 E. Regional sales managers provide active 
management reinforcement. During the three-month period 
immediately following the training delivery, regional sales managers 
follow up with each sales manager (training participant) to discuss 
progress and resolve any barriers to implementation of coaching 
duties.

Sam liked what he was hearing and agreed to fund the solution. Sue said, 
“Sam, in order to develop a reasonable conclusion concerning the causes of 
any improvement, it will be best if we can compare results across regions dur-
ing the evaluation. We need to deliver the solution to one region and with-
hold it from the other five regions until we can analyze and compare the 
results. This will require withholding the performance solution from the 
other regions for a period of three to four months.” Sam was reluctant to 
withhold a solution that should increase sales, but he agreed on one condi-
tion. “Let’s provide the solution to three regions and compare it to the three 
other regions,” Sam said. “This provides an opportunity for an early increase 
in sales in three regions instead of only one, and it still gives you a compari-
son group.” They agreed that the Southeast, Midwest, and Southwest regions 
were best suited to be involved in the solution and the study. Sue was elated, 
since she knew that this would provide the basis for a credible study. 

planning the evaluation impact Study 
Sue began the challenge of managing the design team to design and deliver 
the training. She also began the planning for a business impact and ROI 
study. She met with the committee (a key sponsor for the entire project) on 
the final details. To ensure greater objectivity, Sue selected an outside con-
sulting organization to assist with the impact study. The firm would work 
with Sue on the day-to-day planning and implementation of the study, but 
would actually report to the committee. 

Sue and the consulting firm met with the regional sales managers of the 
Southeast, Midwest, and Southwest regions to obtain their sponsorship of 
both the delivery of the solution and the impact study. She emphasized the 
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62 Figure 3.4 Evaluation Strategy and Plan—Active Coaching for Field Sales Managers at TechRead

Evaluation Strategy and Plan � Initial Reaction � Learning Readiness � Execution � Business Outcome � ROI
 (Check boxes for applicable type of evaluation)

Project: Coaching Workshop          Purpose of This Evaluation: Determine success and disappointments, business outcomes, and ROI          Date: ________

Section I. Follow-up Performance Evaluation: Active Coaching for Field Sales Managers
A. Guiding Objectives

and Strategy B. Measures
Business outcome 
objectives
1.  Increase quarterly sales
2.  Reduce documented 
 employee complaints on 
 coaching related issues

Execution objectives
1. Conduct meeting with 
 employees to 
 communicate policy and 
 expectations on coaching 
 process
2.  Implement talent 
 management and 
 coaching policy to change 
 habits and improve 
 coaching deficiencies in 
 areas such as
 • Timely communication 
  of expectations
 • Performance guidance 
  and coaching
 • Timely performance
  follow-up
 • Providing balanced 
  performance feedback
 • Giving employee and 
  team recognition

1.  Team meeting 
 conducted within 
 12 days after training. 
 Manager (program 
 participant) 
 communicates 
 coaching practices 
 and roles to be 
 implemented going 
 forward.
2.  Sales rep feedback 
 on managers’ use of 
 specified skills and 
 behavior in work 
 setting
2.  Sales managers 
 feedback
2.  Regional sales 
 manager feedback 
 on sales manager use 
 of specified skills 
 and behavior in 
 work setting

1.  Team members
 and HR
 department
2. Sample of sales
 representatives
2. All sales 
 managers who
 complete the
 training
2. Regional sales
 managers

1.  Completed 
 meeting record 
 with team 
 members 
 responding on 
 key points 
 covered
2.  Focus groups 
 with sample of 
 sales 
 representatives
2.  Follow-up 
 questionnaire 
 with sales 
 managers
2.  Interview with 
 regional sales 
 managers

1.  Completed forms 
 sent to HR within 
 15 days after 
 program delivery
2.  Administer sales 
 representative 
 focus groups 
 three months 
 after program 
 delivery
2.  Administer sales 
 manager 
 questionnaires 
 three months 
 after program 
 delivery
2.  Interview 
 regional sales 
 managers three 
 months after 
 program delivery

1.  HR staff
2.  Program evaluator 
 with assistance 
 from HR

1.  Quarterly sales 
 increase at least 20% 
 above comparison 
 group
2.  Number of 
 coaching-related 
 complaints reduced 
 by 50% by the end 
 of Month 4

1. Custodian of 
 sales records 
2. Custodian of 
 employee 
 complaint 
 records

1. Organization 
 sales records
2. Organization 
 complaint 
 records in HR

C. Source of Data
Collection

E. Timing of Data 
Collection

F. Results will Be 
Reported To

G. Responsibilities 
and Notes

D. Data Collection
Method

1. End of third-
 quarter sales 
 period
2. Four-month 
 trend before and 
 after program

• Senior executives 
 (summary of 
 report with 
 detailed backup)
• Sales force and 
 sales management 
 (brief report)
• Leadership Sales 
 Effectiveness 
 Committee 
 (full report)
• All HR and 
 training staff 
 (full report)

Program evaluator 
with assistance 
from HR staff

X X X X X
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Figure 3.4 Evaluation Strategy and Plan—Active Coaching for Field Sales Managers at TechRead (continued)

Section II Performance Preparation Evaluation: Active Coaching for Field Sales Managers at TechRead
A. Guiding Objectives

and Strategy B. Measures
Performance readiness: 
learning objectives
1.  Identify management 
 expectations on coaching
 responsibilities
2.  Demonstrate full range 
 of coaching skills
3.  Identify ineffective habits 
 and plan to resolve

Performance readiness: 
active management 
reinforcement (AMR) or 
companion strategy
1.  Regional sales managers 
 communicate problem, 
 solution, and expectations
2.  Executive vice president 
 communicates 
 expectations during 
 session
3. Regional sales managers 
 conduct two follow-up 
 field meetings with each 
 sales manager
Initial reaction objectives
1.  Participant positive 
 reaction to program and 
 job aid
2.  Participant suggestions 
 for improving program
3.  Participants identify their 
 ineffective habits and 
 planned coaching actions

1. Score at least 85% 
 on feedback 
 instrument
2.  Demonstrated 
 application of skills 
 that meet coaching 
 criteria
3.  Action plan

1.  Subjective 
 observations
2.  See item 1 under 
 learning objectives 
 (85%)
3.  Sales manager will 
 brief regional  
 manager on how 
 he/she is actively 
 coaching and resolve 
 any barriers to 
 success

90% positive feedback 
on quality, relevance, 
achievement of 
program objectives, 
and planned 
performance action

1.  Participants
2.  Peer participants 
 and facilitator 
 during skill 
 practice
3.  Participants

1.  Regional sales 
 managers
2.  Participants
3.  Regional sales 
 managers

Participants

1.  Objective 
 questionnaire
2.  Observation 
 using criteria 
 during skill 
 practice
3.  Follow-up 
 questionnaire

1.  Not applicable; 
 informal 
 discussion
2.  Objective 
 questionnaire 
 (same as listed in 
 item 1 under 
 learning 
 objectives
3.  Not applicable; 
 informal 
 discussion

Initial reaction 
questionnaire

C. Source of Data
Collection

E. Timing of Data 
Collection

F. Results will Be 
Reported To

G. Responsibilities 
and Notes

D. Data Collection
Method

1.  Near beginning 
 of session after 
 executive VP 
 presentation
2.  During session
3.  Three months 
 after training

1.  Before training 
 as determined by 
 regional sales 
 managers
2.  See item 1 above 
 under learning 
 objectives
3.  As determined 
 by regional sales 
 manager during 
 the three-month 
 period following 
 training

End of program 
delivery

Training staff and 
program evaluator

1. Not applicable; 
 informal 
 discussion
2. Training staff 
 and program 
 evaluator
3. Program evaluator 
 inquires with 
 regional sales 
 managers about 
 progress and 
 issues

Training staff 
and program 
evaluator

Program coordinator
Note: Successes and 
disappointments for 
item 3 will be 
determined during 
the follow-up 
evaluation

Program evaluator
Note: Successes and 
disappointments for 
strategies 1, 2, and 3 
will be determined 
during follow-up 
evaluation with the 
sales managers and 
interviews with 
regional sales 
managers

Program coordinator

Method to 
determine 
causal 
influence

Adjustment
for sustained 
impact

Method to 
assign 
monetary 
value

Cost categories
See cost 
breakdown sheet

Measure 1: Increase sales
Comparison group 
arrangement

Measure 2: Reduce employee 
complaints
Comparison group 
arrangement

Measure 1: Increase sales
Sales management estimate 
of recurring impact

Measure 2: Reduce employee 
complaints
HR staff and management 
estimate of recurring impact

Measure 1: Increase Sales
Profit margin from revenue

Measure 2: Reduce 
employee complaints
Historical costs with 
estimation from HR staff
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64 The Real Value of TRaining

difficulty of the data collection phase and stressed the need for support 
from the management team. The EVP attended the meeting to communi-
cate with the regional sales managers on expectations. Sue had provided 
the EVP with a checklist and informal coaching on important things to 
stress to the regional managers. Sue addressed the planning phase of the 
impact study by confirming the purpose, scope, expectations, and resources 
required for the study. 

The purpose of the study was determined to be to evaluate the complete 
solution to determine (1) the success of sales managers in implementing 
coaching responsibilities, (2) the impact on employee complaint reduc-
tions, (3) the impact on increases in sales, and (4) return on investment. 
She informed Sam that he would have the reported results four months 
after the training and performance solution was delivered. Sue completed 
the Evaluation Strategy and Plan illustrated in Figure 3.4 and briefed the 
committee on the evaluation project.
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u u u
Chapter

4
Collect Relevant  

Performance Data

A training solution to be evaluated for its business impact and ROI has  
been selected. The planning is complete, and the sample population has 
been advised of and prepared for its role of providing data for the impact 
study. While baseline performance data may have already been collected, 
the delivery date of the learning engagement triggers the timeline for col-
lecting follow-up performance data. This chapter will focus mainly on collect-
ing follow-up performance data, while also giving light coverage of collecting 
initial reaction and learning readiness data. As illustrated in Figure 4.1 (see 
page 66), Steps 4 and 5 begin the data collection activities. The remainder 
of the impact study depends on a successful data collection effort.

ColleCting initial ReaCtion and  
PeRfoRmanCe Readiness data 

As noted in the overview in Chapter 2, the evaluation framework and mea-
surement process addresses two types of preparation data. The first type, 
“performance readiness,” evaluates participants’ readiness to execute the 
targeted objectives (the knowledge, skills, confidence, habits, and other 
readiness factors identified in the specific solution design). The second type, 
“initial reaction” (sometimes called a smile sheet), seeks participants’ input 
regarding the relevance and effectiveness of the delivery of the solution.

Learning is an important measure in establishing the chain of evidence 
for a follow-up performance evaluation. In order to show impact, there 

65
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66 The Real Value of TRaining

must be some data to show that the solution actually worked properly at the 
preparation stage. Successful learning is a major factor that should drive the 
desired execution in the work setting. This is why the funds are allocated. 
While successful learning provides no assurance that the participants will 
perform in the work setting, it provides evidence that the learning engage-
ment has done its job.

There should also be evidence that participants’ initial reaction to the 
solution is positive. Initial reaction is the participants’ input on whether the 

Figure 4.1 Phase Two, Steps 4 and 5

Phase Two

Collect Performance Data*

Step 4 Step 5

Collect
Performance

Readiness
Data

Collect
Follow-up

Performance
Data

Delivery of
the Solution

Situational
Timing Decision

• Initial reaction
• Learning readiness
 °  Awareness
 °  Learning
 °  Confidence
 °  Habits

• Successes and
 disappointments
 ° Execution in
  work setting
 ° Companion transfer
  strategy
 ° Active management
  reinforcement
 ° Barriers
 ° Business outcome

*Analyze and report on the delivery of the complete
solution design, not just the training component.

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



 Chapter 4 Collect Relevant Performance Data 67

solution satisfied their needs and how it can be refined to make it more rel-
evant and effective. Just because the initial reaction is positive does not nec-
essarily mean that the solution will be applied in the work setting. However, 
it can be a leading indicator from participants regarding how effective they 
think the solution will be when it is applied in the work setting. 

Collect initial Reaction data 
Initial reaction data are useful for the training department in that they help 
it determine whether a program is on target and well received and how it 
can be improved. Generally, a questionnaire is administered near the end 
of a program to collect these data. Figure 4.2 (see page 68) is an example 
of an initial reaction questionnaire.

There are two types of questions on the initial reaction questionnaire in 
Figure 4.2. Sections I through IV are seeking a quantitative response, using 
a scaled rating. Sections V and VI are seeking a qualitative response, such 
as, “What will you do differently?” The areas labeled “comments” in Sections 
I through IV are also seeking qualitative information. The example ques-
tionnaire also seeks a perspective from three different time frames so that a 
basic level of effectiveness for the complete training and performance pro-
cess can be explored. In Figure 4.2, some questions address issues before 
the training, others address issues during the training engagement, and still 
others address issues after the training. Examples are

•	 Before	 the	 training:	 Section	 II,	 “Pre-course	 discussion	 with	 my	
supervisor was effective.”

•	 During	 the	 training:	 Section	 III,	 “Facilitator	 encouraged	 deep	 and	
analytical thinking about issues.”

•	 After	 the	 training:	 Section	 IV,	 “My	 supervisor	 will	 reinforce	
implementation of these skills.”

Questions of these types can serve as an inexpensive needs assessment 
for the entire training process. The information gathered can be used as 
indicators to determine where to conduct further assessment of a specific 
issue that is a barrier to success. For example, suppose that 50 percent of 
respondents indicate that supervisors will not reinforce the implementation 
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Figure 4.2 Initial Reaction Questionnaire

I. Workshop Content
1. Workshop objectives were met. 1  2  3  4  5  6
2. Workshop was proper length. 1 2  3  4  5  6
3. Material presented is important to my job responsibilities. 1  2  3  4  5  6
4. Handout materials will be useful for me. 1  2  3  4  5  6
5. This training will help me do my job better. 1  2  3  4  5  6

II. Key Learning Design Components
1. Pre-course discussion with my supervisor was effective. 1  2  3  4  5  6
2. Pre-course Web-based tool kit helped me to get prepared. 1  2  3  4  5  6
3. The revised work procedure will result in fewer mistakes. 1  2  3  4  5  6
4. Skill practice was sufficient to build my confidence. 1  2  3  4  5  6

III. Facilitator
1. Sufficiently led discussion on how this training can be  1 2 3 4 5 6
    applied in the work setting.
2. Kept the topic relevant. 1 2 3 4 5 6
3. Encouraged deep and analytical thinking about issues. 1 2 3 4 5 6
4. Used examples I could relate to. 1 2 3 4 5 6
5. Presented material logically. 1 2 3 4 5 6
6. Knows the subject matter. 1 2 3 4 5 6
7. Is professional and helpful. 1 2 3 4 5 6

IV. Participant Follow-up Action
1. I will work to eliminate ineffective habits that I have  1 2 3 4 5 6
    identified. 
2. I will apply this learning to my work. 1 2 3 4 5 6
3. My supervisor will reinforce implementation of these skills. 1 2 3 4 5 6

V. What are the top three things you will do differently as you apply what you learned to your job?

1.

2.

3.

VI. What do you think will be the most significant barriers to implementing what you learned?

Workshop Name: Date

Facilitator: Location:

Instructions: In Sections I through IV, rate each item on a scale of 1 to 6 using the key shown below 
and enter your comments for any item. Enter your responses to Sections V and VI.

Strongly
Disagree 

1

Strongly
Agree 

6

Slightly
Disagree 

3

Slightly
Agree 

4

Disagree 

2

Agree 

5

Response Rating Your Comments
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 Chapter 4 Collect Relevant Performance Data 69

of the skills and behavior targeted by the program. This is cause for con-
cern.	Maybe	there	is	something	that	the	training	department	is	doing	incor-
rectly, or maybe the managers are misunderstanding their roles and respon-
sibilities	with	regard	to	the	training	process.	Maybe	the	managers	think	that	
the training department is taking care of training and that they don’t have 
to do anything out of the ordinary to make it stick. We may never know 
unless more focused research is done to determine why this deficiency 
exists and seek strategies for correcting it. 

The initial reaction questionnaire can be a very inexpensive yet power-
ful and effective tool to indicate what is going on outside the room (or the 
desktop) where the training is delivered. The corrective action that fol-
lows can make a powerful contribution to all training programs. The spe-
cific questions that are asked may vary depending on the type of program 
and whether it is a pilot offering or a long-standing program. When a new 
program is offered, or when an existing program is offered to a new 
population, it is useful to solicit feedback through an open discussion 
involving two-way conversation. This allows a higher quality of information 
to be captured.

Questions that address what the participant will do differently in the 
work setting may not be useful in some situations. For example, a new 
employee who is attending an on-boarding program may not be able to 
answer this type of question. However, it can be very useful in most situa-
tions. Participants may not know what will happen, but they are in a good 
position to provide an informed opinion. Even though this is a prediction, 
it is important to ask participants what they think is likely to happen in the 
work setting following the training. Responses can help to unravel the issues 
involving transfer that happen to be of significant interest with regard to 
achieving results.

Collect Performance Readiness learning data 
An impact study requires performance readiness data so that we know the 
extent to which the first stage of the chain of performance has occurred. It 
is early evidence that the expenditures and resources allocated to the design 
and delivery of the program seem to be working. When the evidence is 
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70 The Real Value of TRaining

objective, it should be an indicator that participants are learning and gain-
ing confidence.

With regard to the chain of impact, evidence of readiness is helpful in 
two ways. First, when transfer to the work setting (execution) eventually 
occurs, evidence of learning establishes a possible link between the two 
types of results. It implies that a relationship exists between the solution and 
the performance in the work setting. Second, if transfer to the work setting 
(execution) fails to occur, the evidence of successful learning suggests that 
the breakdown in the process may be somewhere other than the training 
delivery. Evaluation will help determine where breakdowns occur. 

When a follow-up impact study is being conducted, readiness data 
should be provided to the evaluation team in order to satisfy the chain of 
evidence. The evaluators may decide to present these data in any number 
of ways, depending on the purpose of the study and the specific interests of 
the stakeholder audience. At a minimum, a summary should be provided in 
the report to show that the data collection was comprehensive and that the 
expenditure met the test of closing the knowledge and skill gap. Thus, the 
report demonstrates that Stage 1 of the chain of performance (perfor-
mance readiness) has been met.

Figure 4.3 is an example of a learning assessment instrument used in a 
role-play situation. The assessment instrument is used in a training program 
for managers to learn coaching skills. It is used by table teams during mul-
tiple skill practice sessions with either a peer observer, a trained observer, or 
both.

Peer observers at the role-play tables are given the following instructions 
as they carry out their rating assignment using the instrument in Figure 
4.3.

Peer Observers: Observe the person practicing the assigned role 
play. Observe the performance in each subskill area (developed rap-
port, discussed and clarified goals, negotiated expectations and 
development, and so on). For each subskill area, place a check mark 
in one of the five columns to indicate the level of performance 
observed. 
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Reinforce the Relationship

• Developed rapport

• Recognized contribution

• Discussed and clarified goals

• Negotiated expectations and development

Provide Feedback

• Described the performance situation

• Discussed behavior observed

• Discussed impact on unit operations

• Suggested action steps

Facilitate Discussion

• Facilitated dialogue not confrontation

• Actively listened and asked questions

Explore Needs

• Discussed the current situation

• Explored implications and impacts

• Determined the ideal outcome

• Identified root causes

Guide and Support

• Set goals and support for action plan

• Brainstormed options and barriers

• Confirmed commitment going forward

Follow-up and Encourage Renewal

Observe the person practicing. Indicate how 
you observe his/her performance in each skill 
area below by placing a check mark in the 
appropriate level. Use the performance 
criteria provided.

Levels of Observation 
(see performance criteria)

Based on your observations during the role play, document what 
the person should keep doing, stop doing, and start doing in order to 
move to the next level and become a more successful coach. Individuals 
observed to be role models should continue what they are doing 
and help others achieve that status.

To achieve success in coaching, the person should:

Performance Element / Skill
Caution Okay Good Great Keep Doing Stop Doing Start Doing

Role
Model

Figure 4.3 Role-Play	Observation—Active	Coaching	for	Field	Sales	Managers

Copyright	©	2008,	Ron	Drew	Stone.	All	rights	reserved.
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72 The Real Value of TRaining

For the overall skill area (such as Reinforce the Relationship), 
based on the performance observed, document what the person 
should keep doing, stop doing, and start doing. At the end of the 
role play, share observations in a candid and constructive way.

While this coaching role play is for serious skill-building purposes, the 
criteria for the performance scale inject a little levity into the situation. The 
criteria are an attempt to get the peer raters to be more candid and objec-
tive in their ratings without the concern of seeming too negative. The per-
formance	criteria	are	as	follows:	

Caution. Stay calm; you’re starting on a new learning curve. Every 
skill	has	a	learning	curve.	You’ll	get	better	as	you	practice.	Don’t	get	
discouraged; keep going.

Okay.	Begin	using	the	coaching	process,	but	don’t	tell	yourself	that	
you’re completely ready to go. Keep practicing, and you will get 
better.

Good. You are on your way to being an effective coach. Keep practic-
ing until you feel that you have moved to the next level and aim for 
role model. 

Great. Pat yourself on the back. You are approaching becoming a 
role	model	in	using	coaching	techniques.	But	there	is	still	room	for	
improvement. Continue to fine-tune your skills. 

Role Model. Outstanding. Not much else can be said, except that 
times change, people change, and new and complex situations do 
arise. Keep your skills sharp. Continue to assess the changing envi-
ronment and adapt. Help team members achieve at your level.

Training Professionals’ Interest in Data That Demonstrate Learning Train-
ing professionals have a keen interest in every aspect of testing and assess-
ing learning. This includes issues such as validity, reliability, legal issues,  
criterion-referenced testing, performance testing, objective and subjective 
testing, developing multiple-choice test items, addressing test failure, test 
item analysis, improving test development—the list goes on and on. 
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 Chapter 4 Collect Relevant Performance Data 73

Training professionals also need to know whether learning objectives 
are being achieved. Pretesting and posttesting is one of the best indicators 
of learning achievement, but it is difficult to design tests that reflect reality 
in some soft skill areas. While this book does not address the issues involved 
and the details of how to test for learning, there are three excellent works 
included	in	the	References	section:	Criterion-Referenced Test Development, How 
to Measure Training Results, and How to Measure Survey Reliability and Validity. 

Participants’ Interest in Data That Demonstrate Learning  Participants 
are interested in data about learning because these data provide person-
al feedback on their progress. Feedback on successful progress ultimately 
generates confidence in their ability to perform the task or implement the 
behavior in real time in the work setting. In a perfect world, learning en-
gagements should build in learning feedback and guidance that ultimately 
influences satisfactory performance to meet required standards. However, 
because of the many complexities and issues involved, such as insufficient 
time for practice to full competency, expense, and difficulties in recreating 
a performance situation, many learning engagements do not facilitate full 
competence. Follow-up companion strategies should be employed to con-
tinue the learning in the work setting, both formally and informally. Coach-
ing is an example of a follow-up companion strategy to formally continue 
learning in the work setting. 

A less formal companion strategy is to communicate the practical limita-
tions of the learning solution and enlist the immediate supervisor to active-
ly reinforce continued learning in the work setting. In essence, this is asking 
the supervisor to recognize the complexities of the situation and perform 
his supportive and reinforcement role by being an active player in helping 
team members reach full competency over a reasonable period of time. 
Tools and job aids to assist the supervisor are advisable.

ColleCting follow-uP PeRfoRmanCe data—tiPs 
to make YouR JouRneY easieR 

Collecting data is about getting cooperation so that thorough, objective, 
and credible data can be collected from the right sources at the right time. 
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74 The Real Value of TRaining

It is hard work, but it will pay off if it is planned and implemented correctly. 
Since the data collection phase of the measurement and evaluation process 
is the phase of necessity (no data = no results to report), a few important 
reminders are in order. 

keep it simple 
In addition to following the 12 guiding principles, keep the following 
reminders in your thought process throughout your planning and data col-
lection activities. 

•	 Be	realistic;	do	not	try	to	measure	everything.
•	 Keep	things	simple;	identify	only	a	few	key	measures	to	track.
•	 When	collecting	data,	minimize	the	disruption	to	the	organization.
•	 Use	the	most	credible	sources	when	collecting	data.
•	 Remember,	these	are	their	data;	you	are	the	messenger.
•	 Keep	the	cost	of	collecting	and	analyzing	data	as	low	as	possible.
•	 Where	possible,	use	organization	records	for	business	outcome	data	

and monetary values. 

The most frequent mistake in evaluation is the tendency to measure too 
much. That is, during the planning stage, determining what to measure for 
a specific training program often involves a stretch of the imagination. 
Consequently, a lot of energy and resources are wasted in chasing endless 
possibilities in the planning and implementation of measurement activities. 
The key is to quickly narrow down the choices to one to three business met-
rics that really matter and that realistically can be influenced by the solu-
tion. Of course, when a good needs assessment has been conducted, the 
identification	of	key	metrics	should	have	already	occurred.	Unfortunately,	a	
good needs assessment sometimes does not exist, and the evaluation plan-
ning must address this issue.

Beware of difficulties in evaluating open-enrollment Programs 
An open-enrollment training program is a program that is offered concur-
rently to multiple departments, with each department having a limited 
number of slots in each offering (each delivery). This is similar to a public 
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 Chapter 4 Collect Relevant Performance Data 75

program in which the participants are from different companies or agen-
cies. In terms of data collection issues, e-learning programs also fit the open-
enrollment scenario. While open-enrollment delivery has many advantages 
for the participants, the client, and the organization, it poses serious issues 
for	follow-up	evaluation	impact	studies.	Here	are	a	few	issues	to	consider:

•	 Obtaining	 and	 sustaining	 sponsorship	 throughout	 data	 collection	
(focus groups, interviews, and so on) is difficult because there are 
multiple clients in multiple locations.

•	 Stakeholder	 expectations	 for	 the	 evaluation	 project	 (that	 is,	 the	
expectations of those managers who are sending participants to the 
program) are difficult to identify. The interest level among multiple 
stakeholders may vary from a passive interest and no expectations to 
high interest and high expectations.

•	 Data	from	company	records	have	limited	use.	Since	like	data	do	not	
reside at all locations, participants may be the sole source for data on 
any change in business measures. Several examples are, (1) not all 
departments have customers or deal with customers in the same way, 
(2) quality in the accounting department is not the same as quality in 
an operations group, (3) employee turnover and employee satisfaction 
measures in different departments may be at different levels, and (4) 
cost-saving requirements and opportunities vary considerably.

•	 Participants	 from	different	 departments	 are	 not	 likely	 to	 influence	
the same measures in the same way and may not have the same 
deficiencies on the same measures. For example, employee turnover 
in	 Department	 A	 may	 be	 well	 within	 acceptable	 limits,	 while	 it	 is	
extremely	high	in	Department	B.

•	 Everyone	may	be	working	on	a	different	timeline.
•	 Baseline	 data	 are	 difficult	 to	 obtain	 because	 of	 departmental	

differences and geographic dispersion, as indicated earlier. 

These issues make it difficult to identify specific measures, determine 
credible sources for the current status and value of business metrics, gain 
cooperation, and collect and analyze the data. Consequently, consider other 
alternatives first before evaluating an open-enrollment program. When 
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76 The Real Value of TRaining

there is a need to conduct an impact study on an open-enrollment program, 
however, by all means go forward with it. It is doable, but be prepared for 
the requirement to plan more carefully and the possibility of a more labor-
intensive effort.

advantages of evaluating Programs delivered to intact teams 
An intact team offering is the offering of a program to a single department, 
a single business unit, or a single work team. While there may be some draw-
backs to evaluating a program that is offered to an intact team, the advan-
tages far outweigh the disadvantages. The major drawback is the possibility 
that the client may take too much ownership of the situation and may 
attempt to influence the data collection in a biased way. Careful planning 
and candid consultation can avoid this. Consider the following advantages 
of an evaluation project with an intact team as compared to evaluating an 
open-enrollment	delivery:

•	 There	is	usually	a	single	client	who	has	“position	influence”	and	the	
authority and willingness to sponsor the evaluation project.

•	 There	 is	 a	 single	 source	 to	 identify	 expectations	 and	 business	
measures associated with the evaluation project and to support data 
collection efforts.

•	 There	 is	 a	 high	 possibility	 that	 data	 from	 the	 business	 records	 are	
managed by one source and can be used in the study.

•	 There	is	a	high	possibility	that	there	is	a	known	monetary	value	for	
the business measures that are being affected. 

•	 Performance	deficiencies	and	baseline	data	are	easier	to	identify	and	
collect.

•	 It	is	easier	to	track	improvements,	identify	the	business	outcome,	and	
establish a chain of impact.

•	 There	is	a	greater	chance	that	the	performance	data	will	be	of	high	
quality.

•	 The	timeline	for	the	study	is	easier	to	identify,	since	most	of	the	group	
are working on the same page, have the same performance cycle, and 
affect similar measures the same way.

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



 Chapter 4 Collect Relevant Performance Data 77

When possible, make your evaluation life easier by selecting a situation 
that involves an intact team. 

Prepare the audience for what the evaluation is and is not 
When someone comes looking for data, people often become concerned. If 
they are unsure about what the data may be used for, they may be uncom-
fortable, guarded, and reluctant to cooperate. Good preparation by the 
training professional and the sponsor can moderate this situation. Prior to 
the data collection effort, work with the sponsor to communicate why the 
data are being collected and explain the approach that is being used. 
Inform the affected population how the data will be used and reported. 
Address	any	confidentiality	issues.	Make	the	people	involved	feel	comfort-
able	by	informing	them	of	the	following:

•	 The	 evaluation	 is	 reviewing	 the	 entire	 training	 and	 performance	
process with the aim of identifying results and providing 
recommendations for continuous improvement in the process.

•	 Evaluating	 specific	 programs	 and	 how	 people	 apply	 them	 is	 an	
important part of the process.

•	 This	is	not	an	assessment	or	evaluation	of	individuals	or	a	team.
•	 It	is	not	an	assessment	of	the	organization	or	its	managers,	or	of	the	

training department.
•	 Data	will	be	consolidated	and	reported	in	aggregate.

People will usually cooperate when they believe that the objective is 
continuous improvement that can also benefit them. If they believe that the 
training organization is trying to justify its existence or put a feather in its 
own cap, they will resist the data collection efforts.

share Questionnaires Prior to implementation 
When questionnaires are used for data collection, prepare the target audi-
ence. Since the questionnaire has been designed and field-tested during the 
planning phase of the evaluation project, this provides enough time to pre-
pare	 the	 target	population	 for	data	collection.	During	 the	 learning	engage-
ment, take a few minutes to inform the targeted group of the objectives of the 
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78 The Real Value of TRaining

evaluation effort. Set them at ease. Answer their questions about the data col-
lection effort, and gain their commitment to cooperate in providing data.

Share the questionnaire with the group members and let them know 
when they will be asked to respond. If some members of the group will be 
involved in focus groups or interviews, let them know how the process will 
work. The idea is to be completely open about the evaluation initiative. It 
should be clear that we are not trying to influence the data, but rather are 
trying to ensure the successful collection of the data. Assure the group that 
both successes and disappointments are important to the evaluation effort. 
These preparation steps will pay dividends in getting relevant data and get-
ting them in a timely manner.

take action with data 
When people are supportive by providing data, they often wonder if any-
thing really comes of it. If they believe that the data will not be used, they 
will be reluctant to cooperate. When collecting data of any type, consider 
adhering	to	the	following	policy:

•	 Ask	 questions	 that	 are	 important	 to	 both	 the	 respondent	 and	 the	
organization.

•	 Analyze	trends	from	the	data.
•	 Do	something	constructive	with	the	findings.
•	 Let	people	 know	how	 the	data	have	been	used	 to	make	 important	

improvements that benefit them and the organization.

When you are involved with others who are implementing data collec-
tion activities, use your consultative influence to help them follow this poli-
cy. If others violate it, everyone suffers the consequences, because respon-
dents often base their willingness to cooperate on their collective experi-
ences throughout the organization.

CRediBle souRCes foR follow-uP  
PeRfoRmanCe data 

During	the	planning	phase	of	 the	impact	study,	an	early	determination	is	
made about what type of data is needed to satisfy the purposes of the study 
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and meet the needs of stakeholders. This determination is based on the 
guiding objectives of the training solution and the associated measures that 
will indicate success. Recall that there are outcome measures, execution 
measures, readiness measures, and companion strategies. Several are listed 
in	Columns	A	and	B	of	Figure	3.4,	the	Evaluation	Strategy	and	Plan	for	the	
case study. Once this information is firm, the direction has been set. Now 
the	question	in	Column	C	of	the	plan	can	be	answered:	“Who	can	best	pro-
vide this information in a thorough and objective way?” Table 4.1 lists 10 
categories of sources and a series of six steps that are helpful in determining 
the best sources for a specific situation.

Answering the questions from the six steps in Table 4.1 helps in narrow-
ing the choices for best sources. In many situations, the evaluator may 
decide to use several sources for the same type of data. The number of 
sources used is based on a determination of what it takes to be efficient, yet 
thorough and objective. Sometimes there is concern that a specific popula-
tion may be biased in its response, yet you need data from that population. 
Getting the same type of data from a different source can be helpful in pro-
viding a balanced view and analysis. For example, one questionnaire may be 

Table 4.1 Determining	the	Best	Sources

Ten CaTeGORIes OF sOuRCes sIx sTePs TO DeTeRMIne The BesT sOuRCes

 Step 1. What do we (my client and I) need to know?

  Step 2. Who is best positioned to know what we need 
to know? Who should know best? Where would my 
client recommend going to get this type of data?

  Step 3. Are these sources credible to my client and 
other key stakeholders?

  Step 4. Will these sources cooperate in providing the 
data?

 Step 5. Will these sources provide the data objectively?

  Step 6. What is my strategy to gain their cooperation 
in collecting the data? What’s in it for them?

•	 Custodians	of	various	 
 organization records 

•	 Operational	managers	and		
 direct supervisors

•	 Functional	group	managers	 
 or committees

•	 Senior	executives

•	 Participants

•	 Direct	reports	of	participants

•	 Teams	or	peer	groups

•	 Coaches

•	 Internal	and	external	experts

•	 Clients	and	customers
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80 The Real Value of TRaining

sent to the participants, while another is sent to their manager. The 10 cat-
egories of sources are described in the following sections.

Custodians of Various organization Records 
There are numerous custodians of data in organizations. Someone in the 
quality department may be the custodian of all types of quality data related 
to the products that the company distributes. Every department also has its 
own quality measures. For example, someone in Accounting manages 
invoice data and has access to errors made on invoices. Someone in HR 
manages the database for absenteeism, accidents, employee turnover, and 
grievances.	Data	are	available	in	many	places,	and	in	each	place,	someone	
is responsible for managing them, massaging them, consolidating them, 
and reporting them. Electronic data management provides an almost 
unlimited number of ways to analyze and present data for observation, 
tracking, feedback, and decision making. Custodians are there to make it 
happen. Sometimes you have to stand in line, so get your order in early.

operational managers and direct supervisors 
Operational managers and direct supervisors of participants are usually very 
familiar with data reflecting the performance of their unit. They retrieve 
these data frequently, discuss them in meetings, and act on them to keep 
their unit or team efficient. Along with the participants, they have the best 
perspective on how skills, behavior, and work processes are being imple-
mented and the associated problems and issues. They are a credible source 
for execution data and business outcome data that pertain to their unit. 
They can usually report objectively on participants’ competencies, behavior, 
and performance before and after a training solution is delivered.

functional group managers or Committees 
These are the managers (and staff members) who manage a function that 
encompasses the entire company—for example, the quality department, 
the financial department, the IT department, the HR department, and so 
on. This group also includes functional committees. Functional committees 
are those that are assigned companywide issues. For example, one govern-
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ment client I work with has committees that serve as a lightning rod for 
strategic issues. There are separate committees on leadership, talent man-
agement, quality of patient care, customer service, political relationships, 
and so on. These committees are chartered to conduct research, broaden 
viewpoints (think outside the box), identify problems and issues to be 
addressed by management, make recommendations, and follow through as 
necessary. They are sort of a right arm to senior management.

Functional managers and committees can be a rich source of data. They 
have keen insights into issues as a result of their balanced mindset and the 
analytical	approach	that	they	must	take.	Because	of	their	responsibility	for	
research into issues, they can also identify other valuable sources of data, 
both inside and outside the organization.

senior executives 
While senior executives have access to all kinds of data, they rarely read the 
details but do ask probing questions to seek more information. Someone 
else, such as an executive assistant or others in the organization, provides 
them with information through briefings and formal presentations. Senior 
executives are a good source of data on policy issues, strategic issues, and a 
business perspective. When data that span several departments or regions 
are being collected, senior executives can be helpful in encouraging broad 
cooperation for the data collection effort. They will be especially willing to 
do so if they have an interest in the program that is being evaluated or the 
specific business metrics that are being studied.

The executive assistant who reports to a senior executive is an excellent 
source of data. The executive assistant spends much of her time finding 
data both inside and outside the organization so that senior executives have 
current and historical information. The executive assistant not only under-
stands the data, but also knows the sources to get more data or explanations 
when necessary.

Participants 
Participants are a good source for performance data. They are often asked 
to self-report on behavior change and implementation of work processes. 
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82 The Real Value of TRaining

While the credibility of self-reported data can sometimes be questionable, 
participants are often the best source available when data from organization 
records are inconsistent or not available. People today often work with 
infrequent supervision or even remote from the office, and they are in a 
unique position to know what is happening. When the evaluation project is 
on an open-enrollment program, participants often must provide all of the 
performance data, including business impact data.

When using participants as a primary data source, it is a good idea to get 
data from other sources close to the situation who can confirm the results. 
For example, there could be a coach that floats from team to team. There 
could be a person from the quality department who spends a lot of time 
with	the	group.	During	an	evaluation	with	a	pharmaceutical	manufacturing	
client,	the	Food	and	Drug	Administration	compliance	officer	was	used	as	a	
data collection source. She is on the property in the operating department 
four or five days a week and observes most of the activity. So, there are real-
istic opportunities to use multiple sources in many instances. 

direct Reports of Participants 
Evaluation projects on leadership and supervisory training programs can 
sometimes benefit from data provided by the participants’ direct reports 
regarding the performance habits and behavior change of supervisors. 
They may have frequent contact with their supervisor, and they have a 
unique	before	and	after	vantage	point.	Because	of	the	nature	of	a	supervi-
sor’s responsibility to engage, lead, and facilitate individual and group per-
formance, direct reports are excellent sources for behavior-type data.

There are three difficulties with getting input from direct reports. First, 
they may know that a manager’s performance has changed, but they can only 
speculate on the reason why. Second, they may be biased. Third, they may be 
self-serving and therefore may report on issues from a narrow vantage point. 

teams or Peer groups 
When a training solution is offered to an intact work team, the peers within 
the group are an excellent source for data on performance habits and team 
behavior. Team members are keenly aware of what is going on in the team, 
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from issues with customers, to productivity issues with work processes, to 
behavior and cultural issues. This is true not only for intact teams, but also 
for peer positions in an organization, such as all engineers, all IT specialists, 
all managers, and so on. 

Coaches 
Designated	coaches	 sometimes	work	with	 teams	 to	bring	 them	to	a	 level	of	
competence and productivity. Supervisors also have coaching duties and there-
fore have a wealth of information on performance and behavior. Executive 
coaches can provide performance data about key managers and executives 
who have attended leadership programs or on-campus executive programs. 
Executive coaches often have confidentiality contracts with their executive 
partner that prohibit any discussion of the partner’s performance with third 
parties. However, arrangements can be made with an executive for an excep-
tion with close control of how the data are used. For example, the data from 
multiple executives can be consolidated, as it is with many evaluations.

internal and external experts 
Internal experts typically exist in every department. They are often the go-to 
people for important data about the department. For example, the safety 
department has one person who tracks injury data and maintains the data-
base. This person may also have valuable external contacts that have indus-
try data, such as government agencies or professional associations. Industry 
data can be useful in comparing trends or best practices or identifying typi-
cal costs associated with a deficient performance metric (for example, cost 
of back injuries or cost of absenteeism). 

Specialized internal or external groups may have relevant performance or 
cost data. The training staff has data on training costs, learning data, and pos-
sibly performance data associated with competencies. Internal subject-matter 
experts and external consultants are often a good source, as they observe the 
application of skills and behavior change. When collecting data from internal 
or external sources that are directly involved in designing or delivering the 
solution being evaluated, remember that they have a vested interest in the 
outcome. Therefore, consider other sources whenever possible.
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84 The Real Value of TRaining

Clients and Customers 
Clients often have useful data or know where to get them. Since clients may 
be sponsors, they are also helpful in encouraging others to cooperate in 
providing data for evaluation projects. Their relationship with other manag-
ers and other departments is beneficial in opening doors to gain cross-
boundary cooperation.

Customers can be a useful source for evaluation data. They can respond 
to	questions	such	as,	Did	our	representative	make	you	feel	welcome?	Did	
she	ask	you	if	you	knew	how	to	use	the	accessories	with	your	purchase?	Did	
she ask you to consider a warranty? In some situations, such as relationship 
selling, customers can recognize a change in behavior before and after a 
training program. To provide feedback, it may not be necessary for the cus-
tomer to be aware that the salesperson attended training. His frequent 
contact with the salesperson during sales and customer service calls may 
allow him to observe changes over a specified time period. Customer input 
can be useful for disclosing customers’ buying motives, discussing how a 
representative helped to resolve a complaint or provide service, providing 
input on employee sales behavior, and other such purposes. Organizations 
are often reluctant to allow customers to be surveyed other than through 
the usual corporate-sponsored customer surveys. Evaluation data collection 
efforts may be able to piggyback (add more questions) on an existing survey 
or use the data from an existing survey.

eight Best PRaCtiCe methods to  
ColleCt follow-uP PeRfoRmanCe data 

The sources for the evaluation strategy have been identified in Column C 
of Figure 3.4, the Evaluation Strategy and Plan for the TechRead case study. 
As	illustrated	in	Column	D,	the	methods	to	collect	data	from	these	sources	
must now be determined. We know who the sources are, so it is easy to 
speculate and even confirm how best to acquire the data. We are simply 
creating the best possible data collection scenario by combining sources 
with methods and instruments to match the best timing. We know their 
situation, their interest and willingness to cooperate, the disruption and 
cost issues, and the availability of the data. Now we can select the methods 
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 Chapter 4 Collect Relevant Performance Data 85

that are best suited to the constraints and timing issues related to the situa-
tion. The eight methods of data collection most frequently used are shown 
in Table 4.2 and described in the following sections.

organization Records 
Organizations routinely collect data on many types of activities and mea-
sures. The data not only provide a trend for what is happening, but may also 
be examined in depth to analyze relationships, see more details, compare 
them to similar types of data, and so on. Examples of data that are routinely 
collected are customer satisfaction, customer churn (turnover), complaints, 
on-time deliveries, quality (deficiencies, errors, waste, and so on), revenue, 
number of sales calls, absenteeism, accidents, employee turnover, employee 
satisfaction, grievances, and time to complete various processes. Since these 
data are usually deemed to be credible and are readily available, they are 
the preferred source for business outcome and ROI purposes.
Data	from	the	records	can	usually	be	narrowed	to	organization	business	

units, departments, and even teams working for a specific supervisor so that 
performance can be tracked at different levels. On occasion, data from 
organization records may get contaminated in some way or may be erratic 
or collected and documented inconsistently and therefore of little use. For 
example, during mergers or acquisitions, much work takes place over a long 
period of time (months or even years) to merge the processes and data of 
the	two	organizations	in	a	compatible	way.	During	this	time,	the	data	may	
not be useful for evaluation purposes.

Table 4.2 Eight	Methods	to	Collect	Follow-up	Performance	Data

1. Organization records (preferred source for business outcome data) 

2. Focus groups (face-to-face or Web-assisted) 

3. Interviews (face-to-face, telephone, or Web-assisted) 

4. Follow-up questionnaires and assessments 

5. Observation/demonstration of the work 

6. Learning and performance contracting 

7. Learning and performance action planning 

8. Shared media and user groups
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86 The Real Value of TRaining

focus groups (face-to-face or web-assisted) 
Focus groups are excellent for collecting qualitative data. They are more 
economical than conducting one-on-one interviews. Issues and questions 
can be addressed by the group, and people frequently piggyback on what 
someone else in the group says. Of course, this can also be a disadvantage 
if it limits the group’s thinking or closes discussion. On occasion, one 
person in the group may even try to dominate the group, and some people 
may not be heard. These disadvantages can be minimized by a skilled facili-
tator. The idea is to tap the synergy of the group so that the quality and 
quantity of the data are greater than the sum of the parts. Focus groups usu-
ally include six to eight people and last one to two hours. When focus 
groups become too expensive because of the geographic dispersion of the 
participants, the Web can be used effectively. Software is available to assist 
in administering and facilitating focus groups online.

interviews (face-to-face, telephone, or web-assisted) 
Interviews are very useful for obtaining qualitative data and encouraging 
success stories. It is easy to probe more deeply or to guide an interview in 
another direction to get more complete information. Trust and rapport can 
be developed during interviews, so it is easy to gain access for a follow-up 
interview if necessary. Some interviewers ask permission to tape-record the 
interview to help with recalling and tabulating the data. However, organizing 
and analyzing data from interviews can be very difficult and time consuming. 
The interviewer should be prepared with methods to make the administra-
tive phase work more efficiently. Interviews are expensive and time consum-
ing. While it can be less expensive to conduct interviews by telephone and 
through Web assistance, it is more difficult to maintain interest and get rich 
data using these methods. 

follow-up Questionnaires and assessments 
Questionnaires are generally the most efficient method of collecting data. 
Large amounts of data can be collected from a large sample of the population 
in a short time. This is why questionnaires are the most common method of 
collecting follow-up data. The quantitative data from questionnaires are usu-
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 Chapter 4 Collect Relevant Performance Data 87

ally more plentiful than the qualitative data. However, both types of data can 
be collected, and a wide range of issues can be covered. The length of a ques-
tionnaire is the most limiting factor in collecting data. People will usually not 
commit more than 20 to 25 minutes to complete the task.

There is little ability to influence respondents to complete a question-
naire, and people will sometimes skip questions or give incomplete 
responses. Questionnaires must be designed skillfully for optimum reliabil-
ity and validity and to maximize the information that can be gathered.

Questionnaires can be structured to collect data of all types, such as 
changes in skills and behavior, measurable improvements in business out-
comes (quality, revenue, cost savings, and so on), barriers to implementa-
tion, disappointments, and even ROI. Questions can be structured in sev-
eral ways, such as two-way responses (yes-no), open-ended, ranking scales 
with a range of quantitative responses (1–5 scale, 4–6 scale, 1–10 scale, and 
so on), rank-ordering choices, or multiple choice. 

observation/demonstration of the work 
In some work settings, observation is an ideal method for collecting perfor-
mance data. In other situations, it is expensive, time consuming, or just not 
feasible. There are numerous types of observation techniques, such as tele-
phone call recording, video monitoring, audio recordings, computer moni-
toring, and face-to-face observation. Face-to-face observers can be distract-
ing in a work setting when people know the observer is there. It is best if the 
observer can be casual and go unnoticed. When people notice an observer, 
they may change their behavior. Therefore, the behavior being observed is 
not realistic. However, when an observer is always there, such as a video 
monitor or a telephone call recording during every call, the performer 
often	becomes	adapted	to	 it	and	ignores	 it.	Behavior	 is	usually	normal	 in	
these situations. 

Observation techniques can serve several purposes. One purpose is to 
observe a worker’s performance in order to make improvements. Another 
purpose is to protect property or to reduce the organization’s risk of legal 
action	or	unwarranted	complaints.	Many	financial	institutions,	airlines,	and	
telecommunication companies use call monitoring. In some situations, all 
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88 The Real Value of TRaining

telephone calls are recorded, while in others, there may be a third party 
listening live. Law enforcement agencies use video to ensure that strict 
policies and protocol are followed, as well as for evidence purposes.

Retail establishments sometimes use secret shoppers to determine how 
sales associates interact with customers. A famous boutique in New York City 
uses	secret	shoppers	for	two	purposes:	to	ensure	that	the	sales	force	imple-
ments customer service policies and behavior effectively, and to calculate 
the store’s quarterly customer satisfaction scores. The boutique concluded 
that secret shopper data are just as good as customer satisfaction surveys 
and can be structured to address important customer issues. So why pay 
twice? Other retail establishments probably follow this practice as well.

Observation can be effective and efficient in collecting behavior data in 
some situations. A few examples are

•	 Retail	settings. Secret shoppers are an example. Also, the supervisor is 
in close proximity to employee activities and can easily dedicate time 
to observe.

•	 Call	centers. Telephone calls are monitored. Calls are frequent, and in 
some situations the representative goes through the complete 
performance cycle several times a day.

•	 Production	or	assembly	lines. This is a closed work system, so it is easy to 
see the entire work process from start to finish.

While observation is one of the best ways to know what is actually hap-
pening on the job, it can be expensive and disruptive, and it can create trust 
issues. The use of observation should be carefully planned so that it is not 
misused or viewed in the wrong way. In most instances, it should be 
explained to those who will be observed so that they understand why it is 
happening. They do not necessarily need to know when it is happening 
unless there are legal, ethical, or safety issues involved.

learning and Performance Contracting 
It is desirable that a participant’s immediate supervisor be involved in the 
training process and support follow-up application in the work setting. When 
this occurs, there is a notable difference in skill transfer, beginning with learn-
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 Chapter 4 Collect Relevant Performance Data 89

ing and continuing with ultimate behavior change. Supervisors frequently 
observe the participant’s performance, and they are involved in negotiating 
expectations, allocating job assignments, and managing the talent. It makes 
sense to provide this team of two with a tool that can be used to assist in per-
formance matters. The learning and performance contract is a tool to facili-
tate agreement between the supervisor and the participant when setting 
expectations for participating in training. It focuses on performance and 
encourages a commitment by both parties to address beneficial performance 
issues during and after training. It can also be used for data collection. Figure 
4.4 (see page 90) is a template for a learning and performance contract.

The supervisor and the participant meet prior to the learning engage-
ment to develop an agreement that will satisfy the needs of both the partici-
pant and the work unit. For example, suppose an employee is attending a 
program	on	project	management.	During	the	pretraining	meeting,	the	par-
ticipant and the supervisor agree on the focus and set a learning objective. 
They also set an execution objective for what should happen after the train-
ing is completed. The supervisor commits to a posttraining job assignment 
that will place the employee in a project management role so that she can 
apply her new skills immediately. A performance contract such as the one in 
Figure 4.4 can be used by the evaluation team to determine how to focus the 
data collection for the evaluation. This type of tool can be used for any type 
of training program, and it is useful for open-enrollment programs.

learning and Performance action Planning 
A learning and performance action plan is similar to a performance contract. 
Both	instruments	can	be	designed	to	focus	on	performance	execution	in	the	
work setting or on achieving business outcomes. The performance contract 
presented in Figure 4.4 focuses on execution in the work setting. Performance 
contracts are usually an agreement between the participant and his immedi-
ate supervisor. With action plans, the supervisor may or may not be involved. 
Like the performance contract, an action plan is an integral part of the train-
ing design. The action plan form is divided into two parts. One part is the 
planning component, and it is completed during the training session. The 
other part is used to document results a few months following the training. 
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90 The Real Value of TRaining

Figure 4.4 Learning and Performance Contract

Copyright	©	2008,	Ron	Drew	Stone.	All	rights	reserved.

A. Assignments following 
    training:

1. We agree that this job 
    assignment will benefit 
    you (performer) and our 
    unit as follows:

2. My commitment to you

3. My commitment to you

Learning and Performance Contract

Performer’s Name: Supervisor’s Name:
Date

PART I

PART II

Agreement is reached on a learning objective for the training. Agreement is also reached 
on an execution or behavior objective to be achieved upon completion of the training. 
Action items should be determined and documented for both objectives. Results are 
recorded and discussed as they occur.

Agreement is reached on an assignment following training that is compatible with the 
objectives in Part I and will provide an opportunity to use the skills learned. The benefit 
of the assignment is documented, and mutual commitments are made.

A. Learning objective:

Action item: Result:

Action item: Result:

Action item: Result:

Action item: Result:

A. Execution objective 
     after the training:

Signature of performer

Signature of supervisor
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When the action plan has a strong focus on improving business out-
comes and calculating ROI, it must be designed and implemented carefully. 
The action plan process is a very good tool to use with any learning solution. 
It works well with open-enrollment situations because it accommodates indi-
vidual measures and it can be administered to dissimilar groups from mul-
tiple geographic areas. Participants who work in different business units can 
use the process to develop data on performance measures that are specific 
to their own job and situation. Time must be allocated during the training 
to explain the action planning process and the data collection component. 
It is recommended that examples of completed plans be shared with the 
group during the explanation.

shared media and user groups
Web-assisted user groups employing shared media or online networking 
groups can provide useful information about issues and behavior patterns 
of peer interest groups and other types of data. At this writing, use of this 
method is in its infancy, but significant efficiencies can be gained by using 
it. The HR profession has significantly reduced the cost of recruiting, 
screening, and interviewing by using this method. If HR can use this method 
for job interviews and screening, training professionals can certainly create 
better ways to use it for data collection purposes.

twelVe keY foCus aReas foR ColleCting  
Business outCome and Roi data 

As indicated earlier, the preferred source for business outcome and ROI data 
is the organization’s records. When they are available, these data are usually 
deemed to be credible, and when they are readily available, they are inex-
pensive to collect. However, there are numerous circumstances in which the 
required data may not be available from organization records. Or the data 
may be available for a specific measure, but they cannot be tracked to the 
population whose performance we are interested in. Open-enrollment pro-
grams pose the greatest limitation to using organization records. This leaves 
us with the other seven options from which to select a method. Figure 4.5 
(see pages 93–96) illustrates several pages of a mock-up questionnaire for a 
leadership initiative. The 12 questions are designed for use when perfor-
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92 The Real Value of TRaining

mance data are not available from the organization’s records. The focus is 
on business outcome and ROI data, with execution data completing the 
chain of evidence.

While Figure 4.5 is an example from a leadership initiative, slight chang-
es can be made to most of the questions that will allow it to be used in 
unlimited situations. The 12 key focus areas can be designed as a question-
naire or as an interview guide, or they may be used in various ways with 
focus groups and learning and performance action plans. The sequence of 
the questions is important, since each question builds on relevant data from 
the previous question. This is logical for the respondent and it is necessary 
in order to organize the data for proper ROI analysis. Each question is 
briefly addressed in this section.

Question 1: execution in the work setting 
If this were an actual questionnaire, the first question in Figure 4.5 would 
be preceded by instructions, demographic information, and probably a few 
lead-in questions. Question 1 is the first impact question, and it sets up a 
sequence that runs through Question 7 to collect the data needed in order 
to calculate ROI and tell the complete story.

The questionnaire should be field-tested and reviewed with the sample 
population that will later be asked to complete it. Question 1 is seeking data 
about behavior change and execution. Since this is a questionnaire and not 
an interview, examples such as those shown must be used to communicate the 
full intent of the inquiry. Now that the respondent is thinking about how the 
learning solution has been applied—and hopefully has provided some suc-
cesses—it is time to ask Question 2, how the business received a benefit. 

Question 2: specific Business outcome improvement 
When the respondents are presented with this impact question, we are 
hopeful that they can link behavior and execution in the work setting to at 
least one key business outcome. Perhaps some of the participants work with 
customers, and they have been able to increase sales or improve customer 
service	in	some	way.	Maybe	other	participants	have	been	able	to	create	qual-
ity improvements in areas where there are discrepancies, and so on. It 

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



93

Figure 4.5 Twelve Key Focus Areas for Collecting  
Business	Outcome	and	ROI	Data

Copyright	©	2008,	Ron	Drew	Stone.	All	rights	reserved. (continued on next page)

Example Follow-up Questions for Participants in a Leadership Initiative
Here are 12 key questions to ask to collect sufficient information to show business outcomes and 
calculate ROI. Modify these as necessary to suit your specific situation. You may want to ask other 
questions as well. Question 1 sets up the sequential flow to the other questions.

Participant instructions: As you respond to these questions, please reflect on how you have applied the 
skills learned from the leadership development initiative (LDI) to guide and manage your team effectively 
to achieve operational results and reach or exceed business goals.

Questions
1. As a result of participating in the LDI initiative, specifically what are you doing differently as you 
 apply leadership principles and skills and support your team to achieve operational results and reach 
 or exceed business goals?

 (E.g., specific behavior change such as helped team members with problem solving, increased delegation 
 to employees, improved coaching and communication with employees, managed the development and 
 potential of your team talent, etc.)

 Please comment specifically on what you have done differently and why you think it is working for you.

2. How has the company gained a business outcome improvement from the actions you listed in 
 Question 1? That is, what KPIs or other important business measures have improved as a result of 
 your actions or your team’s actions? (E.g., increased revenue, improved profit margin, shortened an 
 account sales or business process cycle, reduced waste, improved on-time delivery, improved customer 
 satisfaction or employee satisfaction, decreased costs, saved time, etc.)
 Please comment on the business outcome improvements and indicate how specific business measures improved.

3. Think about the specific business improvements in Question 2 and do your best to determine a 
 monetary value and basis for your calculation. A value may be available in your company, or you can 
 provide an estimate. Include the time frame, such as per week, per month, per quarter, etc. 
 The total monetary amount is $_________________________ per month (or per_____________________)

 a.  Please check the appropriate box on how you arrived at your monetary value.
  �  Known value from company records or acceptable practices      � Estimate      � Other

 b.  If “estimate” or “other” is checked above, please explain how you arrived at the calculation.
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Figure 4.5 Twelve Key Focus Areas for Collecting  
Business	Outcome	and	ROI	Data	(continued)

Copyright	©	2008,	Ron	Drew	Stone.	All	rights	reserved.

4. Several factors may have contributed to your improvement. Along with the leadership initiative, 
 which includes the leadership training, Web-based tool kit, and support and reinforcement from your management, 
 some additional potential factors are identified below. Think about the key factors that helped you to 
 influence the results identified above and assign a percentage of weighting from 0 to 100%. 
 Select only those that apply. The total of the items you select must = 100%.

 Factors That Influenced the Business Outcome Improvements  % of Influence

 a. The CEO’s actions in recognizing leadership competency

 b. LDI initiative (tool kit, leadership training, your management’s 
  reinforcement and support)

 c. Feedback from your team

 d. Your prior training and experiences

 e. Other (please specify)

   TOTAL 100%

4a. Regarding the leadership initiative (LDI), rank the three components as they actually contributed to 
 your ability and willingness to execute your leadership responsibilities.
 Place a 1 by the highest contributor below, then 2 by the next highest.

 ______Tool kit    ______Leadership training    ______Reinforcement and support of your management

5.  How long do you estimate the above business improvement will be sustained beyond today’s date? 
 Give serious thought to what may occur down the road and check the appropriate box.

  30 days 3 months 6 months 1 year >1 year Other (please specify)

   � � � � � �

6.  If your improvement is measured through individual time savings, what percentage of the time saved 
 was reallocated toward productive tasks? (0–100%)_______________%

7.  What confidence level between 0 and 100% do you place on any estimates above?
 (0 = no confidence; 100% = full confidence)

 My confidence level for my estimates is ________________%

8.  Based on your salary cost while participating in LDI and time away from your job, do you think the 
 leadership training component of LDI represented a good investment for the company?

 Yes  �      No  �

 Please add the reasoning for your response:
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Figure 4.5 Twelve Key Focus Areas for Collecting  
Business	Outcome	and	ROI	Data	(continued)

(continued on next page)Copyright	©	2008,	Ron	Drew	Stone.	All	rights	reserved.

9. Reflect on the extent to which you believe your execution of skills and behavior learned through the 
 leadership development initiative had an influence on improving the following business outcome 
 measures in your work unit or company.

 Check the appropriate response to the right of each item.

    Applies     Very 
   Not  but No  Limited  Moderate Significant Significant
 Business Measure Applicable Influence Influence  Influence  Influence  Influence

 A.  Sales or revenue � � � � � �

 B.  Cost reductions � � � � � �

 C.  Work efficiency or output � � � � � �

 D.  Quality measures � � � � � �

 E.  Cycle time of products/services � � � � � �

 F.  Response time to customers � � � � � �

 G.  Customer retention � � � � � �

 H.  Customer complaints � � � � � �

 I.  Customer satisfaction � � � � � �

 J.  Employee satisfaction � � � � � �

 K.  Employee complaints � � � � � �

 L.  Employee retention � � � � � �

 M.  Other (please specify) � � � � � �

 a.  Please provide any specific examples along with details:

 b.  In your best estimate, how long will the top two business improvements above be sustained beyond 
  today’s date? List the measure and check the appropriate box.

  Measure 1 30 days 3 months 6 months 1 year >1 year Other (please specify)

   � � � � � �

  Measure 2 30 days 3 months 6 months 1 year >1 year Other (please specify)

   � � � � � �
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Figure 4.5 Twelve Key Focus Areas for Collecting  
Business	Outcome	and	ROI	Data	(continued)

Copyright	©	2008,	Ron	Drew	Stone.	All	rights	reserved.

10. As you reflect on your execution of leadership skills, what would your team say that you did to 
 “actively reinforce” their ability to perform, and how successful would they say you were in doing this?

 Below, list what your team 
 would say that you personally 
 did to reinforce their ability 
 to perform.

 A.

 B.

11. As you reflect on your execution of leadership skills, what are the one or two habits that you most 
 wanted to change and how successful were you at changing these habits?

 List the habits below.

 A.

 B.

12. As you reflect on the LDI initiative and your execution of leadership skills, what are your biggest 
 disappointments and why?
 
 Please comment specifically on your disappointments:

Note: These questions may be used for interviews, focus groups, team discussions, or on a questionnaire.

                     Level of Success: Your Team Would Say
  Limited Moderate   Very 
 Unsuccessful Success Success Successful Successful

 � � � � �

 � � � � �

   Your Level of Success
  Limited Moderate   Very 
 Unsuccessful Success Success Successful Successful

 � � � � �

 � � � � �
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 Chapter 4 Collect Relevant Performance Data 97

would be wonderful if all the participants set business improvement goals 
before participating in our learning engagement. If so, they may have a 
greater chance of achieving results and providing some evidence to show it. 
This is a key reason why performance contracting and action planning 
works so well. Okay, what about the money?

Question 3: assigning a monetary Value 
When identifying a monetary value, it’s easier to find the value for some 
improvements than it is for others. Known values are sometimes plentiful in 
organizations. Values often exist for quality measures, work output mea-
sures, accidents, complaints, absenteeism, and so on. When a known value 
is not available for a specific measure, estimates are acceptable as long as 
the right sources are used and an adjustment is made for confidence level 
(addressed later in this section). Note that item “a” under Question 3 asks 
whether the value is an estimate, and if it is, item b seeks an explanation. 
When the explanation does not make sense, the evaluator analyzing the 
data would elect not to use this value for the ROI calculation. Otherwise, it 
could become a credibility issue.

Occasionally a respondent will provide a range for a monetary value. 
For example, the cost of customer complaints ranges from $125 to $150 per 
complaint. Of course, this would be an estimate. Guiding Principle 4 states, 
“Choose the most conservative alternative when analyzing data and report-
ing results.”

guiding Principle 4
Choose the most conservative alternative when analyzing data and 
reporting results.

In the customer complaint example, since the improvement is a benefit, 
$125 is more conservative than $150. When the value cannot be resolved, the 
lower value of $125 is used in developing the ROI calculation. This is just one 
of many steps that can be taken to help ensure that the ROI will not be over-
stated. Estimates are more prevalent in organizations than most people 
believe. Engineers use estimates; accounting and finance professionals use 
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98 The Real Value of TRaining

estimates; executives make decisions using data that are based on estimates. 
Everyone in the organization uses estimates at one time or another. 

I am not advocating the use of estimates. However, it is important to 
know that they are acceptable as long as more objective or hard data are not 
available, a proper basis for the estimate exists, and adjustments are made 
for confidence level. Even many of the so-called known or standard values 
are	based	on	estimates.	More	data	are	based	on	soft	calculations	than	are	
based on hard calculations. For example, when a company produces and/
or sells multiple products or services (which is usually the case), the com-
pany’s indirect costs must be allocated across all product lines. These alloca-
tions are frequently based on estimates rather than actual utilization, and 
they must also rely on truthful and accurate timekeeping or reporting (we 
know how that goes). In many instances, the numbers are used to play 
games for political purposes, accounting purposes, or market advantage 
purposes. These games result in indirect costs being shifted from one prod-
uct line to favor another product line. So, the real cost of making a product 
and getting it to market is often skewed by the use of estimates.

Question 4: Causal influence 
When a business impact is achieved, the central question is, “What caused it?” 
Question 4 shows one way to capture this through an estimate. Note the way 
in which this question is focused. It addresses the entire solution—the com-
plete design, which includes the companion strategy of active management 
reinforcement. In Chapter 5, you will learn more about why it is a serious 
mistake to isolate the effects of “only the training or learning component.”

When analyzing the response to this question, an adjustment is made to 
the data. Only the percentage attributed to the complete solution design 
(item 4b) will be carried forward with other data to develop the ROI. 
Should there be an interest in how participants view the three design com-
ponents, Question 4A is used to report this relationship.

Question 5: sustained improvement 
When an evaluation is conducted, the follow-up performance data are cap-
tured at a predetermined time, usually weeks or months after delivery of the 
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 Chapter 4 Collect Relevant Performance Data 99

solution. Not many people want to ride out an evaluation for a year or 
longer. This raises the issue of sustainability. How long will the improvement 
continue beyond the data collection period? Can the improvement be 
annualized? Are there other issues? Some measurement and evaluation 
processes automatically annualize data that are captured a few months after 
the program. The assumption is that when training solutions influence an 
improvement, the improvement may last for a year or even longer. 

Some improvements may be sustained for a long period of time, while 
others may not be. Rather than letting the evaluator decide this, the people 
who achieve the results should develop a conclusion about this issue. They 
are	in	a	position	to	know,	although	even	they	cannot	be	sure.	But	their	take	
on sustaining an improvement is far superior to that of someone who is 
completely removed from the situation. It is their data. Question 5 captures 
the likelihood of an improvement’s being sustained. The response set of 30 
days, 3 months, and so on makes it easier to tabulate the data. Chapter 6 
addresses sustained impact in detail.

Question 6: time-savings adjustment 
Some improvements are a result of reducing the time required to perform 
work processes or serve customers. Time is money. When time is saved and 
other things remain equal, it will ultimately take cost out of the business 
because the time can be reallocated to productive tasks. It is the job of man-
agers and team leaders to see that this occurs. Of course, time that is saved 
is not always reallocated to productive tasks or to things that matter. 
Question 6 captures this so that an adjustment can be made during the 
analysis. For example, suppose that an individual saves 6 hours per week 
and responds that 80 percent of that time was reallocated to productive 
tasks (6 3 0.8 5 4.8). The adjusted 4.8 hours is used in the analysis.

Question 7: Confidence level 
As Guiding Principle 5 states, “When sources estimate results, make an 
adjustment for the potential error of the estimate.” This helps to keep the 
analysis conservative and minimizes the possibility of inflating the results. 
When	the	data	are	being	analyzed,	an	adjustment	may	look	like	this:
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100 The Real Value of TRaining

•	 Estimated	improvement	of	30	additional	on-time	deliveries
•	 Confidence	level	of	80	percent	
•	 30	3 0.8 5 24 additional on-time deliveries

When the data are analyzed and conclusions are developed, the adjust-
ed improvement of 24 is reported. When the confidence level question is 
asked, the respondent is replying with the possibility of error. Complete 
confidence is 100 percent. In the example given here, the respondent is 
replying that there is a 20 percent possibility of error. The error possibility 
could be on either side of 100 percent. It could be lower (80 percent) or 
higher (120 percent). A conservative adjustment of 80 percent reduces the 
result by 6 deliveries (from 30 to 24). A liberal adjustment of 120 percent 
increases the result by 6 deliveries (to 36). To remain conservative, the 80 
percent adjustment is used in the analysis.

guiding Principle 5
When sources estimate results, make an adjustment for the potential 
error of the estimate.

Technically speaking, Question 7 should be asked after each of the pre-
ceding	questions	that	involves	an	estimate.	But	when	this	question	is	used	
in a questionnaire, it would be unwieldy to repeat it multiple times, and it 
would discourage the respondent from completing the questionnaire. It is 
much easier to inject the confidence question multiple times during an 
interview. Question 7 is the last of the 12 questions that contributes to the 
development	 of	 the	ROI	 calculation.	Data	 from	 the	 remaining	 five	 ques-
tions will be reported, but do not provide sufficient information for ROI 
analysis.

Question 8: investment Perception 
This is a straightforward question that yields very useful information. Some 
may think that this is a risky question, but it will quickly point out either that 
the solution is on target or that something is lacking. Additional comments 
are sought to clarify the respondents’ reasoning.
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 Chapter 4 Collect Relevant Performance Data 101

Question 9: generic Business outcome measures
The items listed in Question 9 cover a large range of measures. The idea is 
to list the measures that are appropriate for the specific population that will 
provide the data. When the solution being evaluated is an open-enrollment 
offering, the list of possibilities is lengthy, as seen in this example. This 
makes the measures more generic, since some measures will not apply at all 
to an individual respondent. For an offering to an intact work group that 
routinely affects similar measures, the list is customized and will be shorter 
and more focused.

Question 9 is an important question because the data will provide 
insight into the scope of the solution’s impact beyond the detailed analysis 
in Questions 1 through 7. However the data do not provide enough detail 
for ROI analysis. Questions 9a and b are used to probe slightly and give 
more depth and credibility to the response. When Question 9 is used dur-
ing an interview, additional probing can solicit success stories and more 
qualitative information.

Question 10: Reinforcing team Performance 
Question 10 is important for gaining insight into how the leader (participant) 
interacts	with	her	team.	Based	on	the	content	of	the	leadership	solution,	this	
question could be changed and even expanded. A self-report question of this 
type that seeks only limited information on one’s own behavior may not seem 
credible to some. However, the direct reports should be asked the same ques-
tion, either through a questionnaire, in an interview, or in a focus group set-
ting. The analysis can compare the results much like a 360-degree analysis.

Question 11: Changing ineffective habits 
This follow-up question should be used when the participants were asked 
during	 the	 learning	engagement	 to	 identify	 their	 ineffective	habits.	More	
learning engagements should do this by requiring participants to reflect on 
aspects of their behavior that may be limiting their own performance and 
the performance of their team. A participant action plan usually accommo-
dates the activity. Question 11 seeks to determine progress on the commit-
ment to correct the ineffective habits.
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102 The Real Value of TRaining

Question 12: disappointments 
It is advisable to seek balanced information during a follow-up evaluation. 
Executives know that things are not perfect. In essence, the entire work 
experience in an organization is an experiment to determine what works 
best, make midcourse corrections, and keep tracking toward a moving 
target. That’s kind of like life. Why should the results from a learning 
engagement be any different? Explore the thorns as well as the roses so that 
continuous improvement can thrive. 

All	12	of	these	questions	have	one	thing	in	common:	they	are	performance-
centered. There is ample opportunity during the learning engagement to 
seek information and collect data on learning. The follow-up evaluation 
should focus on follow-up execution, how it is influenced by the complete 
solution design, and how the business is affected. 

The next chapter addresses the details of determining the causal influ-
ence	of	improvements	in	business	measures.	Before	proceeding,	review	the	
case study given here to see how data collection is applied to a real situation. 
The case study began with planning in the previous chapter and continues 
throughout the upcoming chapters.

Case studY PaRt 2:  
teChRead smaRt meteRing ComPanY 

delivery of the solution—active Coaching  
for field sales managers 

The	12-hour	training	solution,	“Active	Coaching	for	Field	Sales	Managers,”	
was implemented three weeks before the end of the second quarter. The 
experimental	 group—the	 Southeast,	 Midwest,	 and	 Southwest	 regions—
implemented the solution, while the other three regions (Northwest, West, 
and Northeast) served as a comparison group. Five sessions were delivered, 
with 12 sales managers in each session (60 managers total). This accommo-
dated all the sales managers in the three experimental regions and provided 
four table teams for role plays in each session. Two skilled facilitators were 
used for each session. The sessions were treated like a pilot offering so that 
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 Chapter 4 Collect Relevant Performance Data 103

the training solution could be withheld from the comparison group without 
raising issues. The three comparison regions were informed that they would 
receive the training after there was assurance that the pilot was successful.

Sue and the Leadership Sales Effectiveness Committee felt good about 
the design of the training solution. The needs assessment had provided 
good insight into the problem, identified why the business deficiencies 
existed, and helped to identify a good solution that could put things on 
track. A good companion strategy was included in the design that should 
encourage effective follow-through after the training. Everyone seemed to 
be focused on a results-centered delivery. 

implementing the evaluation strategy 
The purpose of this impact study is to evaluate the complete solution to 
determine (1) the success of sales managers in implementing coaching 
responsibilities, (2) the impact on reductions in employee complaints, (3) 
the impact on increases in sales, and (4) the return on investment. Now that 
the solution has been delivered, attention turns to implementing the 
Evaluation Strategy and Plan (for details, see Figure 3.4 of the case study in 
Chapter 3). 

TechRead’s product sales do not involve seasonal fluctuations, and the 
sales cycle from sales call to sales closing is short. This makes the follow-up 
data collection easier, and results can be reported after only a few months. 
Sue implemented several data collection activities to meet stakeholder 
expectations, satisfy the objectives of the program, and establish the chain 
of impact. The program objectives and data collection strategy are summa-
rized here for convenient reference. 

assessing Performance Readiness After the committee challenged Sam 
(the EVP) about the need for management support, he agreed to open 
each	 session	 to	discuss	 three	 things:	 (1)	 revenue	 requirements	 to	 sustain	
operations, (2) coaching expectations, and (3) the relationship between 
team performance and good coaching by sales managers. After the EVP 
departed, the participants completed a short assessment questionnaire on 
expectations.

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



104 The Real Value of TRaining

The role-play performance guide shown in Figure 4.3 (near the begin-
ning of this chapter) was used by the facilitators and by peers at each table 
to assess performance and give candid and constructive feedback. Every 
participant had his turn both as performer and as rater. The role-play sce-
narios were repeated multiple times to allow for ample skill practice of each 
competency, observable progress, and building confidence. 

Toward the end of the session, the members of each table team dis-
cussed managers’ ineffective habits related to coaching and developing 
employees that they had observed on the job. The table teams then report-
ed these observations on a flip chart to the larger group. Following this 
exercise, each individual identified her own tendency toward ineffective 
habits and developed a personal action plan to eliminate these habits. Plans 
were shared at each table, and participants made commitments to their 
team to implement the plan following training. A few questions were insert-
ed into a follow-up questionnaire to get input on successful implementation 
of the action plan.

Collecting the assessment data from the role plays and the data from the 
initial reaction smile sheet is generally the responsibility of the program 
manager. Sue coordinated with the program manager to get these data for 
later analysis and consolidation into her evaluation report. The data were to 
be consolidated and reported for the group as a whole to show evidence of 
learning and establish a basis for the chain of impact. It is not usually neces-
sary to report individual data. Should there be deficiencies in readiness, this 
will show in the report as x percent of participants being assessed as having 
a continuing need to improve. The areas of need would be identified, along 
with a plan to address continuous improvement.

active Management Reinforcement and Companion strategies Compan-
ion strategies should be considered for all training solutions unless there is 
a compelling reason that no such strategy is needed. Training professionals 
know that solutions designed with a stand-alone learning component face 
serious odds against achieving success. The coaching training initiative in-
cluded three companion strategies. One strategy was implemented before 
the training (regional sales managers communication), one during training 
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 Chapter 4 Collect Relevant Performance Data 105

(the EVP session), and one after the engagement (regional sales managers 
follow-up and active management reinforcement). 

Companion strategies are part of the solution design. They are put in 
place to influence participants to initiate and sustain behavior change. The 
follow-up strategy can subside a few weeks or months after the new behavior 
has taken hold and participants have the willingness and confidence to con-
tinue to apply the new behavior or skill. 

While evaluation data are not always collected on companion strategies, 
it often becomes evident when these strategies are not working. In the 
TechRead case, successful application of the companion strategies is deter-
mined by a few questions added to the follow-up evaluation questionnaire 
for sales managers and the interviews with the three regional managers.

execution in the Work setting A credible impact study requires compre-
hensive data from the work setting. Executives want to know what people are 
doing to influence the business outcome. Not only does this indicate what 
caused the success, but it is a key source of information to help replicate 
the success in other situations or with other programs. Readiness, or learn-
ing, is the first indicator that the training solution is working. Execution is 
the second indicator in the chain of evidence that the solution is working. 
Execution is the bridge between the delivery of the readiness solution and a 
successful business outcome. Without execution, the impact on the business 
will not occur. This is why companion strategies and active management 
reinforcement are so important.

The first execution objective required the sales managers to conduct a 
meeting with their team within 12 days following the training. This helped 
the team members understand how the coaching process should work. It 
placed added pressure on the sales manager to follow through, since expec-
tations became public knowledge. The other execution objective focused 
on the nuts and bolts of implementing the coaching competencies to meet 
expectations. If all went as planned, communication of expectations, active 
coaching, feedback, guidance, development, and recognition should be in 
alignment with the work processes. The evaluation strategy was designed to 
collect evidence that this was happening.
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106 The Real Value of TRaining

The data were to be collected through interviews with the three region-
al sales managers, focus groups with a sample of sales representatives, and a 
questionnaire administered to the 60 sales managers. After much discussion 
about sample size for the focus groups, it was determined that the size of the 
sample was not that important. The evaluation team felt that two consider-
ations	were	important:	

1. Since there were not enough resources and time to have all sales 
teams represented, enough focus groups had to be conducted to 
cover the three regions. Since there were two other data collection 
efforts (questionnaires to sales managers and interviews with regional 
managers), the decision was made to conduct one focus group in each 
of the three regions, using a random sample of sales representatives to 
select the participants. Each focus group had eight participants.

2. The second consideration was that, given that so many of the sales 
representatives were inexperienced, the evaluation team felt that it 
would be a good idea to get input from some experienced sales rep-
resentatives who fully understood the process and were in a position 
to observe the coaching activities in their region. The team decided 
to conduct three more focus groups and designate the members, with 
perhaps only four or five people in each focus group.

Because	of	the	short	sales	cycle	and	the	number	of	repetitive	times	that	
the planning and sales call process could be implemented during the course 
of a normal workweek, the team felt that the three-month window for col-
lecting performance data would be sufficient to show results. The regional 
managers agreed.

Business Outcomes As the team planned the evaluation strategy and made 
decisions about the business outcome measures that would be affected, it 
seemed as if the discussion would never end. After the needs assessment, 
it was agreed that the key measures were sales and employee complaints. 
However, some people on the committee wanted to include other measures, 
such as employee satisfaction, turnover, and customer satisfaction. After a 
lot of discussion, the committee decided that even if these measures were 
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 Chapter 4 Collect Relevant Performance Data 107

affected by the training, they were not likely to change during the short 
three-month window. The team agreed that quarterly sales and employee 
complaints were the significant measures that would be affected. Sales data 
were to be collected from custodian records at the end of the third quarter. 
The HR records custodian would provide the pre- and posttraining trend 
for employee complaints.

Problem with Retail Sales. There was discussion about how long it would take 
before the business measures changed and exactly how much of a change 
should be targeted. The team deferred to the regional sales managers on 
the issue of sales. After meeting with the three regional managers, the defi-
nition of sales was refined further. The regional managers suggested taking 
retail sales out of the study because sales representatives no longer sold re-
tail. Retail sales had shifted exclusively to online several years ago, and they 
basically involved taking an order. Consequently, retail sales were dropped 
from the study. 

Another Surprise. Just before the training was delivered, as the detailed plan-
ning for the impact study was coming to an end, a slight problem emerged. 
After the regional managers fully understood how the three regions would 
be compared to determine the causal influence, one of them suggested re-
thinking the approach. It turned out that the Northeast region had a sig-
nificantly different sales mix between industrial and commercial sales, and 
the baseline sales were significantly different from those of the other five re-
gions. The baseline sales for the last three months and projected sales were 
similar in only five of the six regions. There were also other significant dif-
ferences in the Northeast region that did not make for good comparisons. 
Therefore, the decision was made to drop the Northeast region from the 
study. Two regions would be used as the comparison group, with their sales 
averaged together. The three experimental regions to be trained would also 
be averaged together for the comparison.

Decisions, Decisions. The regional managers were reminded of the solu-
tion design, including the companion strategies. The evaluation team then 
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108 The Real Value of TRaining

asked them what factors would determine the change in sales during the 
three-month timing for the pilot training. The regional managers reflected 
for a few minutes and responded that the sales opportunities in the pipeline 
would be a major factor. Sales are projected monthly based on historical 
data, competitive strategies, and market conditions. Since the managers had 
good historical data and the market situation was not too volatile, the histor-
ical	numbers	seemed	like	a	good	source	to	use	in	making	this	decision.	But	
even then, how much the coaching would influence sales reps in their sales 
planning and sales calls to close the deals was a guess. Although there were 
a lot of unknowns and a lot of variables, a target of a 20 percent increase in 
revenue was recommended by the regional managers as an estimate.
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Chapter

5
Analyze Results and Adjust 

for Causal Influence

When a business outcome measure changes, executives and other stake-
holders are interested in what influenced the change. There may be multi-
ple variables—some internal and some external—that act on a specific 
measure during a given time frame. Therefore, it is difficult to develop con-
clusions concerning what actually caused a change in a business measure. 
When there is an expenditure on an intervention to close a performance 
gap and the results are evaluated, there are three options for addressing the 
causal influence issue: (1) ignore the issue, (2) when reporting the results, 
claim that all performance improvement was caused by the intervention, or 
(3) apply a practical and credible method to distinguish among the influ-
ences on performance improvement. The measurement and ROI process 
addresses the third option, as it includes methods for determining causal 
influences. This is a step toward answering the “why” question: why did the 
results happen? As illustrated in Figure 5.1 (see page 110), Step 6 begins the 
follow-up data analysis and addresses causal influences. 

Sending the Right MeSSage to StakeholdeRS 
When a business outcome deficiency exists and the root cause has been 
identified, resources are allocated to determine the best solution design. 
With today’s performance issues, it is rare that learning alone will close a 
performance deficiency gap. There may be other significant causes of the 
business deficiency, along with learning needs. In addition, as seasoned 

109

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



110 The Real Value of TRaining

training professionals have discovered, even when learning is the primary 
solution required, design features that aim at transferring that learning and 
sustaining performance in the work setting must be included. Research has 
indicated that as much as 90 percent of what is learned is not applied to the 
job (Kaufman, 2002). When training is appropriately identified as part of 
the solution, attention must be given to various aspects of the design. The 
learning itself is only one aspect. That is, strategies are developed to ensure 
that learning is optimized before, during, and after delivery. The other 
aspect is to develop companion strategies that influence and sustain execu-
tion in the work setting. 

The bottom line for any learning solution is, if there is no transfer to the 
work setting, there is no learning. Part 1 of the TechRead case study illus-

Figure 5.1 Phase Three, Step 6

Phase Three

Analyze Data and Make
Conservative Adjustments*

Step 6

Analyze
Results

and Adjust
for Causal
Influence

• Adjust results due to
 causal influence of the
 solution design*
 ° Comparison groups
 ° Conditional trend
  analysis
 ° Credible source
  estimates

*Analyze and report on the delivery of the complete
solution design, not just the training component.
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 Chapter 5 Analyze Results and Adjust for Causal Influence 111

trates a solution design that includes built-in companion strategies to influ-
ence transfer. These include the skill practice during training delivery, the 
action plan to eliminate ineffective habits, the pre- and posttraining rein-
forcement by the regional sales managers, the job aid, and the involvement 
of the EVP. 

Historically, by delivering training without requiring the necessary man-
agement support and reinforcement, we have conditioned stakeholders to 
believe that training is a magic wand. Instead, we must send the right mes-
sage by including support and reinforcement for training solutions and 
analyzing how the complete solution design influences the business out-
come. When solutions are designed and evaluated this way and we report 
results that are influenced by the complete design, we educate stakeholders 
and build confidence in what really causes the outcomes. This evidence 
becomes a strong message to convince stakeholders that a partnership can 
design solutions that achieve the intended performance outcomes. When 
evaluating training solutions to obtain this evidence, two crucial issues 
involving the causal influences on business measures must be considered.

Crucial issue 1: the Solution design 
When determining the causal influences on a business measure improve-
ment, it is important to view the complete solution design, instead of isolat-
ing the effects of a single component, such as training. The design repre-
sents the complete solution that the partners created to influence perfor-
mance and the desired outcomes. For example, a pharmaceutical company 
in Asia implemented a high-potential development program that included 
the following companion strategies as design components:

•	 Prior to the learning engagement. There were 360-degree assessments, 
360-degree feedback and development plan, dialogue with the 
manager prior to the learning engagement, and pre-reading. 

•	 During	 the	 learning	 engagement. The two-week learning engagement 
focused on leadership and strategic issues (a one-week engagement 
was followed by another one-week engagement six months later).

•	 Between	week	1	and	week	2	of	the	learning	engagement. This six-month time 
frame included a cross-boundary job assignment, continued coaching 
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112 The Real Value of TRaining

by the sponsor, a midterm progress review, monitoring by HR, a 
project team work assignment, and a personal dinner with the CEO.

•	 Following	the	learning	engagement. There was post-360-degree feedback, 
continuous coaching and learning, and follow-up on the action plan 
from ineffective leadership habits.

These companion strategies are an example of a complete solution 
design to drive a desired outcome. The solution designs for many learning 
engagements may be much simpler and may be in place over a shorter term. 
For any training solution or intervention, changing any one of the design 
components is likely to have an effect on the outcome. When a good design 
is engineered, the training professional should protect it from being watered 
down by others. It could be the difference between success and failure. 

During the impact study, it is important to determine successes and dis-
appointments for each key component of the design. This can be done 
through focus groups or other methods simply by getting evaluation input 
on each design component. However, when determining the causal influ-
ences for business outcome and ROI analysis purposes, it is inappropriate, 
cumbersome, and unmanageable to try to isolate any individual compo-
nent. It is the complete design that affects the results. One can imagine 
trying to set up a comparison group or asking participants to slice and dice 
estimates on the causal influence of each of the factors in the high-potential 
program listed earlier. Good luck on the credibility of that one. Plus, there 
are variables in the work environment that represent even more influencing 
factors that need to be considered.

Crucial issue 2: other influencing Factors 
When a business measure improves, it is possible that factors other than the 
solution design may be influencing the improvement. These variables may be 
internal or external to the organization. For example, in the TechRead case 
study, the solution is expected to improve revenue through increased sales. 
External factors such as the economy, actions by competitors, marketing and 
promotions, reduced product demand, and quality issues with products or 
services are just a few of the things that can influence a change in revenue. In 
order to determine the contribution of the solution design, these variables 
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 Chapter 5 Analyze Results and Adjust for Causal Influence 113

must be accounted for when applying methods to evaluate the causal influ-
ence. While we may never be able to determine the influences with certainty, 
we must apply practical methods to make the causal influence decision.

During the planning phase of the evaluation, the key variables that 
influence the targeted business outcome measures should be identified. 
Even when the needs analysis identifies these influencing factors, the spon-
sor or client should be consulted to verify them. Executive management 
may have a viewpoint that includes additional variables. Participants and 
their immediate manager are also credible sources to identify these vari-
ables. Training professionals should never be the single source identifying 
these influencing factors. Identifying these variables is necessary in order to 
develop an effective evaluation strategy to determine causal influences. One 
of three practical methods can be used to determine the causal influence of 
an improvement relative to all influencing factors. These three methods are 
addressed in the following sections. Figure 5.2 (see page 114) illustrates the 
chain of impact relationship that we are trying to establish when determin-
ing causal influence.

CRedible MethodS to deteRMine  
CauSal inFluenCe 

Let’s be emphatic here. There is no method that will provide an exact 
answer for why an outcome measure changes. Why? Because the answer will 
be an estimate no matter what method is used to address the issue. There 
will be more in the next section on why the use of a comparison group 
(sometimes called a control group) is far from a precise method. No one 
has devised a method that is precise. However, the issue cannot be ignored, 
nor can the full improvement be claimed unless there is compelling evi-
dence to support such a conclusion. Guiding Principle 6 of the measure-
ment and ROI process states, “Identify the key factors that influence busi-
ness outcome measures and apply the appropriate method to adjust for 
causal influence.” Making an adjustment for causal influence is a fragile 
issue because so many internal or external factors can cause a measure to 
change. The goal is to establish a linkage between the solution and the busi-
ness outcome with an acceptable degree of accuracy. 
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114 The Real Value of TRaining

guiding Principle 6
Identify the key factors that influence business outcome measures and 
apply the appropriate method to adjust for causal influence. 

We are trying to provide evidence that establishes a contribution rela-
tionship between the solution design and the business outcome. Leaving 
this question unanswered and assuming that the solution is 100 percent the 
cause of the business improvement will seriously overstate the results and 
the ROI. It will also damage the credibility of the impact study, the training 
professional, and the training department.

Comparison group Method (Sometimes Called Control group) 
Many people consider a comparison group arrangement to be the method 
of choice for determining causal influence. Although there are many varia-
tions in establishing a comparison group arrangement, in its simplest form 
it works like this:

What 
Caused the 
Outcome?

Three
Methods to
Determine

Causal
Influence

Readiness Is
Influenced and

Learning Occurs

Execution in
Work Setting

Occurs

Business
Outcome
Occurs

Oth
er

In
flu

en
ce

s

Figure 5.2 Chain of Impact
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 Chapter 5 Analyze Results and Adjust for Causal Influence 115

•	 A	group	is	selected	to	be	involved	in	the	solution.	Specific	criteria	are	
developed to apply in selecting the group (see the discussion of 
criteria later in this section). This group is the experimental group.

•	 Another	group	that	has	the	same	or	similar	characteristics	and	that	
influences the variables in the same way is also chosen. Specific 
criteria are developed to use in selecting the matching groups (see 
the discussion of criteria later in this section). The selection process 
may also be random. However, when there are multiple variables and 
issues, it is easy for random selection to lead to a mismatch unless the 
sample is very large. The solution is withheld from this second group. 
This is the comparison group.

•	 The	 two	 groups	 together	 form	 the	 comparison group arrangement. 
Neither group should be aware of the comparison, as this awareness 
could influence a change in performance. 

•	 The	comparison	group	arrangement	must	be	intact	for	the	duration	
of the data collection period. This is the predetermined time allowed 
to collect the follow-up performance data. After this point has passed, 
the arrangement can be dissolved.

•	 Baseline	 and	 follow-up	 performance	 data	 from	 each	 group	 are	
analyzed. The results are compared, and the difference between the 
two groups is attributed to the solution.

Scheduling to allow time for the data collection to be completed can be 
addressed in two ways: (1) communicate that a pilot program is being con-
ducted and that if it is determined to be successful, others will be offered 
the program, or (2) when allowed by the size of the eligible population, 
schedule the delivery of offerings to the experimental group first, and then 
schedule the comparison group after the data collection time frame.

Practical Issues with Comparison Group Arrangements  Many issues may 
arise in establishing a comparison group arrangement that may make it im-
practical to use this arrangement in some situations. It is not always accept-
able to withhold a solution from part of the population for a time period 
when management is convinced that the solution will help solve an opera-
tional problem. The time frame of the impact study is a major factor in 
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116 The Real Value of TRaining

making this decision. When the data collection window is two months as 
compared to six months, it is easier to gain agreement for a comparison 
group arrangement. 

Another key factor that often prevents the use of a comparison group 
arrangement is the number of key variables identified that can influence 
the business outcome. The more variables there are the more difficult it is 
to find or create two groups that match across all variables. When a com-
parison group match does not exist, the comparison group arrangement 
cannot be used.

Contamination can easily occur with a comparison group arrangement. 
When one or more members of the comparison group become aware of the 
solution or when the two groups are in the same location and teaching or 
coaching bleeds over from the experimental group, this spoils the arrange-
ment. Employee transfers can also spoil the arrangement. Care must be exer-
cised to keep the groups separated. This can be aided by selecting groups that 
are in different geographic locations or situated in different buildings. 

As discussed in detail earlier, it is more accurate and makes more practi-
cal sense to determine the causal influence of the complete solution design 
rather than “only the learning component.” When there is a compelling 
reason to break out the learning component to analyze its influence, the 
comparison group is the best method to use. An example may be when new 
technology is implemented and there is a training component to the tech-
nology solution. The client may believe that the technology is not complex 
enough to warrant the training and therefore may want to implement the 
technology without paying for the training. When the partners are agree-
able, a pilot training session and a comparison group can be used to deter-
mine the value of the training component. The experimental group’s solu-
tion would include both the technology and the training. The other group 
would be given the technology without the training. The evaluation would 
analyze the difference between the two groups in terms of time to produc-
tivity, number of errors, and any other metric that may be of interest in the 
specific situation. For example, maybe the user group interacts with custom-
ers and the proper application of the technology may affect customer satis-
faction or customer complaints. 
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 Chapter 5 Analyze Results and Adjust for Causal Influence 117

Criteria for a Comparison Group Arrangement The key element in devel-
oping credible comparison groups is the criteria used to select the groups. 
Figure 5.3 gives an example of the steps to follow in developing the criteria 
for a comparison group.

Figure 5.3 Steps to Determine Comparison Group Criteria—Example

Steps to Determine Comparison Group Criteria—Example

Identify the solution being evaluated, the population involved, and the nature of their work environment.

Active Coaching for Field Sales Managers (from TechRead case study). Sales manager manages geographic territory 
sales operation. Directs and facilitates sales reps to plan and make sales calls in regional field environment. 
Manager and reps located in field offices. Reps often travel and work alone.

Step 1 Select only one of the business outcome measures that your solution should influence 
 (sales, quality, complaints, customer satisfaction, etc.). The measure is: Sales of smart 
 metering devices.

Step 2 Identify the time frame necessary to monitor progress and collect data to determine if the 
 selected measure has changed (must be sufficient to allow the targeted performance 
 cycle to occur).

 The time frame is: Three (months)

Step 3 Identify the key internal and external variables—other than the solution being delivered—
 that could influence a change in the measure in the performance setting during the 
 established time frame.

 The key variables are:

 a. Customer churn experience (turnover).
 b.  Sales rep turnover experience.
 c.  Sales opportunities in pipeline.
 d.  Market conditions (economy, sales promotions, strength of competitors).
 e.  Experience and training of sales reps and sales managers.
 f.  Density of customer base, mix of customers, and number of customers per sales rep.

Step 4 Use the factors identified in Step 3 as a basis (criteria) to select the comparison group 
 arrangement. Select the groups by matching those with characteristics and job situations 
 having these factors in common.

Copyright © 2008, Ron Drew Stone. All rights reserved.
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118 The Real Value of TRaining

The results from Step 3 in Figure 5.3 become the criteria for selecting 
the comparison group. The goal is to determine the best fit for the com-
parison group. The fit will never be perfect, and it will always be somewhat 
deficient. We are looking for a reasonable fit that will satisfy key stakehold-
ers as being credible when developing conclusions as to how the solution 
influenced the business outcome. When determining the criteria for devel-
oping a comparison group arrangement, it is important that the steps be 
followed in the exact sequence shown in Figure 5.3. A different set of vari-
ables is likely to develop in Step 3 when the time frame in Step 2 changes, 
and this affects which groups will be a reasonable match. After the variables 
are identified in Step 3, it is a matter of finding the right match for the 
arrangement (Step 4). If an acceptable match does not exist, another 
method must be used to determine causal influence.

As can be surmised from a review of the example in Figure 5.3, it can 
be very difficult to arrive at a good match. Compromises in the criteria 
almost always have to be made. For example, item e in Step 3 (experience 
and training) will not be easy to match. You just have to decide if the dif-
ferences might influence small or large increments of performance (at 
least 70 percent confidence level is recommended for this decision). You 
will probably never know with certainty. With every compromise in the cri-
teria comes a weakening of the comparison group match. This in turn 
skews and waters down any conclusions about the causal influence, which 
may ultimately be no better than a bystander’s estimate. To paraphrase an 
earlier statement at the beginning of this chapter, “Comparison groups are 
an estimate even in the best-case scenario.” Add in another issue: when a 
solution is targeted to influence more than one outcome measure, the 
steps in Figure 5.3 must be repeated for each measure. This further com-
plicates the ability to use comparison groups if additional measures require 
different time frames and/or different comparison groups. It is always 
tempting to make compromises in the comparison group criteria. Do your 
best to find a good match.

Review Part 3 of the TechRead case study at the end of this chapter to 
see an example of a causal influence analysis using the comparison group 
arrangement method. You will also see how a surprise variable entered the 
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 Chapter 5 Analyze Results and Adjust for Causal Influence 119

picture when the final sales data were being collected and analyzed. 
Surprises do happen, some good and some bad.

Conditional trend analysis Method 
Just as the comparison group method is an estimate, so is the conditional 
trend analysis method. Trend-line analysis is often used to show how data 
have changed (or might change) during a specific time frame compared to 
a previous comparable time frame. Sometimes, those who display or view 
such data assume that the intervention being discussed is the single factor 
that is influencing the measure being portrayed. While this could be true, 
it may not necessarily be the case. Trend lines may be used at any time to 
show a before and after snapshot of an event or intervention. However, 
using trend analysis to show a cause-and-effect relationship is another 
matter. Two conditions must be met in order to use trend analysis to deter-
mine causal influence. This is why it is called conditional trend analysis.

Trend Analysis Condition 1 There must be sufficient historical data avail-
able from which to establish a reasonable trend for comparison purposes. 
The historical data must be stable enough to establish a reasonable trend, 
as opposed to there being significant erratic movements in the data (for 
example, a measure is extremely high one month and extremely low the 
next month). The acceptable historical and posttraining time frame (three 
months, six months, or some other period) is dictated by the specific mea-
sure (sales, quality, complaints, customer satisfaction, and so on) and the 
stakeholders’ comfort level that the specific pre- and posttraining time pe-
riod reflects stable conditions acting on the measure. An example of an 
unstable situation may occur when sales are cyclical because of a holiday, 
distinguishing characteristics of a product, or because of consumer buying 
habits during a posttraining time period that differ from the pretraining 
time period. 

Trend Analysis Condition 2 During the follow-up time frame from delivery 
until the data will be collected, there must be no new influences on the mea-
sure being analyzed, other than the solution design. In effect, this means 
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120 The Real Value of TRaining

that the pretraining solution trend will continue on the same path unless it 
is changed by the training solution. If it holds true when the follow-up data 
are collected that no other variables influenced the measure, any change in 
the trend during the post-data collection time frame is deemed to be caused 
by the training solution. 

Unless the two aforementioned conditions are met, the trend analysis 
method cannot be used to determine causal influence. 

Example of Conditional Trend Analysis Method When conditional trend 
analysis meets the test for use, the post-solution data are plotted and com-
pared to the pre-solution historical trend to show how the measure changed. 
Figure 5.4 illustrates an example of the conditional trend analysis method. 

Figure 5.4 shows the DigitalWave Cellular monthly report on order ful-
fillment, which is being reviewed during the month of September. The 
report shows a steady upward trend in errors in filling customer orders. The 
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Figure 5.4 DigitalWave Cellular—Example  
of Conditional Trend Analysis Method
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 Chapter 5 Analyze Results and Adjust for Causal Influence 121

previous six-month trend is 10 percent errors per 1,000 orders filled per 
month. The most recent month (August) is at 11.5 percent. This trend in 
discrepancies is costly. The rework cost averages $100 per error. That’s 
$10,000 per month waste (10 percent pretraining is 100 errors 3 $100 
value). A quick analysis of performance issues has pinpointed the major 
reasons for the upward trend in errors. In order to improve cost efficiency 
and deliver more error-free order fulfillment, management has sponsored 
a quality improvement initiative based on the findings.

The quality initiative included three key design components: (1) a 
hands-on four-hour training session focusing on capturing and document-
ing the specifications of customer orders, (2) follow-up supervisor coaching 
to encourage thorough communication and proper documentation of 
orders, and (3) management focus on reducing errors through a monthly 
recognition program.

All employees participated in the initiative, which was rolled out in 
September. After the program was completed, the training staff was asked 
to measure the impact that the quality initiative had on proper execution 
and the reduction of order fulfillment errors. Figure 5.4 shows the relative 
trend of errors six months before and six months after the quality initiative 
was implemented.

The analysis reveals an improvement influenced by the quality initiative. 
The discrepancies would have been at 13 percent had we done nothing 
because this was the pretraining trend. The 13 percent projected trend 
minus the 4 percent posttraining actual = 9 percent.

With 1,000 orders per month, a 9 percent error rate = a reduction of 90 
errors. A more conservative estimate would be to use 6 percent (10 percent 
pretraining trend minus 4 percent posttraining), or a reduction of 60 errors.

A reduction of 60 errors 3 a value of $100 per error = $6,000 per month 
savings. If it is appropriate to annualize the full amount, this is $72,000 
annual savings influenced by the quality initiative.

Conditional trend analysis may be used to determine causal influence as 
long as the two aforementioned conditions are met. It is likely that this 
method may have limited use, since one of the conditions is that the post-
intervention data collection period cannot be influenced by any variable 
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122 The Real Value of TRaining

except the solution design. While there are situations where the use of 
trending may be appropriate, it will usually be used in closed performance 
systems. Assembly lines or manufacturing operations are examples of closed 
performance systems. In a closed performance system, it is usually easier to 
determine the variables that influence performance, as there is limited 
influence from outside factors, and performance is usually influenced 
mostly by the immediate surroundings of the performers. 

Situations in which there is a short window for follow-up data collection 
(weeks and not months) may also be candidates for use of the conditional 
trend analysis method. A shorter time window for collecting data can mean 
that fewer variables enter the picture. Some call centers may fit both the 
closed performance system and the short window scenarios.

Credible Source estimates Method 
When the comparison group and conditional trend analysis methods 
cannot be used, estimates from credible sources may be an acceptable 
method. This estimation method may utilize any source that key stakehold-
ers consider to be credible. 

Sources for Estimates While the use of estimates is only one method for 
determining causal influence, this method can be varied through the use of 
numerous sources and techniques. When estimates are used, it is important 
to use the right source to match the needs and circumstances of the situa-
tion. Table 5.1 lists the possible sources and a possible basis for using each 
one. These sources are generally considered credible as input to determine 
the causal influence.

Sources can be combined in any way that is practical in order to provide 
multiple inputs. It is often useful to see and analyze a situation from differ-
ent vantage points. It is important to remember that one source may have a 
better vantage point than another and therefore may be both more credible 
and more accurate. Always ask for a confidence level with estimates, and 
make the necessary conservative adjustment.

Advantages to Using the Credible Source Estimates Method There are ac-
tually some advantages to using the estimation method rather than the com-
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 Chapter 5 Analyze Results and Adjust for Causal Influence 123

parison group or conditional trend analysis method. Consider the following 
advantages when using credible sources to estimate causal influence:

•	 There	is	 the	flexibility	to	determine	the	best	sources	depending	on	
the scenario.

•	 More	than	one	source	may	be	used	to	add	to	the	credibility.
•	 When	 estimating	 is	 used,	 the	 human	 element	 can	 include	 a	 wide	

range of potential influencing factors and unusual circumstances that 
the other methods will not identify.

Table 5.1 Credible Sources

SoURCE  BASIS FoR USE In DETERMInInG CAUSAl InFlUEnCE

Performers They are often uniquely positioned to answer the “why” question. The  
(participants)  participants’ execution in the work setting should be at least partially 

responsible for the business outcome improvement. 

Immediate Immediate supervisors are often close to the action and can provide key  
supervisor  input. In some scenarios, the participants’ immediate supervisor may be  
of participants   more familiar with the other factors that influence performance and 

therefore can assist in allocating influence among the key variables.

Management  Department heads, senior managers, and executives can sometimes offer a 
broader viewpoint and address variables that others may not know about. 
Management also may be allowed to make adjustments to participants’ or 
supervisors’ estimates when it is considered necessary.

Experts  Experts can provide insight, but they should rarely be used as the only 
source. Observations from experts must be impartial in order to combine 
their estimates with those from other sources that will be used for  
adjustments to the data. Experts who are routinely involved with a specific 
measure can offer insight into how other factors and the training solution 
may influence that measure. For example, custodians of business records 
can often provide impartial insight into factors that influence a measure. 
Conversely, it is inappropriate to use vendor input when it is the vendor’s 
program that is being evaluated.

Customers  Customers can sometimes offer insight, but with limitations. They may  
be aware that an individual’s performance has changed. However, when 
addressing causal influence, we are trying to answer the “why” question. 
Customers usually do not have a way of knowing why performance 
changed. Therefore, customers can provide credible input in situations in 
which they are able to observe before and after performance. Using this 
customer input, other credible sources can then link the change to the 
training solution that is being evaluated.
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124 The Real Value of TRaining

•	 Estimates	can	always	be	used	as	a	backup	to	 the	comparison	group	
and trending methods. A backup is always advised when comparison 
groups and trending are used because the unexpected may happen, 
such as spoilage of the arrangement or a new variable entering the 
picture.

While there are many advantages to using estimates, the disadvantage of 
how they may be perceived is a significant drawback. Estimates are often 
viewed as “guessing with no realistic basis.” Therefore, when using estimates, 
it is of extreme importance that a basis for the estimate be provided and that 
Guiding Principle 5 be followed and an adjustment for confidence level be 
made to account for the possibility of error. Guiding Principle 4 is also applied 
to ensure that the most conservative alternative is chosen for calculations.

Approach When Using Estimates to Determine Causal Influence When es-
timates are used to determine causal influence, a systematic approach must 
be applied that sets the context and allows the sources to think through the 
possibilities. Briefly refer to Chapter 4 for an example. Chapter 4 includes a 
12-item questionnaire, illustrated in Figure 4.5. The questionnaire is an ex-
ample of systematically setting the performance context and collecting data. 
The full set of 12 questions is often used to collect performance data from 
participants and their immediate supervisors. Only some of the questions 
would be used with other sources. For example, most of these questions 
would not be used with a customer. Customers would simply be asked how 
or when the participant’s skills or behaviors were used and how effective 
they were in performance situations such as providing satisfactory service, 
making the customer feel valued, influencing the customer’s confidence in 
the company or a specific product, influencing the customer to return or 
make additional purchases, or closing a sale. 

Estimates Using a Questionnaire with Forced Allocation Figure 5.5 is an 
abbreviated version of the questionnaire from Chapter 4. It is used as an 
example to illustrate how to apply the forced allocation method to make 
the necessary adjustment for causal influence. In this example, department 
managers were engaged in a leadership initiative. During the learning en-
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 Chapter 5 Analyze Results and Adjust for Causal Influence 125

Figure 5.5 Estimating Causal Influence—Abbreviated Questionnaire Example

2.  How has the company gained a business outcome improvement from the actions you listed in 
 Question 1? List your business objective here and provide input on how it changed and the basis of 
 that change. Objective is to reduce monthly service call discrepancies, which began at 30 per 100 calls.

 Monthly deficiencies in service calls have been reduced from 30 per 100 to 5 per 100. Our new customer 
 engagement process is getting better input on the nature of service problems, and a greater focus on troubleshooting 
 is getting it right the first time. More frequent feedback is being provided to service representatives, and on-job 
 coaching by supervisors is raising competency levels.

3. Think about the specific business improvements in Question 2 and do your best to determine a monetary 
 value and basis for your calculation. The total monetary amount is:
 $3,000 per month (improvement of 25 per month � $120 value for a repeat service call).

 a.  Please check the appropriate box on how you arrived at your monetary value.
  � Known value from company records or acceptable practices       � Estimate       � Other
 b.  If “estimate” or “other” is checked above, please explain how you arrived at the calculation.

4.  As discussed during the training, several factors may have contributed to the improvement in your 
 selected measure. Referring to the example provided to you during the training, think about these key 
 factors and enter them in the table in b, c, and d below. The leadership initiative is listed in item a in the 
 table (includes the leadership training Web-based problem-solving kit, and support and reinforcement from your 
 director or vice president). Think about all of the factors that helped influence a change in the measure and 
 assign a percentage of weighting from 0 to 100%. Select only those that apply. The total of the items you 
 select must = 100%. Consider using an objective approach to get your team’s input into identifying the 
 contributing factors and allocating the percentages.

 Factors that influenced the business outcome improvement % of influence

 a.  Leadership development initiative (tool kit, leadership training, 
  director’s reinforcement and support) 40%

 b.  The new customer engagement process recently implemented 20%

 c.  Supervisors’ consistent and frequent feedback to team regarding performance 10%

 d.  Prior training and experience 30%

 e.  None 0%

   TOTAL 100%

4a. The input for Question 4 above is: ____My input only  ____Input from my team only  ____ Combination

5.  How long do you estimate the above business improvement will be sustained beyond today’s date?
 Give a serious thought to what may occur down the road and check the appropriate box.

   30 days 3 months 6 months 1 year >1 year Other (please specify)

   � � � � � �

6.  What confidence level between 0 and 100% do you place on any estimates above? 
 (0 = no confidence; 100% = full confidence)

 My confidence level for my estimate is 85%

X

X

X

Copyright © 2008, Ron Drew Stone. All rights reserved.
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126 The Real Value of TRaining

gagement, each participant was asked to set objectives to improve at least 
one business metric that was deficient in his own department. The objective 
of the participant responding in this example questionnaire was to eliminate 
or reduce deficiencies in the quality of service calls. Prior to the leadership 
initiative, service calls were experiencing only 70 percent effectiveness. That 
is, 30 service calls out of 100 did not resolve the customer’s problem, and a 
repeat call was required to correct the problems.

The response to Question 1 (not shown) established a change in leader-
ship behavior that resulted in performance improvement toward achieving 
the objective of reducing service call deficiencies. The participant’s explana-
tion in response to Question 2 provides some indication of what occurred. The 
participant documents the business outcome improvement in her feedback on 
Question 2. As indicated, the deficiencies in quality of service calls have been 
reduced from 30 per 100 to 5 per 100 per month. This is an improvement of 
25 deficiencies, or an 83 percent improvement in effectiveness (25 4 30 5 
83%). At this point, it is not certain what caused the change. 

Question 3 seeks a monetary value for the improvement. The partici-
pant provides a total amount of $3,000 per month (25 3 $120). This is 
based on the known value of $120, which is the cost of one repeat service 
call. Having this as a frame of reference, Question 4 asks the participant 
what might have influenced the improvement in the discrepancies.

The draft questionnaire was presented to participants for review during 
the training. Since this was an open-enrollment program, each participant 
was asked to develop a list of possible influencing factors that might cause 
his specific measure to change. The participants were given examples and 
informed that they would need to enter these influencing factors when they 
received the follow-up questionnaire several months later. The participant 
in Figure 5.5 provided three influencing factors in addition to the leader-
ship initiative. Item 4a indicates that she used her team’s input to address 
this issue. Question 4 sets up a response that requires the respondent to 
allocate percentages from 0 to 100 percent to each of the factors, as deemed 
appropriate. The total must equal 100 percent. 

Since “prior training and experience” received a 30 percent weighting 
in Question 4, we can assume that this participant is a somewhat seasoned 
manager who came to the training needing something to boost her leader-
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 Chapter 5 Analyze Results and Adjust for Causal Influence 127

ship skills. The department implemented a new customer engagement 
process during the same time frame in which the leadership initiative was 
delivered. This received a 20 percent allocation, and supervisors providing 
consistent and frequent feedback to their teams received another 10 per-
cent. Considering all relevant factors, the participant attributes a 40 percent 
contribution toward the improvement to the leadership initiative.

Now that this participant has provided the contribution of the leader-
ship initiative, the result can be analyzed and calculated. A monthly reduc-
tion (improvement) of 25 discrepancies 3 0.4 contribution of the leader-
ship initiative = 10 per month. The improvement is expected to be sustained 
for one year (Question 5), therefore it can be annualized. The monthly 
improvement of 10 3 12 months = 120 per year. Question 6 captures the 
confidence level of any estimates in the process: 120 3 85 percent confi-
dence = 102. The annualized improvement is a reduction of 102 discrepan-
cies. The monetary value of one discrepancy (from the response to Question 
3) is $120. Therefore, the total monetary value is $12,240 (102 3 $120).

Questionnaires from all participants will be tallied, and the $12,240 will 
be added to the monetary results from the other participants to arrive at the 
total benefits. Each participant may provide a different type of measure with 
a different monetary value, a different causal influence contribution per-
centage, and a different sustained impact and confidence level. When the 
final values from all participants are tabulated, they are simply added 
together for the total monetary benefit. 

Use of the forced allocation method to determine causal influence is 
practical and enhances the credibility of estimates because the participant 
(or other respondent) is provided or develops the other possible factors. An 
additional factor labeled “other” can be provided in case the respondent 
knows of additional factors. Even though the questionnaire was field-tested 
during the planning phase, other factors could be present that were not 
present at the time of the field test, or an individual could have influencing 
factors that are not present for others involved in the process.

Using a Questionnaire with Straightforward Causal Influence Questions  
Sometimes there is not enough room on a questionnaire to do all that is 
necessary to gather data in the way that is preferred. A short version of the 
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128 The Real Value of TRaining

question can be used to determine causal influence. One approach is dis-
cussed here. 

Q. Considering all components of the training and performance solu-
tion, what influence did it have on your ability to execute and achieve 
the business outcome results? (100 percent = it was the only influ-
ence, and 0 percent = it had no influence)

   On a scale between 100 and 0 percent, the percentage influence 
factor is: ______ %.

Q. What is your level of confidence in the above estimate? (100 percent 
= I am sure; 0 percent = total uncertainty)

    My confidence factor is: ______ %.

This straightforward approach relies on the respondent to recall the 
potential factors that are not associated with the solution. While it is of some 
value, and we have captured the confidence level, it lacks the degree of 
accuracy of the forced allocation approach. When this approach must be 
used, it is highly recommended that multiple sources be used. For example, 
have the estimate completed by both participants and their supervisors. The 
two estimates could be averaged to determine the contribution value, or the 
source that has the most conservative (lowest) estimate could be accepted.

Using Focus Groups and Interviews to Answer the “Why” Question No 
matter what methods or sources are used, determining the causal influence 
is a best effort to answer the “why” question. Why did the measure change, 
and how much of the change is due to the implementation of the solu-
tion design? When using participants or their immediate supervisors as the 
source for estimates in focus groups or interviews, the following approach 
and steps are recommended.

I. During evaluation planning and prior to collecting the follow-up per-
formance data, implement the following steps. 
A. Consider the solution being evaluated, the measure(s) in question, 

the circumstances, and the work environment. Determine who is 
in a position to know, who is most capable, and who can best 
provide the estimation.
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 Chapter 5 Analyze Results and Adjust for Causal Influence 129

B. When possible, the members of the group that will respond with 
their estimates should know in advance that they will be asked to 
provide this information. When the planning step is completed in 
Phase One of the measurement and ROI process, the group 
should be selected and notified. 

C. Communicate (preferably face-to-face) to inform the group of 
the details and how the process will play out. 

  These steps will help to avoid a lot of confusion and will also allow 
the group to be thinking about the issue as the calendar advances 
toward the time for data collection.

II. During the process of collecting follow-up performance data, pro-
ceed as follows. (Note: The steps given here use a focus group as an 
example of how to proceed. Interviews can also be used.)
A. Remind the group of when the training solution was implemented 

(dates) and that it was expected to improve one or more business 
measures.

B. Inform the group that in order to determine business contribution 
and to focus on continuous improvement, it is necessary to 
determine any linkage between the training solution and any 
business improvement.

C. Explain to the group members that, since they have been involved 
in (or close to) the training or the follow-up performance, their 
task is to help establish this linkage. Explain any confidentiality 
rules and the way the focus group will work. Communicate the 
importance of establishing the linkage and that it will be an 
acceptable estimate.

D. Communicate the business improvement to the group and 
explain the source of the improvement, such as the business 
records. The circumstances could be such that the group or a 
certain individual has provided the business improvement. If so, 
explain this and proceed with the next steps.

E. Present the business outcome measure, the beginning status 
(baseline), and the improvement. List the various key factors and 
explain that they could have caused the improvement. Explain 
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130 The Real Value of TRaining

how you arrived at these factors (the client, sponsor, experts, and 
so on). Allow the group to offer input and other possibilities and 
make any necessary revisions in these factors before moving 
forward. 

F. Provide the context to the group and share the tool to be used to 
make the causal influence decision. For example, provide copies 
(or display a slide) of the forced allocation process, such as the 
one covered earlier in this chapter that was used with a questionnaire 
in Figure 5.5. Be certain to make changes to the tool from the 
group’s input in Step 5. Explain the confidence level process and 
how it will be used in conjunction with the estimate.

G. Briefly discuss the solution that was delivered and all of the key 
design components. Point out that this is one of the choices on 
the tool. Discuss each influencing factor thoroughly so that the 
group understands how each could also have influenced the 
business outcome measure, but do not provide an opinion. The 
facilitator should be neutral. 

H. Allow time for the focus group participants to reflect on the 
issues, and ask each person to make his choices and provide a 
confidence estimate. 

I. Ask participants to calculate their final percentages after adjusting 
for confidence level.

J. Average the scores together to determine the group average and 
communicate it to the group.

K. Inform the group that its response may be combined with that of 
other focus groups and will be used to determine the contribution 
of the training solution.

the CauSal inFluenCe deCiSion:  
uSing a Fail-SaFe tool to ChooSe a Method 

At some point during the evaluation planning process for the impact study, 
the decision is made as to what method is to be used to determine causal 
influence. There are three possible choices (comparison group, trending, 
or estimates) and multiple possible sources. The worksheet in Figure 5.6 is 
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Figure 5.6 Worksheet to Select Method to Identify Causal Influence

Use the factors identified in Step 3 as a basis 
to select the comparison group. Select groups 
by matching those with characteristics and job 
situations having these factors in common.

Who is best positioned to identify the groups 
that have these factors in common? Ask them 
to assist in determining the comparison group.

Use this job aid to make a decision on the most feasible method(s) to use 
to determine the causal influence of a business outcome improvement

Who is best positioned to know and assist in identifying these factors? Seek their input.

Step 1

Select one of the business 
outcome measures that 
your solution should 
influence.

The measure is:

Step 2

Identify the time frame necessary to 
monitor progress and collect data 
to determine if the selected 
measure has changed.

The time frame is:

The time frame must 
be sufficient to allow 
for performance 
change and normal 
influences in the 
operational environment.

Step 3

Identify the key internal and external variables (other than the solution being delivered) that could 
influence the measure in the performance setting during the established time frame. The key factors are:

a.

b.

c.

d.

e.

f.

g.

h.

i.

Step 4—the Decision

Is it feasible and appropriate to establish 
a comparison group arrangement?

No

NoGiven the time frame in Step 2 consider 
logistical issues, ethical issues, 
contamination issues, ability to withhold 
the solution from some groups, best-fit 
method, etc.

Yes

Yes

Can a trend be established on the selected measure 
using historical performance data, and are the criteria 
for using the conditional trend analysis method met?

Use estimates from credible sources to 
determine causal influence.

Use comparison group arrangement to 
determine causal influence.

Use conditional trend analysis to 
determine causal influence.

Identify who is best positioned to estimate causal 
influences based on the impact of other influencing 
factors from Step 3 and the solution design. Ask: are 
they positioned to know, are they credible and 
objective, and will they cooperate?

If using trend analysis, be certain there are no 
influencing factors other than your solution 
design.

Copyright © 2007, Ron Drew Stone. All rights reserved.
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132 The Real Value of TRaining

a useful tool to help in making a quick and effective decision. Follow the 
steps in the worksheet to make the decision as to which causal influence 
method to use.

The four steps in the worksheet in Figure 5.6 are the same as the four 
steps used to determine the comparison group criteria in Figure 5.3, pre-
sented earlier in the chapter. To use the worksheet, simply follow these same 
steps. The variables identified in Step 3 are the factors that will be applied 
when using estimates to consider causal influence. As you arrive at Step 4 of 
the worksheet, it should be easy to make a yes or no decision and progress 
through the other steps. When using this worksheet, if the answer to the 
first question in Step 4 is “no,” consider using the conditional trend analysis 
method. However, when considering this method, if the two conditions for 
using trend analysis cannot be met, then the “no” decision leads to the 
option of using estimates.

CaSe Study PaRt 3:  
teChRead SMaRt MeteRing CoMPany
Preparing to analyze the Results 

The readiness data and the performance data have been collected, and the 
analysis has begun. The evaluation team has four points of coordination in 
order to pull all the data together and analyze them. 

1. The program coordinator for the solution, “Active Coaching for Field 
Sales Managers,” provides the summary of the learning readiness data 
and the initial reaction data. This is not an objective predictor, but it 
is a reasonable indicator of the success that is expected to occur as 
participants return to the work setting. 

2. The data from the participant questionnaire, the interviews with the 
three regional managers, and the focus groups with sales representa-
tives are collected and analyzed by the evaluation team. 

3. The HR department, the custodian of the employee complaint data, 
provides the business outcome regarding complaints and acts as the 
expert to provide insight on the analysis. 

4. The custodian for the sales data and the three regional managers are 
the expert sources to interpret the business outcome sales data. 
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 Chapter 5 Analyze Results and Adjust for Causal Influence 133

It is not unusual to have issues with the consistency, accuracy, and reli-
ability of the business outcome data from an organization’s records. As the 
evaluation team analyzes this type of data (Steps 3 and 4 in the previous 
list), it must rely on insight and observations from the experts to make the 
final analysis decisions. It is these same experts that executive management 
routinely relies on to make decisions with the same data. 

The data collection methods and instruments accounted for the fact 
that we would need to make an adjustment to the business outcome data for 
causal influence. At the end of this section, we will see how the causal influ-
ence analysis works out. Now, beginning with the training solution, let’s 
briefly address each type of data that establishes the chain of impact.

Results—Readiness Solution 
During the learning engagement, several assessments were administered. 
The most prominent in terms of determining readiness is the assessment 
from the multiple role-play exercises. Even though it is subjective, it is the 
best indicator of learning that we have for this initiative. The consolidated 
results are shown in Table 5.2 (see page 134).

While the evaluation team carried out a more in-depth analysis, only a 
summary is shown here. The summary, from the facilitators’ observation, 
shows that at least 70 percent of the participants (42 of 60) scored at a 
readiness level of 4 or higher on a 1–5 scale. Details on the assessment scale 
and the instrument are given in Chapter 4. This is a strong indicator of the 
success of the program to this point.

The initial reaction questionnaire, as its name implies, gives initial input 
from an end-of-program perspective that provides an indicator of success in 
terms of relevance and expected application when participants return to 
the work setting. Because of space limitations, these results are not shown. 

execution in the Work Setting—Performance Results 
Clients, sponsors, and senior management usually have many questions in 
this area when a report is presented. Therefore, the collection and analysis 
of this type of data serves two purposes: to establish the chain of impact and 
to satisfy questions that will surely arise. That is why an impact study requires 
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134 The Real Value of TRaining

comprehensive data and even success stories on what happens in the work 
setting. Three sources were used to collect this execution data: the regional 
managers, a sample of sales representatives, and the 60 participants. Each is 
addressed in the following sections.

Input from Interviews with Regional Managers The regional managers 
from the three regions that formed the experimental group were inter-
viewed for their input. The comments and examples provided during the 
interviews support the conclusion that most of the sales managers are doing 
quite well at applying coaching behavior. The regional managers reported 
that about 30 percent of the sales managers seemed to be deficient in com-
municating expectations. There was some discussion about this during the 
interviews, and it is an issue that can be addressed.

The sales managers could be biased in their responses, but everyone is 
usually biased in some way. It would be impractical to place a full-time objec-
tive observer in all of these locations to observe 60 sales managers. Perfection 
is not our goal in data collection. Our goal is to get reasonable input from 
sources that are credible and are in a position to know what has happened. 
Certainly there are trade-offs, but they are reasonable and practical.

Table 5.2  Learning Readiness—Consolidation of Skill Practice 
Assessments for the Active Coaching Solution

SUBjECTIvE ASSESSMEnT oF HAnDS-on SkIll PRACTICE 

 PERCEnTAGE oF PARTICIPAnTS SCoRInG In EACH  
ASSESSMEnT lEvEl (oBSERvATIon By FACIlITAToR)

     RolE 
ITEM CAUTIon 1 okAy 2 GooD 3 GREAT 4 MoDEl 5

1. Reinforce the  0% 20% 20% 50% 10% 
 relationship

2. Provide feedback 0%   0% 10% 70% 20%

3. Facilitate discussion 0% 10% 10% 50% 30%

4. Explore needs 0% 10% 30% 40% 20%

5. Guide and support 0%   0% 30% 40% 30%

6. Follow up and  0%   0% 30% 30% 40% 
 encourage renewal
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 Chapter 5 Analyze Results and Adjust for Causal Influence 135

Input from Focus Groups with Sales Representatives Data were collected 
from sales representatives using two focus groups in each region. Table 5.3 
shows the consolidated data. 

Table 5.3 Sales Representative Follow-up Focus  
Groups—Consolidated Results

PART A: Assess the behavior/actions of your sales manager over the last three months.

ExTEnT To WHICH  
yoUR SAlES MAnAGER  noT AT   vERy 
HAS All oCCASIonAlly  oFTEn oFTEn

1. Helped you realize and take advantage of the  15% 55% 30% 0% 
 value of a good market analysis

2. Worked through call planning problems and  0% 10% 40% 50% 
 issues with you

3. Helped you create sales opportunities 0% 15% 50% 35%

4. Helped you to improve customer relationships 10% 30% 30% 30%

PART B: Assess the behavior/actions of your sales manager over the last three months.

ExTEnT To WHICH  
yoUR SAlES MAnAGER  noT AT   vERy 
HAS PRovIDED All oCCASIonAlly  oFTEn oFTEn

1. Timely communication of expectations 0% 40% 50% 10%

2. Performance guidance and coaching 0% 30% 60% 10%

3. Balanced performance feedback 5% 45% 40% 10%

4. Employee and team recognition 10% 35% 40% 15%

PART C: Please respond as appropriate below.

1.  Did your individual sales improve during the quarter just ended?   o 85% Yes   o 15% No

2. Are you satisfied with how your sales manager has recognized your progress and  
 contribution during the last three months?   o 55% Yes   o 30% To some extent  
 o 15% Not at all 

PART D: Please comment as requested below.

1. Provide an example of how these actions  
 helped you achieve success in your  
 market territory. 

2. What disappointments did you experience  
 throughout the coaching process with  
 your sales manager? 
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136 The Real Value of TRaining

Three of the focus groups (one in each region) had a random sample of 
sales representatives. The other three focus groups used input from experi-
enced sales representatives from the regions. As the data were analyzed, it 
became clear that there was very little difference in the input. The results are 
combined in Table 5.3. The weakest areas of guidance were market analysis 
and customer relationships. Call planning and sales opportunities were the 
strongest. There was room for improvement in all areas of coaching. 

Successes. The top three examples of success are (1) planning the sales call, 
(2) how to position the sales call, and (3) the significance of and how to fol-
low up with the customer to build relationships. The group was unanimous 
that more time needed to be spent on how to build customer relationships. 
They related that the time spent on this has been very advantageous. 

Disappointments. The most frequently mentioned disappointments were (1) 
lack of sales manager help in market analysis, which can help in creating strat-
egies to outsell the competition, and (2) that more than half of the focus 
group participants felt that the three-month time period was insufficient time 
to allow the coaching process to completely play out. They stated that when 
they are in the field, communication with the sales manager is limited unless 
she is on the sales detail with them, which happens less than once a month. 

The experienced group of sales representatives suggested that they 
could be used as peer coaches, especially in the area of call planning, when 
the team is together in the office. This would free the sales manager to do 
more one-on-one work in the areas of market analysis and building cus-
tomer relationships.

input from Sales Managers’ Questionnaires 
Even though the sales managers may not be as objective as we would like, 
their input is essential because of their perspective as participants. They are 
the focal point and the center of the intervention. The solution was designed 
to prepare and influence them to change their behavior. Even though the 
questions asked are in areas that are the sales managers’ responsibility, many 
of them are not about the sales manager, but about other aspects of perfor-
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 Chapter 5 Analyze Results and Adjust for Causal Influence 137

mance. This nullifies some of the concern about objectivity. Table 5.4 includes 
the consolidated feedback from the follow-up questionnaire.

Part A of the questionnaire in Table 5.4 is an assessment to determine 
the sales managers’ view about the regional manager’s support and rein-
forcement. Recall that support and reinforcement from the regional man-
ager is part of the solution design. It is a companion strategy to influence 

Table 5.4 Sales Manager Follow-up Questionnaire—Consolidated Results

PART A: Assess the actions of your regional manager over the last three months.

ExTEnT To WHICH THE  
REGIonAl SAlES  
MAnAGER HAS BEEn  
HElPFUl THE lAST THREE  noT SoMEWHAT  vERy 
MonTHS In  HElPFUl HElPFUl HElPFUl HElPFUl

1. Clarifying my expectations with regard to  0% 30% 50% 20% 
  actively coaching my team to achieve results.

2. Supporting and helping me as I provide 0%  0% 40% 60%  
  coaching to my team.

3. Influencing me to sustain my focus on 0% 0% 50% 50%  
  creating sales opportunities through my team.

4.  Offering advice to overcome barriers to  0% 10% 70% 20% 
  coaching my team.

PART B: Please comment as requested below.

1. How did these actions by your regional manager help you achieve success? 

2. What disappointments did you experience in the sessions with your regional manager? 

PART C: Assess your sales team’s improvement during the last three months.

WHAT PERCEnTAGE oF  
yoUR SAlES REPS HAvE  
IMPRovED DURInG THE  0 To 5 To 16 To 31 To 46 To 61 To 76 To  
lAST THREE MonTHS In 5% 15% 30% 45% 60% 75% 90% > 90%

1. Market analysis 10% 20% 40% 20% 10% 0% 0% 0%

2. Sales call planning 0% 0% 0% 5% 15% 10% 60% 10%

3. Closing sales 0% 0% 0% 20% 10% 30% 40% 0%

4. Customer relationship 10% 5% 10% 15% 20% 30% 10% 0%  
  behavior

(continued on next page)
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138 The Real Value of TRaining

the sales managers’ coaching behavior. The actual coaching performance 
of the sales manager is evidence that the strategy worked. These follow-up 
questions simply provide more evidence.

Part C in Table 5.4 is seeking the sales managers’ view and evidence on 
the performance of the sales representatives as they respond to the coach-
ing. The whole idea is to develop sales representatives, reduce employee 
complaints about coaching and style of management, and influence an 
increase in sales by coaching in the key areas of sales performance. The 
consolidated responses in Part C appear to closely track the input from the 
focus groups with the sales representatives.

Successes. The top three examples of success reported by sales managers 
were (1) helping sales representatives one-on-one with sales call planning, 
(2) receiving useful help and advice from the regional manager on over-
coming barriers that often got in the way of coaching my team, and (3) 
helping sales representatives with actual call behavior. 

Disappointments. The most frequently mentioned disappointments were (1) 
lack of time to work with sales teams to coach and improve performance 
and (2) inability to provide much help and coaching to sales teams in 

Table 5.4 Sales Manager Follow-up Questionnaire— 
Consolidated Results (continued)

PART D: Please comment as requested below.

1. Provide an example of your  
  coaching success with your team. 

2. What disappointments did you  
  experience throughout the training  
  and coaching activities?

PART E: Please respond to the questions below to provide further insight into your coaching 
relationship with your team and its sales performance.

1. Provide specific examples of how your team responded to your coaching in sales call planning.

2. Provide specific examples of how your team responded to your coaching in closing sales.

3. Provide details on how you changed your ineffective habits to allow you to succeed in coaching. 
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 Chapter 5 Analyze Results and Adjust for Causal Influence 139

market analysis because of a personal lack of knowledge and experience in 
this area.

Changing Ineffective Habits. During the learning engagement, sales manag-
ers identified their ineffective habits in the areas of coaching and manage-
ment style. Prior to the end of the session, they created an action plan to cor-
rect these habits. The top three habits sales managers reported as changed, 
from Part E, item 3 on the questionnaire, are

•	 Become	 more	 proactive	 in	 scheduling	 time	 with	 each	 sales	
representative to discuss expectations and ongoing performance.

•	 Give	 each	 sales	 representative	 more	 quality	 time	 and	 coaching	 by	
riding with him on a sales detail each month.

•	 Focus	 on	 learning	 how	 each	 team	 member	 makes	 different	 and	
unique contributions to the team and find more ways to recognize 
them. 

business outcome Results and adjusting for Causal influence 
The training solution focused on two types of business outcomes: a reduc-
tion in employee complaints related to coaching and an increase in sales. 
Both types of data exist in company records. The HR department is the 
custodian for employee complaint data, and the corporate marketing and 
sales department is the custodian for sales data.

Since outcome measures such as complaints and sales can be influenced 
by numerous variables, any success with these two measures must be adjust-
ed for causal influence. This is why the comparison group arrangement was 
put in place. Recall that the criteria for selecting the comparison group 
were established as shown earlier in this chapter in Figure 5.3. The two busi-
ness measures are analyzed in the following sections.

The Solution’s Impact on Employee Complaints Related to Coaching About 
six weeks after the training was delivered, the evaluation team received a 
telephone call from the HR analyst who was custodian of the HR complaint 
data. The HR analyst had been in the job for only about a month, replacing 
an analyst who had recently resigned. 
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140 The Real Value of TRaining

Trouble in Paradise. The HR analyst revealed to the evaluation team that the 
employee complaint data are unreliable. The initial analysis of employee 
complaints several months ago revealed an average of between 36 and 38 
complaints per month in each of the six regions. The average for the three 
regions in the experimental group showed 38 complaints per month. The 
average for the two comparison regions showed 37 per month. 

The new analyst had discovered that something was not right and began 
a detailed analysis of the four-month pretraining data. Many of the com-
plaints were double-counted from month to month. Others were classified 
in the wrong region, and still others were misclassified and should have 
been in the manufacturing business unit, not the sales function. The issues 
were caused by both computer and human error (recording of data had 
been handled by three different HR people during a six-month period). 
The origin of much of the data had been lost. 

Conclusions. The HR department’s best estimate is that baseline complaints 
are at least 30 percent less than initially reported. The data are inaccurate 
and incomplete, and some data have been lost. This prevents a conclusion 
that would be considered credible based on the historical data. Since the 
contaminated database was discovered, the HR analyst has kept a separate re-
cord. Since the training was delivered, an average of 6 coaching-related com-
plaints have been reported in the three experimental sales regions during 
the three-month posttraining time period. Since there was low confidence in 
the baseline data and there were more questions than answers, for purposes 
of the ROI analysis, the evaluation team decided to abandon the comparison 
of employee complaints. Consider it a lesson in bad data.

The Solution’s Impact on Sales The custodian of the sales data provided 
the reports from the two comparison groups to the evaluation team. After 
some initial analysis to develop conclusions, the team met with the three 
regional managers to determine if there were any inconsistencies in or is-
sues with the data. Since they get reports weekly, the regional managers had 
already studied the data, and they saw only one issue that raised any ques-
tions. While sales had been deficient in all regions before the solution was 
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 Chapter 5 Analyze Results and Adjust for Causal Influence 141

implemented, now sales were up for both the comparison group and the ex-
perimental group. Table 5.5 shows the before and after revenue from sales 
in the five regions.

Why did the sales of the comparison group also improve? The answer to 
this question is important for one key reason related to the impact study: 
did something occur that would contaminate the comparison group 
arrangement and therefore render any comparison invalid? There are sev-
eral obvious possibilities. Maybe a few sales managers who were trained got 
transferred to a comparison region during the three-month analysis period. 
Maybe there were marketing promotions implemented in the two compari-
son regions that differed from those in the experimental group, thereby 
having the effect of increasing sales. Maybe the regional managers in the 
two comparison regions somehow became informed that they were being 
compared to another group and began to step up their efforts so that they 
would not look bad.

Conclusions. Many factors both internal and external to TechRead could 
cause a change in sales. The evaluation team and the regional managers 
studied the issue and could find no plausible reasons for the 8 percent sales 
increase in the comparison group. The fact is, irregularities occur often 
with comparison groups. We must remember that the two groups are not 
exact. They are a reasonable comparison. There will always be faults with 
comparison groups. The evaluation team and the regional managers of the 
experimental group decided that the comparison was valid enough to use 
in the analysis.

Table 5.5  Sales Data Pre- and Post-Comparison Group Arrangement

 noRTHWEST AnD SoUTHEAST, MIDWEST, AnD 
CoMPARISon GRoUP  WEST REGIonS:  SoUTHWEST REGIonS:  
ARRAnGEMEnT ComPARISoN GRouP ExPERImENTAl GRouP

Three-month follow-up data:  $15,228,000 $15,960,000  
average sales per month

Baseline data: average sales per month $14,100,000 $14,000,000

Change per month $1,128,000 (+8%) $1,960,000 (+14%)
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142 The Real Value of TRaining

In Table 5.5, the average monthly sales for all regions in each group are 
used to enable a uniform comparison of the data. The total sales increase 
per month for the experimental group is $5,880,000 (3 regions 3 average 
of $1,960,000). 

While there is a definite increase, the target of a 20 percent increase in 
sales was not reached. Perhaps this was an aggressive target. In order to find 
the true gain, we must compare the difference between the two groups. 
There are two ways in which the gain can be calculated.

1. 14 percent minus 8 percent = 6 percent difference by the experimen-
tal group over the comparison group. Therefore, 6 percent of the 
experimental group baseline of $14,000,000 = $840,000 difference 
per month. 

2. Experimental group increase of $1,960,000 minus comparison group 
increase of $1,128,000 = $832,000 difference by the experimental 
group. This answer is more conservative than the previous one, so an 
average of $832,000 per month is used as the gain. 

Since the five regions in the comparison group arrangement (two in the 
comparison group and three in the experimental group) are considered to 
be an acceptable match, the conclusion is that the $832,000 monthly 
increase is caused by the delivery of the solution design, “Active Coaching 
for Field Sales Managers.” The total monthly revenue increase is $2,496,000 
per month ($832,000 per month 3 3 regions in experimental group = 
$2,496,000 total per month).

More	Decisions	Ahead. Now there are additional decisions to make. The sus-
tained impact, Step 7 of the measurement and ROI process, must now be 
considered. The analysis must determine how long this monthly increase 
in revenue is likely to continue. Do we claim the amount just for the three-
month period where we have a known increase in revenue? Can we project 
the monthly sales forward and annualize the revenue? Will the same level of 
sales continue? Part 4 of the case study in Chapter 6 will answer these ques-
tions and more.
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Chapter

6
Analyze Results and Adjust 

for Sustained Impact

It is sometimes relatively easy to initiate a change, such as a change in behav-
ior. Sustaining the change over a given time frame, even in the short term, 
is another matter. When an intervention is evaluated, the performance data 
are usually collected within a two- to six-month time period. Any improve-
ment in performance shown by the data analyzed represents only what hap-
pened during the time period for which the actual results data were col-
lected. This sets up the question, can the improvement from the abbrevi-
ated performance period be annualized, and if so, under what conditions? 
As illustrated in Figure 6.1 (see page 144), Step 7 continues the follow-up 
data analysis phase and addresses an adjustment for sustained impact.

The VolaTiliTy of Modern-day organizaTions  
and iTs effecT on susTaining PerforMance 

Modern-day organizations are volatile and subject to frequent change. This 
volatility often creates changes in expectation, breakdowns in communica-
tion, disruption in coordination, reallocation of resources, and loss of pro-
ductivity and effectiveness. Some of these frequent changes include inter-
vening variables such as the following:

•	 A	new	manager	with	a	different	focus,	agenda,	and	expectations	takes	
over.

•	 The	 competition	 steps	 things	up	 a	notch	 and	makes	our	processes	
and activities ineffective.

•	 New	competing	products	are	introduced	into	the	market.

143
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144 The Real Value of TRaining

•	 The	needs	of	customers	change.
•	 New	technologies	are	introduced.
•	 Negative	changes	in	the	economy	reduce	product	demand.
•	 Strategic	initiatives	and	business	processes	shift	frequently.
•	 Mergers	 or	 acquisitions	 create	 disruption	 and	 change	 in	 business	

processes and jeopardize job security.
•	 A	performer	or	a	key	support	member	of	a	team	transfers	to	another	

department.

These and other factors often act to create deficiencies in important 
business measures. Likewise, they may shorten the effective life of any busi-
ness outcome improvement that has been influenced by training solutions 
or other performance interventions. Whether the performers still retain 
the skills or know how to exhibit the expected behavior that was learned 

Figure 6.1 Phase Three, Step 7

Phase Three

Analyze Data and Make
Conservative Adjustments*

Step 7

Analyze
Results

and Adjust
for Sustained

Impact

• Adjust results for
 sustained impact
 ° One-time impact
 ° Recurring impact
 ° Turnover loss
  adjustment

*Analyze and report on the delivery of the complete
solution design, not just the training component.
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 Chapter 6 Analyze Results and Adjust for Sustained Impact 145

from a training solution is not the issue in this scenario. The question is 
whether the performers will be effective when they apply the skills under 
the new conditions and whether performance will even occur in a way that 
matters, or whether these skills will make a difference in the new situation. 
Will the performers overcome the new obstacles that are being presented, 
or will they be reluctant to apply the skills and behavior in a situation with 
unknown conditions and consequences? The answers to questions of this 
type and the many intervening factors determine whether improvements 
resulting from training solutions can be sustained beyond the initial data 
collection period.

if iT can’T Be susTained, iT can’T Be claiMed
The time frame for collecting performance data is often condensed to a 
two- to six-month period so that results can be reported before additional 
money is spent to deliver the solution to a larger population. This always 
raises the question, will the performance continue to be sustained following 
the abbreviated data collection period? Many of the questions about sus-
tained performance cannot be answered with certainty. But the possibility 
of performers reverting to ineffective habits or the likelihood of intervening 
circumstances causing a change in future performance cannot be ignored. 

The volatility of organizations can often work against any performance 
improvement being sustained for a long period. Thus, the improvement 
may be temporary. If you can’t sustain it, you can’t claim it. When data are 
collected and business outcome improvements are identified during an 
abbreviated time frame, such as two to six months after a program is deliv-
ered, any decision to annualize the impact must be questioned.

annualizing improvements for the first year 
Can the actual business outcome improvement achieved during an abbrevi-
ated time frame be annualized? Some practitioners, as a matter of routine, 
will annualize business outcome improvements with little to no concern 
about the expected life of these improvements. Annualizing improvements 
resulting from training solutions for the first year is acceptable, but not as a 
matter of routine. Careful consideration must be given to the feasibility of 
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146 The Real Value of TRaining

the business outcome improvement continuing beyond the abbreviated 
data collection period. Annualizing a business outcome must also take into 
account any additional costs that may be incurred to sustain the perfor-
mance during a 12-month business cycle.

annualizing improvements beyond the first year 
When calculating the ROI, some practitioners annualize business outcome 
improvements two or three years into the future. Most training solutions are 
short-term in nature and should not be annualized beyond the first year. 
The practice of annualizing improvements beyond the first year is accept-
able only when there are compelling reasons to believe that the improve-
ment associated with the intervention will continue over the longer term 
without being diminished. Annualizing beyond one year should be a rare 
occurrence and should be used with great caution. There are so many inter-
vening variables that can enter the performance picture beyond one year 
that the credibility of any such calculation is in serious question. As demon-
strated in the next section, annualizing a business outcome improvement, 
even when only for the first year, can result in the serious flaw of overstating 
the results and the ROI.

The serious flaw of oVersTaTing The roi 
Those who are conducting a ROI analysis are easily tempted to annualize 
any performance improvement without questioning the reality of the situa-
tion. Look at the two scenarios given here to see the implications for calcu-
lating ROI.

scenario 1: sustained impact according to cautious carol
Carol is evaluating the business outcome and return on investment from a 
three-day leadership program that was delivered four months ago to manag-
ers and supervisors in the customer service department. The primary focus 
of the program was on managing the development and performance of the 
team’s talent. The short-term business outcome measures are improved 
quality and reduction of customer complaints. Carol has collected the per-
formance data after four months and has made the adjustments for causal 
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 Chapter 6 Analyze Results and Adjust for Sustained Impact 147

influence. Complaints were reduced, and quality has improved. The total 
improvement (benefits after causal influence adjustments) has been valued 
by management at $95,000 per month. The fully loaded cost of the leader-
ship program is $210,000. 

Carol is always cautious when analyzing data and reporting results, espe-
cially ROI. Realizing that she has only four months of actual results, Carol 
thinks about how she should treat the total benefits. Being of a cautious and 
conservative nature, she decides that the total benefits are $380,000 
($95,000 3 4 months). Carol’s ROI calculation is shown here. 

 $170,000 [$380,000 – $210,000]  
ROI 5                                                       5 0.81 3 100 5 81%
 $210,000

Since the minimum acceptable return for most business investments is 
usually in the range of 10 to 20 percent, Carol’s calculation of 81 percent 
represents a very good return on the training investment. Perhaps the 
return is actually greater than 81 percent, since the improvement could 
continue beyond the abbreviated four-month period during which the data 
were collected. However, Carol will be able to consider this assumption only 
if her client or the managers participating in the leadership program offer 
their insight and recommendations about the likelihood of the improve-
ment being sustained.

scenario 2: sustained impact according to generous george
Let’s suppose that Carol planned and implemented the evaluation of the 
leadership program in Scenario 1. However, Carol takes an extended leave of 
absence before the performance data are collected. George steps in at the 
end of four months and is responsible for collecting and analyzing the data. 

George has his own guiding principles for analysis and believes in mak-
ing the most of everything. He also likes to be the one to make all the deci-
sions. He treats the data as if they were his own. Unlike Carol, he is quite 
liberal in his analysis of the improvement data. George talked with three 
people before making the decision on how to calculate the sustained impact 
of the monthly improvement. The problem is, the three people that George 
talked with were “me, myself, and I.” Based on his singular input, George 
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148 The Real Value of TRaining

proceeds to annualize the monthly improvement. He decides that the total 
benefits are $1,140,000 ($95,000 × 12 months). George’s ROI calculation of 
443 percent is shown here. 

 $930,000 [$1,140,000 – $210,000]  
ROI =                                                        5 4.43 3 100 5 443%
 $210,000

The significant difference between the 81 percent calculated by 
Cautious Carol and the 443 percent calculated by Generous George raises 
some interesting issues, as noted here: 

Issue 1: Who is correct, Carol or George?
Issue 2: How can this type of adjustment be made realistically with any 

degree of comfort and credibility?
Issue 3: Should the ROI of any program always be suspect, since there can be 

such an extreme difference in the conclusions about an improvement? 

Issue 1 asks, who is correct, Carol or George? The sustained impact 
adjustment could have the result shown by Carol, the result shown by George, 
or something in between. It is difficult to say who is correct because neither 
Carol nor George is in a position to know how long the improvement may 
continue. Actually, they are both wrong because neither of them went to the 
right sources to determine the adjustment. Both of them relied on their own 
knowledge (or lack of it) and instincts. At least Carol’s conclusion did not 
overstate the ROI, which is one of the worst things an analyst can do. Guiding 
Principle 7 states, “In determining the sustainable impact of improvements, 
use only credible sources and make adjustments accordingly.”

guiding Principle 7
In determining the sustainable impact of improvements, use only  
credible sources and make adjustments accordingly. 

The client, the management closest to the work situation, and the par-
ticipants are in the best position to know what is likely to happen with the 
improvement measures. Rather than letting the evaluator decide this, the 
people who achieve the results should develop the conclusion about this 
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 Chapter 6 Analyze Results and Adjust for Sustained Impact 149

issue. They know the nuances of the job, the customers, the organization 
environment, and other factors that may affect the performers and the mea-
sures. All of these factors and more will influence their ability to sustain any 
improvement. In any case, casually or routinely assuming that improve-
ments that are influenced by a solution will be sustained beyond the initial 
data collection period is faulty analysis. The scenarios involving Carol and 
George illustrate how the ROI can possibly be understated (Carol) or 
highly overstated (George). The adjustment should be made using informa-
tion from those sources that are in the best position to know.

Issue 2 asks, how can this type of adjustment be made realistically with 
any degree of comfort and credibility? While credible sources are in the best 
position to know, even they cannot be sure because they are looking into a 
crystal ball to determine the future. The good news is, an adjustment is 
being made for the near term rather than the long term. Credible sources 
can usually determine the sustainability of improvements in the short term 
(one year or less) with credibility and some degree of comfort. They have 
already seen the performance change. The question is, can the perfor-
mance be sustained? Table 6.1 (see page 150) includes a series of recom-
mended steps to help credible sources think through the issues of sustained 
impact and arrive at a reasonable decision. Use it as a job aid with clients to 
make the sustained impact adjustment. 

Using the job aid in Table 6.1, credible sources can make a reasonable 
decision about sustained impact. Since this is a projection (an estimate), the 
confidence level is provided in Step 6 so that another adjustment can be 
made to the calculation. For example, an improvement of $95,000 per month 
annualized for one year is $1,140,000 ($95,000 3 12 months). When asked 
about confidence, the source responds with an 80 percent confidence level. 
Recall that an 80 percent confidence level means that the estimate could be 
in error by 20 percent on either side of $1,140,000. Thus, the adjustment 
could be $912,000 ($1,140,000 minus $228,000), or it could be as much as 
$1,368,000 ($1,140,000 plus $228,000). Since the guiding principles tell us to 
be conservative, $912,000 is used for the confidence adjustment.

Issue 3 asks, should the ROI of any program always be suspect, since 
there can be such an extreme difference in the conclusions about an 
improvement? Absolutely and emphatically, yes! When someone claims an 
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Table 6.1 Accounting for Future Intervening Variables and Performance Factors

1.	 Identify	the	specific	business	outcome		 •	 The	business	outcome	measure	is 
 measure and the improvement captured    ________________________________________ . 
	 during	the	evaluation.	 •	 The	monthly	improvement	is	 
    ________________________________________ .

2.	 Communicate	to	the	source(s)	why	a		 •	 Have	a	candid	discussion	about	why	the 
 decision on sustained impact is needed   sustained impact adjustment is necessary and 
 and how the decision process will work   how the result of the analysis will affect the ROI 
 (next steps).  calculation. 
	 	 •	 	Discuss	the	need	for	objectivity	and	a	realistic	

conclusion after considering the proper factors.

3.	 Ask	the	sources	to	consider	the		 •	 What	have	the	performers	done	during	the 
 performers and their job environment   previous ______ months to influence the 
 and determine the likelihood of the   improvement in the measure identified in 
 performers continuing to execute as they   Step 1? ___________________________________ 
	 are	doing	now.	 •	 Are	the	job	environment	and	the	performers’	 
   situation such that they are likely to be able to  
   maintain their performance at the same level? 
    _________________________________________

4.	 Ask	the	sources	to	reflect	on	the	job		 •	 Since	you	are	considering	whether	the 
 and organization environment and think   improvement in the business measure will 
 about any internal or external intervening   continue over the next 6 to 12 months, think 
 variables that may enter the picture   about any factors (internal or external) that  
 during the next 12 months.*  may reasonably occur that would eliminate,  
   nullify, or retard the improvement. What would  
   these factors be?  
    _________________________________________

5.	 Ask	the	sources	to	reflect	on	their	answers	 •	 Considering	your	reflection	in	Steps	3	and	4,	 
 in Steps 3 and 4 and provide their best   and the likely impact of any intervening 
 answer on sustained impact (up to one   variables, how long do you believe the monthly 
 year).  improvement in the business measure will be  
   sustained (up to one year)?  _________________

6.	 Ask	the	sources	to	provide	a	confidence		 •	 What	is	your	level	of	confidence	in	the 
 level for their projection.   projection in Step 5? (100 percent = I am sure; 

0 percent = total uncertainty)  
Confidence level is _________%.

*  Sustaining a performance effort or a business improvement can be dependent on avoiding or overcoming 
adverse actions in the future such as
•	Changes	in	the	competitive	environment.	For	example,	competitor	actions	can	negate	an	improvement	in	

sales or customer service. 
•	Changes	in	the	regulatory	environment.	For	example,	a	new	federal,	state,	or	industry	requirement	can	add	

cost to the business or render historical improvement actions ineffective.
•	Conflict	and	debate	on	controversial	or	sensitive	issues	in	the	political	or	social	environment.	For	example,	

legislative, government agency, or public debate can influence a delay or reversal in a company’s decisions 
or improvement actions.
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 Chapter 6 Analyze Results and Adjust for Sustained Impact 151

ROI, the methodology and the analysis standards that drive the decision, 
plus the type of data used to develop the calculation, are very significant 
and relevant factors. After all, those who hold the chalk can write what they 
desire on the board (or the flip chart or the PowerPoint graphic or the sales 
brochure for the vendor training program). The truth is, unless we can 
examine how an ROI is derived, there is no way of knowing whether it is 
snake oil analysis or whether it represents a truly magnificent result. 
Understanding the systematic ROI methodology presented in this book, 
including adjusting for sustained impact, will go a long way in helping to 
determine the quality of anyone’s ROI calculation.

Hopefully, this explanation also helps to clarify one reason why it is not 
wise to compare ROI calculations from one program to another, one orga-
nization to another, or one vendor to another. A comparison of ROI calcula-
tions is anything but objective. The sustaining impact adjustment is only 
one of a multitude of reasons that ROI calculations should not be com-
pared. The best course of action is simply to question every phase of how 
the ROI is developed. Subsequent chapters will clarify this issue further.

Making adjusTMenTs for susTained iMPacT 
When decisions about sustained impact are made, there is one type of situ-
ation that requires no adjustment and two types of situations that require 
consideration of a sustained impact adjustment. Each situation is treated 
based on the way the sources consider the facts and conditions.

one-Time impact 
A one-time impact occurs when an improvement will not be realized beyond 
the time frame in which the improvement is initially reported. The improve-
ment will not recur from week to week, month to month, or quarter to 
quarter.	No	adjustment	is	made	for	a	one-time	impact	because	the	result	will	
not recur. The improvement is calculated in the analysis as a one-time 
improvement, just as it is reported by the source.

Example of a One-Time Impact Sam completes a training course in nego-
tiation skills. Several months later, he applies what he learned. When nego-
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152 The Real Value of TRaining

tiating with an outside supplier on a large quantity purchase of file cabinets 
that he will not purchase again for several years, he saved $50,000. Sam at-
tributed half of the $50,000 savings to the new skills he had learned and ap-
plied from the course. How much is the saving attributed to the course, and 
should it be annualized?

Answer to Sam’s One-Time Impact Example Sam saved $50,000 while ne-
gotiating with the outside supplier. He says that half of the savings resulted 
from his use of the skills he learned during the negotiation training; $50,000 
4 2 5 $25,000 savings attributed to the training solution. The number used 
for Sam’s savings is $25,000. It is not annualized because it is a one-time 
savings that is not sustained beyond the data collection period. Sam reports 
that it will not recur this year.

recurring impact 
A recurring impact is an improvement that can be reasonably expected to 
be sustained or to repeat itself continuously or for a given period of time as 
reported by the source. When a recurring improvement is expected to con-
tinue for at least one year, it is acceptable to annualize the improvement. In 
the ROI analysis of training and HR initiatives, recurring improvements are 
generally not annualized beyond the first year, unless there is a compelling 
reason to believe that the improvement will be sustained in the longer term 
and the additional longer-term variables can be identified and reasonably 
accounted for in the adjustment. 

Example of a Recurring Impact Adjustment After three months on the 
job, a group of new junior accountants was making a significant number of 
processing errors. At the end of the third month, they completed a class-
room training course, followed by coaching during the next 30 days, allow-
ing them to apply their work processes correctly by the end of one month. 
After one month, they are no longer making the costly processing errors 
that they had been making during their first three months on the job.

The total cost of these errors was $20,000 monthly. This cost is com-
pletely eliminated one month after the accountants return to the job. Kristen 
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 Chapter 6 Analyze Results and Adjust for Sustained Impact 153

Green, the accounting supervisor, says that without the training and coach-
ing, these errors would have been eliminated anyway, but it would have taken 
another three months of working on the job before the accountants elimi-
nated all of the errors. What is the sustained impact of the elimination of 
errors by the accountants as a result of the training and coaching?

Answer to Recurring Impact Example The errors before the training and 
coaching were costing the company $20,000 per month. One month follow-
ing the training and coaching, the performers are no longer making these 
errors. Kristen, the supervisor, says that without the training and coaching, it 
would have taken an additional three months to eliminate the errors.

Only the three months of savings following the delivery of the solution 
can be claimed, because our credible source determines that at the end of 
that time, the errors would be eliminated with “no intervention.” 

The sustained impact is three months. Total savings from the sustained 
impact is $60,000 ($20,000 3 3 months). The savings cannot be annualized. 
Another way to think about this is, the training and coaching improved 
effectiveness by shortening the amount of time required to achieve 100 
percent quality with no errors.

Turnover loss adjustment 
When an improvement is annualized for 12 months or longer, it must also 
be adjusted for the employee turnover experience of the organization that 
is being studied. A turnover loss adjustment is calculated to account for the 
average turnover of a population that achieves an improvement. This 
adjustment is considered when any type of improvement has a recurring 
impact that is annualized. 

Since annualizing predicts that an improvement will be sustained beyond 
the abbreviated data collection period, the performers must be on hand to 
actually contribute to the sustained improvement in the future. Circumstances 
will dictate when it is appropriate to make a turnover loss adjustment.

When an adjustment is necessary, it can be made to either the benefits 
or the cost side of the equation, whichever is appropriate. The evaluator 
should be consistent in the way the adjustment is applied. 
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154 The Real Value of TRaining

Example of Turnover Loss Adjustment A call center routinely trains new 
representatives before they are allowed to staff a desk and receive customer 
calls. This practice has proven effective because historically, new reps make 
costly mistakes with accounts and usually do not know how to interact with 
customers properly. A significant number of errors occurred following a 
recent routine change in the center’s operating process. The center rede-
signed the training program to be compatible with the new process, with the 
goal of eliminating the errors. 

Stacy Hinkle evaluated the redesigned program for effectiveness and 
ROI. A recent group of 30 new graduates was used as a sample group for the 
evaluation. Prior to the training, the error count was 40 per month at an 
average cost of $100 per error. After the training, all 40 errors were elimi-
nated. The training and performance solution was 60 percent responsible 
for eliminating the 40 errors, and the result will be sustained for one year.

40 errors per month 3 $100 per error 5 $4,000 per month cost of errors

$4,000 3 12 months 5 $48,000 a year

$48,000 3 0.60 causal influence 5 $28,800 a year benefits

The fully loaded cost of the training is $600 per employee. The annual 
turnover in the call center is 20 percent. How should the turnover loss 
adjustment be calculated, and what is the ROI?

Answer to Turnover Loss Adjustment Example There are two ways to make 
the adjustment for turnover loss. It can be made to the cost side of the ROI 
formula (the denominator) or to the benefits side (the numerator). 

Using the cost side of the ROI formula, an adjustment can be made by 
increasing the training cost to account for the necessity to train the replace-
ment employees, as 20 percent of the 30 employees who were trained will 
no longer be with the company at the end of 12 months. 

•	 The	fully	loaded	cost	of	the	training	is	$18,000	(30	graduates	3 $600 
per trainee).

•	 The	turnover	experience	is	20	percent	annually;	30	employees	3 0.20 
5 6 employees who leave each year.
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 Chapter 6 Analyze Results and Adjust for Sustained Impact 155

•	 6	employees	3 $600 each to train 5 $3,600 to train 6 replacement 
employees.

•	 $18,000	plus	$3,600	5 $21,600 new training cost basis.
•	 Annualized	benefits	influenced	by	training	solution	=	$28,800.
•	 ($28,800	–	$21,600)	4 $21,600 5 0.33 3 100 5 33% ROI adjusted for 

turnover.

Using the benefits side of the ROI formula, an adjustment can be made 
by decreasing the benefits to account for the amount of improvement that 
will not be realized as a result of the 20 percent turnover experience.

•	 The	sustained	benefits	must	be	adjusted	for	the	20	percent	turnover	
because the benefits are being annualized for 12 months and only 80 
percent of the 30 employees who were trained will still be with the 
company at the end of that time. 

•	 $28,800	annualized	benefits	3 0.80 5 $23,040 sustained benefit value 
after the adjustment for turnover.

•	 The	 fully	 loaded	 cost	 of	 the	 training	 is	 $18,000	 (30	 graduates	3 

$600). Even though because of turnover, there are only 24 employees 
remaining at the end of one year, we must count all 30 employees in 
the training cost because 30 were trained.

•	 ($23,040	 annualized	 benefit	 adjusted	 for	 turnover	 –	 $18,000)	 4 
$18,000 5 0.28 3 100 5 28% ROI adjusted for turnover.

The adjustment using the benefits (28 percent) is more conservative 
than the adjustment using the training costs (33 percent). However, there 
could be circumstances that would dictate that the training cost be used for 
some turnover adjustments. There could also be situations in which an 
adjustment may not be made even when there is turnover in the group. For 
example, review the following situation: 

•	 The	turnover	experience	is	10	percent,	and	30	employees	are	trained.	
•	 The	performance	data	are	collected	after	three	months.
•	 The	 improvement	 is	 annualized;	 therefore,	 a	 turnover	 adjustment	

must be made to account for a loss of 3 employees (30 3 0.10 5 3 
employees).
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156 The Real Value of TRaining

•	 However,	it	is	determined	that	the	3	employees	left	the	group	at	the	
end of the first month following the training. Two resigned, and one 
transferred to another group.

•	 Since	 the	 three	 employees	 left	 after	 one	 month,	 they	 have	 no	
improvement data represented in the data that were collected after 
three months.

•	 Conclusion:	 the	 turnover	 has	 been	 accounted	 for,	 and	 a	 turnover	
adjustment is not necessary.

When making an adjustment for turnover, it is important to consult 
with the client to gain agreement on how to make this adjustment. When 
an improvement is annualized, there may be additional factors or circum-
stances that require an adjustment to be made. For example, an adjust-
ment may need to be made to account for the time value of money. Money 
that is available at the present time is worth more than the same amount 
in the future because of its potential earning capacity. The chief financial 
officer (CFO) can advise whether this adjustment needs to be made based 
on internal practices. There is a simple way to make the adjustment, as 
shown here: 

•	 The	current	cost	of	funds,	according	to	the	CFO,	is	5	percent.	
•	 The	fully	loaded	cost	of	the	training	program	is	$100,000.
•	 Add	the	current	cost	of	funds	to	the	cost	of	the	training	program.
•	 5%	of	$100,000	5 $5,000.
•	 $100,000	1 $5,000 5 $105,000 cost of training program adjusted for 

the future value of funds at the end of the first year.

Any time it is necessary to depart from the principle of making an 
adjustment for sustained impact, be certain of three things: (1) there is a 
compelling reason to depart from the principle, (2) key stakeholders, such 
as the client, the sponsor, and the executive management, agree with the 
decision, and (3) the analysis treats any variation in the adjustment consis-
tently. Adjusting for sustained impact protects the credibility of the impact 
study and is a key factor in developing an ROI that represents reality and 
the truth.
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 Chapter 6 Analyze Results and Adjust for Sustained Impact 157

case sTudy ParT 4:  
TechRead sMarT MeTering coMPany

adjusting Business outcome results for sustained impact
About six weeks after the training solution was delivered, the evaluation 
team and its HR partner made the decision to eliminate the employee com-
plaint data from the ROI analysis because the baseline data were unreliable. 
The revenue from sales is the remaining measure that can be used to evalu-
ate	business	impact	and	prepare	the	ROI	calculation.	During	the	evaluation	
team’s meeting with the regional managers (three months posttraining) to 
analyze the sales data, the decision was made concerning how much of the 
revenue could be attributed to the training solution. As reported in Part 3 
of the TechRead case study, the predetermined comparison group arrange-
ment was the basis for this decision. The total monthly revenue increase for 
the three regions that participated in the training solution is $2,496,000 per 
month ($832,000 average per month 3 3 regions in the experimental 
group 5 $2,496,000 total per month).

Choices for the Sustained Impact Adjustment The sustained impact, Step 
7 of the measurement and ROI process, must be addressed. Since the busi-
ness outcome improvement data were collected only three months after 
the intervention, there is an issue about whether the improvement will be 
sustained. Some practitioners automatically annualize a business outcome 
improvement as a matter of routine. This practice is “generous analysis” that 
almost always grossly overstates the results and the ROI. The analysis must 
answer the question: how long is the monthly increase in revenue likely to 
continue? There are two extreme choices:

Extreme choice 1. Assume that the sales improvement will not continue 
beyond the three months of the evaluation period for which actual 
results data were collected. Thus, the revenue increase would stand at 
$7,488,000 total for the three-month period ($2,496,000 per month 3 
3 months 5 $7,488,000).
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158 The Real Value of TRaining

Extreme choice 2. Annualize the revenue for maximum impact. This 
calculation gives $29,952,000 for the first year ($2,496,000 3 12 
months). 

These two extreme alternatives would certainly make a huge difference 
in the calculation of the ROI. The conservative decision is to go with choice 
1. However, the sustained impact decision should be made only after confer-
ring with the sources that are in a position to address this issue. Can the 
monthly sales be projected forward to annualize the revenue? Will the same 
level of sales continue? 

When determining sustained impact, the key issue is the effect of other 
intervening variables as the timeline moves forward for three months, six 
months, nine months, and so on. The issue could be resolved more easily if 
the actual results were collected and reported after six months or after one 
year. However, the nature of solutions and evaluation is that no one is will-
ing to wait that long to see the results and apply the lessons learned. In the 
case of TechRead, the training solution was withheld from three regions 
until the results could be analyzed. Therefore, waiting for more data is not 
an option. 

Since the evaluation team is not involved in day-to-day sales, it is not a 
credible source to answer the sustained impact question. The credible 
sources at TechRead are the regional sales managers. They are in the busi-
ness of reviewing historical data (actual sales versus projections), analyzing 
the market, considering potential intervening variables, and forecasting 
sales. They know their customer base. They are involved in these activities 
every week, so they are in a position to forecast what should happen, based 
on both facts and their subjective analysis. This is not a science (it involves 
estimating, projections, and opinion), but it is the best way to do this. 
Business decisions—including sales projections—are frequently made in 
this manner. It would be a serious mistake to assume that the revenue can 
just be annualized as is.

A Critical Turn of Events As the evaluation team was meeting with the 
regional managers to analyze the sales data, some critical information was 
revealed. The regional managers related that, one week earlier, they had 
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 Chapter 6 Analyze Results and Adjust for Sustained Impact 159

been informed that new federal environmental legislation was certain to be 
passed by Congress this week. The legislation, which initially was not expect-
ed to pass, will have a near-term negative impact on TechRead’s metering 
sales. TechRead’s customers will be required to make substantial new capital 
investments as a result of the legislation. TechRead’s internal business op-
erations will not be affected by the legislation, but any effect on its custom-
ers’ cost of doing business directly affects orders for metering devices of all 
types. The ripple effect has already begun. The field sales force in all regions 
is reporting that customers say that they are cutting back on their orders to 
help them find funding for the new investment requirements. Customers 
will not upgrade their outdated metering devices for at least another budget 
year. Customer plant and equipment upgrades represent about 30 percent 
of metering sales, and maybe more. 

After considering all the information at hand, the three regional man-
agers agreed that the new behavior of the sales force in call planning and 
sales call behavior is likely to continue, and sales would therefore continue. 
There is no reason to think otherwise. Therefore, the sales can be annual-
ized. However, because of customer cutbacks, the regional managers were 
extremely uncomfortable about annualizing the sales at 100 percent. They 
agreed that the cutbacks by customers could have a significant negative 
effect on sales, but there is no way to determine the exact impact. They 
ultimately agreed that only 60 percent of the current sales should be annu-
alized, meaning that they expect up to a 40 percent reduction in revenue. 

When asked about their confidence (0 to 100 percent) in the estimate, 
the regional managers discussed it and agreed on an 80 percent confidence 
level. The sustained impact adjustment of 60 percent of the projected rev-
enue is shown in Table 6.2. Since the projection is an estimate, the confi-
dence level adjustment is also shown.

Table 6.2 Sustained Impact Adjustment

1. Sustained impact adjustment Average monthly sales $2,496,000 3 0.60 5 $1,497,600

2. Confidence level adjustment $1,497,600 3 0.80 confidence level 5 $1,198,080 

3. Annualized improvement $1,198,080 3 12 months 5 $14,376,960 benefits first year
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160 The Real Value of TRaining

The annualized increase in revenue is $14,376,960 after the required 
adjustments shown in Table 6.2. Most training solutions are short-term in 
nature and should not be annualized beyond the first year. 

Addressing the Effects of Turnover Since the sales improvement was annu-
alized, even though at a reduced amount, the improvement must be adjusted 
to account for the turnover within the experimental group. This adjustment 
is the responsibility of the evaluation team after acquiring the necessary in-
formation. A lengthy debate occurred regarding how this should be done. 
Should the adjustment be based on the turnover of the sales representatives 
or on the turnover of the sales managers, who were the participants in the 
training solution? 

The sales representatives influenced the increase in sales by actually 
closing the sales. But they were not the group that had been trained. Sales 
managers influenced the increase through their managerial and coaching 
actions. After much deliberation and looking at the pros and cons, it was 
decided that the turnover experience of the sales representatives should be 
used to make the adjustment. The logic was that (1) they are the individuals 
that work the territory and close the sales, and (2) when new sales represen-
tatives are hired as replacements, it will take an extended period of time for 
them to affect sales while the sales manager coaches them to get up to speed 
on the territory, the products, the customers, and the TechRead sales pro-
cess. This will negatively affect sales during the window of time in which the 
improvement is annualized.

The annual turnover experience of the sales representatives at TechRead is 
20 percent. Therefore 80 percent of the annualized improvement is used to 
calculate the results. Table 6.3 shows the final results after the adjustment.

The total annualized benefits of $11,501,568 are carried forward in the 
study and used to calculate the ROI. As monetary values are assigned in the 
next chapter, another adjustment will take place.
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 Chapter 6 Analyze Results and Adjust for Sustained Impact 161

Table 6.3 Sustained Impact Adjustment for Turnover

AdjuSTmEnT FOR TuRnOvER ExpERIEnCE

1. Annualized improvement from $14,376,960 
  earlier adjustments

2. Turnover experience  Turnover experience of sales representatives is 20 percent. 
Therefore, 80 percent is used to calculate the improvement. 

3. Turnover adjustment  $14,376,960 3 0.80 5 $11,501,568 total annualized benefits  
from revenue after turnover adjustment.
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Chapter

7
Go/No-Go: Assign a 
Monetary Value to  

Business Outcome Data

In evaluating training solutions to determine their contribution, the sus-
tainability of one or more business outcomes is the most significant mea-
sure. The next most significant measure is sustained execution in the work 
setting—that is, knowing what the performers do to cause the business out-
come and how the funding of a performance readiness solution influenced 
their execution. Some studies may only evaluate performance readiness to 
determine whether the performers learned a new skill or behavior. Other 
studies may examine execution in the work setting, but stop short of exam-
ining the business outcome. A business impact study evaluates all of these, 
plus it identifies how business outcomes are influenced by the solution. 

Assigning a monetary value to the business outcome provides additional 
insight into the contribution of the training solution and allows for calcula-
tion of the ROI. The return on investment of a training and performance 
solution answers the question, did the solution pay for itself? The ROI can 
be calculated only when a monetary value is assigned to one or more busi-
ness outcome measures. Values can be assigned to both hard and soft mea-
sures. As illustrated in Figure 7.1 (see page 164), Steps 8 and 9a address data 
analysis and assigning monetary values in preparation for calculating the 
return on investment. 

163
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164 The Real Value of TRaining

In Search of Value—TraInIng IS noT alone 
Every function and every department is expected to provide value to the 
organization. For most of those who acquire or create the organization’s 
products or services, and those who engage the customer to deliver and ser-
vice the products, the value and contribution is direct and relatively easy to 
define without jumping through a lot of hoops. For others, such as staff func-
tions like marketing, HR, learning and development, information technol-
ogy, public relations, governmental affairs, and so on, the contribution and 

Figure 7.1 Phase Three, Steps 8 and 9a

Phase Three

Analyze Data and Make
Conservative Adjustments*

Step 9a

Step 8

Assign Credible
Monetary
Value to
Outcome

Improvement

• Known values
• Value by association
• Credible source estimates

*Analyze and report on the delivery 
of the complete solution design, 
not just the training component.

Assigning
Monetary Value

Satisfies the
Purpose and
Has Utility?

Capture intangible
results

No

Yes
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 Chapter 7 Go/No-Go: Assign a Monetary Value to Business Outcome Data 165

value is usually indirect and more difficult to demonstrate. Several promi-
nent factors such as those shown here contribute to management’s interest 
in and “need to know” about the contribution of the training function. 

1. The size of the overall budget allocated to training as an indirect 
expense. Indirect expense generally means a cost that is not attributed 
directly to a particular product or service of the company.

2. The ongoing visibility of employees’ absence from the job at hand 
because of their participation in training programs.

3. The lack of a clear line of sight between the funding and delivery of 
training solutions and the business outcomes influenced by those 
solutions.

4. The lack of current information and data that indicate the impact of 
training on the business.

5. Personal experiences participating in some training programs that 
seem to have limited connection to the organization’s goals, strate-
gies, or business problems.

6. The availability of inexpensive alternatives to formal training and 
development, such as hiring experienced personnel, implementing 
supervised on-the-job training exclusively, relying on learning through 
social networking, and self-learning initiatives.

7. The appearance of or actual duplication of training initiatives.

These factors place training professionals in a precarious position. Key 
stakeholders will always question the real value of training and development 
initiatives. This issue will not go away. Executive management will be at the 
head of the line with questions. If it is not the executive who is in place 
today, it will be her replacement tomorrow. Coupled with the seven factors 
just listed, a key reason that executives will always question the value of 
training is that training is considered a business expense, not an investment. 
Sure, we talk about training being an investment all the time. Some execu-
tives will even nod their head in agreement. We may not like it, but here’s 
the bottom line: when the books are balanced in the accounting depart-
ment and when profit is officially calculated in the CFO’s office at the end 
of each fiscal year, training is treated as an expense that falls into the cate-
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166 The Real Value of TRaining

gory of reducing profitability, not adding to it. From the perspective of the 
C-Suite, this is the picture that is clear, and this is the way the executives 
connect the dots.

The moral to this story is, while funding any operation (training includ-
ed) takes away from profitability on the expense (cost) side of the business, 
there needs to be a corresponding way in which the funding contributes to 
adding value. This is even more vital for an operation like training, whose 
funding is usually treated as an indirect expense on the financial books. As 
illustrated by Table 7.1, there are two ways in which training can make a 
business contribution. One way is associated with revenue or funding, and 
the other is associated with cost savings. 

Table 7.1 Two Ways in Which Training Can Affect the Business

BusiNess iMpAcT exAMples

1.	 Increase	revenue,	other	income,			 •	 Profit	margin	from	increased	revenue 
	 or	funding	 •	 Higher	profit	margin	resulting	from	the	sale	of	 
   products and services that have a higher profit 
	 	 •	 	Increased	income	or	funding	from	other	sources

2.	 Cost	reductions	or	savings		 •	 Not	associated	with	revenue,	income,	or	 
   funding. Value contribution created by cost  
   savings resulting from numerous types of  
   improvements in areas such as

   ° Quality improvements (reductions in  
    discrepancies, waste, errors, rework, defects,  
    spoilage, and so on) 
   ° Savings resulting from improvements in time  
    utilization 
   ° Reduction in turnaround time to customer 
   ° Increase in customer or employee retention 
   ° Increase in customer or employee satisfaction 
   ° Reduction in complaints 
   ° Increases in output of products and services  
    (quantity, efficiency) 
   ° Various business process improvements 
   ° Cost savings by eliminating a current business 
    expense  
   °  Cost savings by avoiding an imminent business 

expense
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 Chapter 7 Go/No-Go: Assign a Monetary Value to Business Outcome Data 167

The examples of income or funding in item 1 in Table 7.1 apply to the 
public sector and nonprofits as well as to for-profit organizations. Government 
agencies, educational institutions, and nonprofits must acquire funding or 
a	stream	of	income	in	some	way.	No	organization	operates	without	funding	
unless it is a 100 percent volunteer entity. If training engagements can influ-
ence the readiness of performers, and as a result the performers’ actions 
increase revenue, funding, or income streams, then this provides a business 
contribution. Revenue is generally associated with goods and services sold 
by an entity. For a state government or municipality, funding is received 
from taxation, license or other fees, fines, intergovernmental grants or 
transfers, and any sales made.

Regarding item 2, all organizations, whether profit or nonprofit, must 
keep costs and waste under control in order to remain financially healthy. 
Hence, when training is responsible for the ultimate improvement in any of 
these measures, then this represents a business contribution. The following 
sections address considerations and ways to assign a monetary value to con-
tributions or savings that training typically influences.

The DISTIncTIon beTween  
harD anD SofT DaTa 

There is often a great deal of debate about the distinction between hard 
and soft data. There are extremes and many variations in the definitions of 
the two categories of measures. The distinction is important for two reasons. 
First, with soft data, it is often more difficult to establish a monetary value, 
and organizations may not have an assigned value. Second, when reporting 
soft data, the recipient of the communication will often raise questions 
about the credibility of the monetary value and how the improvement is 
associated with or links to a business contribution. 

hard Data 
Generally there are four categories of hard data (Phillips and Stone, 2002). 
Measures in the hard data category are usually described as

1. Output measures. Orders filled, shipments, items sold, revenue col-
lected, services provided, patients visited, medical procedures per-
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168 The Real Value of TRaining

formed, loans closed, customers called, customers served, tasks com-
pleted, forms processed, customers billed, and so on.

2. Quality measures. Errors, rejects, waste, scrap, rework, defective pack-
ages, product failures, baggage lost, orders filled incorrectly, bid-
ding or proposal hit rate, stoppages, spoilage, deviation from stan-
dard, product batch contamination, theft, security breach, noncom-
pliance, product defects, flaws, over- or underbilling customers, and 
so on.

3. Time measures. Processing time, length of customer calls, customer 
wait time, time to complete a task or project, meeting time, time to 
full competence, repair time, downtime, on-time shipments, over-
time, and so on.

4. Cost measures. Unit costs, variable costs, fixed costs, cost savings, cost 
per hire, sales expense, cost of goods sold, cost per patient, cost per 
procedure, cost per customer, overhead costs, costs per complaint, cost 
per bed day, cost of supplies, cost per bid or proposal, and so on.

Hard data are more likely to have an assigned or standard monetary 
value. The source of this value could be an industry standard or a value that 
has been determined internally by tracking or estimating the associated 
costs in some manner over a period of time. The monetary values assigned 
to hard data may be used for multiple purposes and are usually accepted 
within the organization as credible values.

An important characteristic of hard measures is that every employee 
influences each hard data category every day. There are no exceptions to 
this. Each employee, from the CEO to the janitor, influences output, qual-
ity, cost, and time as she goes about her own activities. This is significant 
because there could be deficiencies in each category that may be caused by 
lack of knowledge or skills. Therefore, training has an opportunity to make 
a business contribution through improvements in these deficiencies.

Soft Data 
Soft data are more subjective in nature. Generally, there are six categories 
of soft data. The number of measures in each category is too long to list 
here. Measures in the soft data category can be described as
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 Chapter 7 Go/No-Go: Assign a Monetary Value to Business Outcome Data 169

1. Customer service measures. Customer satisfaction index, customer loy-
alty, customer complaints, churn rate (turnover), mystery shopper 
scores, and so on.

2. Work habit measures. Availability at workstation, tardiness to work, tar-
diness to meetings, excessive breaks, extended breaks, and so on.

3. Work climate effectiveness measures. Employee engagement, workload 
distribution, workplace conflict, employee stress, employee complaints 
or grievances, discrimination charges, job satisfaction, employee turn-
over, absenteeism, litigation, morale, effectiveness of coaching, effec-
tiveness of meetings, effectiveness of leadership, and so on.

4. Work climate opportunity measures (the first three are measures of super-
visors). Providing clear and reasonable expectations, constructive 
performance feedback, and reinforcing desired performance; access 
to coaching, access to mentoring, diversity of assignments, number of 
promotions and pay increases, number of training programs avail-
able, number of training programs attended, cross-functional train-
ing availability, and so on.

5. Job attitude measures. Cooperation, compatibility with team, acceptance 
of responsibility, respect for others, inclusiveness of others, informing 
others, professionalism, attentiveness to detail, and so on.

6. Initiative measures. Goals identified on personal development plan 
versus goals achieved, evidence of performance improvement, evi-
dence of giving effort, successful completion of projects, keeping 
commitments, follow-through, and so on.

Soft data may not have an assigned monetary value. They are likely to be 
more difficult to quantify and measure. They are sometimes intangible or 
behavioral in nature. Soft data will be questioned more frequently when 
they are presented as evidence of results. Some of the soft measures given 
in the previous list are in the soft category not because they are difficult to 
measure, but because of the difficulty in assigning a credible monetary 
value to them (for example, turnover and absenteeism).

An important characteristic of soft data is that each soft measure always 
influences one or more categories of hard measures. Stated another way, 
under each hard measure lie multiple soft measures. So, even though the 
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170 The Real Value of TRaining

soft measures may not have an assigned monetary value, or the value may 
be more subjective than objective, efforts can be made to trace their linkage 
to one or more hard measures. When this linkage can be established, it 
makes the soft data more useful and credible. 

As an example of linking soft measures to hard measures, let’s review item 
3 in the previous list, work climate effectiveness measures. If these types of 
measures can be improved, then the work climate improves. There could be 
a follow-on business improvement as a result of the improved climate. For 
example, when there is unnecessary conflict within a team, the team mem-
bers are distracted from their work. They spend excessive amounts of time 
addressing the conflict in ways that take time and take their attention away 
from important tasks. They may become so concerned or stressed by the con-
flict that they lose concentration on their work and make mistakes. Mistakes 
require rework. So, just with this one soft example of conflict, at least three 
hard data categories are directly affected: time, output, and quality. 

An analysis of such a situation can determine how much time is wasted 
as a result of the conflict and how much rework must be done because of 
poor-quality work caused by it. The time it takes to do the rework represents 
the minimum cost of the deficiency in quality. The hours wasted as a result 
of distractions represent lost output. If employees are talking about or 
debating the conflict, they cannot be doing the important work that they 
were hired to do. These costs now become hard data and are easily measur-
able by assigning the percentage of salary and benefits represented by the 
lost hours. For example: 

•	 A	 team	 of	 10	 people	 wastes	 a	 total	 of	 15	 hours	 weekly	 on	 the	
unnecessary conflict. That’s lost output or productivity. 

•	 Another	10	hours	are	required	 to	rework	errors	 resulting	 from	the	
conflict. 

•	 Both	 figures	 are	 adjusted	 for	 an	 80	percent	 confidence	 level.	That	
leaves 20 total hours of unproductive time caused by the unnecessary 
conflict.

•	 20	3	 $50	 per	 hour	 (the	 cost	 of	 salary	 and	 employee	 benefits)	5 
$1,000 weekly. If the employees can be trained to handle conflict 
appropriately, and as a consequence 80 percent of the conflict can be 
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eliminated, this is a savings of $800 weekly, or $3,200 for a four-week 
month. And this is a conservative adjustment.

The distinction between hard and soft data does not necessarily imply 
that hard data are more important than soft data. That is, paying attention 
to only the hard data will not necessarily contribute more to the organiza-
tion’s success, since the soft data lurking underneath can be the root cause 
of problems. The previous example illustrates that issues arising from soft 
data can easily undermine the success of the organization and directly affect 
the hard data categories. Perhaps we should look at the hard data for indica-
tors of deficiencies (because they are easier to see and measure), then look 
underneath toward the soft measures as a possible source of the root cause. 
In the previous example, if the team manager is observant, he will see the 
poor quality and the drop in output. In reality, it may take him weeks to dis-
cover both deficiencies in today’s world of knowledge and service workers.

To be or noT To be—aSSIgnIng a MoneTary Value 
Guiding Principle 8 states, “Calculate ROI only when it satisfies the purpose 
of the evaluation project and has utility for one or more interested stakehold-
ers.” Step 8 of the measurement and ROI process shown in Figure 7.1 is a key 
decision point in the methodology to determine whether a specific measure 
will be utilized to calculate ROI. A single question must be answered for each 
business outcome measure: does this measure have an existing known mon-
etary value? If the answer is yes, the journey for that measure will continue 
down the path of Steps 9a, 9b, and 9c to calculate the ROI. If the answer is 
no, a second question must be asked: should resources be dedicated to assign-
ing a monetary value to this measure? If the answer is yes, the journey for that 
measure continues to Steps 9a, 9b, and 9c to calculate the ROI. If the answer 
is no, the journey for that measure continues on a different path to Step 9d, 
and the improvement is reported as an intangible outcome.

guiding Principle 8
Calculate rOI only when it satisfies the purpose of the evaluation  
project and has utility for one or more interested stakeholders.
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172 The Real Value of TRaining

In essence, Step 8 of the measurement and ROI process can be consid-
ered the gateway to calculating ROI. A decision at Step 8 to go down the 
path to assign a monetary value does not require that the ROI be calculated. 
The monetary value may be useful without the ROI calculation. However, 
once a value for a specific measure is determined, it is easy to proceed to 
calculate ROI.

compelling reasons to assign a Monetary Value 
The decision to assign a monetary value is initially made during the evalua-
tion planning stage. However, the situation may be quite different several 
months later, when the improvement data are actually being collected and 
analyzed. During the decision-making process at Step 8, there are compel-
ling factors that must be taken into consideration to determine whether a 
monetary value is to be assigned and the ROI calculated. The following are 
the compelling factors in favor of a yes decision to assign a monetary value 
at Step 8. 

compelling Factor 1 leading to a Yes Decision A specific measure has a 
known monetary value that is credible to key stakeholders, and the information is easy 
to retrieve. Since the data are readily available and credible, there are few re-
sources needed and very little cost to analyze the data and calculate the ROI. 
This provides an extended level of beneficial information to communicate 
to stakeholders that shows the contribution of training. 

compelling Factor 2 leading to a Yes Decision Assigning a monetary value 
satisfies the purpose of the evaluation project and has utility for one or more key stake-
holders. When one of the stated purposes of an evaluation is to calculate the 
ROI, and when the monetary value is known, as in Compelling Factor 1, 
then the study normally moves forward to calculate the ROI. However, con-
sider a situation in which the value of a measure is not known. 

When the value is not known, a quick assessment of the time and 
resources that it may take to establish a credible value should be made. If 
the time and resources are determined to be considerable, then a question 

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



 Chapter 7 Go/No-Go: Assign a Monetary Value to Business Outcome Data 173

should be asked about utility. That is, considering both the time and 
resources required and any expected benefit from knowing the monetary 
value, will the information be sufficiently useful to the key stakeholders? 
The client or sponsor should be approached, and a decision should be rec-
ommended: go or no-go? 

The client may decide that the information is necessary and that the 
analysis should continue as initially planned. Or the client may decide that 
the journey would cost more than any expected benefit from knowing the 
value, and therefore the ROI calculation is abandoned. When it is aban-
doned, the business improvement is routed through the path of Step 9d 
and reported as an intangible. The same results are carried forward, but the 
monetary value is not known. 

compelling Factor 3 leading to a Yes Decision A specific measure is important 
to the organization. When a specific measure is important to the organiza-
tion, everything about that measure becomes important. It may be extremely  
important to the organization to know the monetary value of that measure, 
even when considerable amounts of resources and time are required to iden-
tify that value. For example, think about the monetary value of customer 
satisfaction or employee satisfaction. Perhaps the organization will benefit 
by applying the value in multiple situations and in numerous ways. There-
fore, the client or sponsor may be very supportive of proceeding with a cal-
culation, even when doing so was not the original intent, and even when it  
requires significant amounts of resources.

compelling Factor 4 leading to a Yes Decision A key stakeholder demands 
to know the ROI, regardless of other considerations. There are times or situations 
when a key stakeholder insists on certain things. This sometimes happens 
with ROI. Stakeholders may want to see the value, even though calculating 
it may consume considerable time and resources. Sometimes this happens 
after the fact. A program is delivered, and a key stakeholder sees something 
that raises questions and asks for a study to determine the ROI. This is not 
the advisable way to calculate ROI, but it can certainly be done.
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174 The Real Value of TRaining

compelling reasons That a Monetary Value  
Should not be assigned 

During the decision-making process at Step 8, just as there are compelling 
reasons to assign a monetary value to improvement data, there are also valid 
reasons to report an improvement without assigning a monetary value. The 
following are the compelling factors in favor of a no decision, and therefore 
not assigning a monetary value, at Step 8. 

compelling Factor 1 leading to a No Decision Key stakeholders have no inter-
est in knowing the monetary value of a specific measure. While stakeholders are in-
terested in achieving a return on investment, they are not always interested 
in allocating resources after the fact to determine whether it was actually 
achieved. The business outcome improvement can often show a compelling 
result that satisfies stakeholder expectations without the need for a mon-
etary value and a ROI calculation. 

compelling Factor 2 leading to a No Decision There is limited utility to as-
signing a monetary value because of the amount of resources it would require to de-
termine a credible value compared with the benefit of knowing the value. When this 
circumstance prevails, consult with key stakeholders to explain the difficulty 
and communicate the amount of resources it would require to proceed with 
a calculation. If the measure is important to the stakeholders and they be-
lieve that a credible value can be determined, they will support the addi-
tional time and resources required.

compelling Factor 3 leading to a No Decision The credibility of the approach 
used to determine a monetary value would be seriously questioned by key stakeholders. 
Key stakeholders usually have a standard when it comes to accepting any 
type of research data. When the credibility of an approach used to assign 
monetary values is not certain, key stakeholders should be consulted before 
continuing the process.

compelling Factor 4 leading to a No Decision Key stakeholders are unwilling 
to wait as long as it would take to determine a monetary value. If it is important 
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to wrap up the evaluation project and you have the business improvements 
identified, present the data as is, with the stipulation that perhaps an ROI 
can be calculated later. Gauge the interest level and determine whether to 
proceed with the calculation at a later time.

compelling Factor 5 leading to a No Decision The monetary value will prob-
ably not be used again (it is a one-off measure, or it will be used only in limited situ-
ations). This one is difficult to call and can go either way. Keep Compelling 
Factor 1 (interest level) in mind when making the decision based on Compel-
ling	Factor	5.	If	the	value	is	easy	to	assign	and	it	helps	the	credibility	of	your	
project, then it may be useful to proceed by assigning a monetary value.

Business outcome results that are not assigned a monetary value are often 
called intangible results. The results may be evident: there is an improvement 
over the baseline status of the measure, and the causal influence and sustained 
impact are known, but for various reasons, a monetary value has not been 
determined. Intangible results are addressed in more detail in Chapter 10.

creDIble MeThoDS for aSSIgnIng  
a MoneTary Value 

In order to calculate the return on investment of training, a monetary value 
must be assigned to one or more business outcomes that are influenced by 
a training solution. Calculating ROI is important for one significant reason: 
assigning a monetary value and calculating the ROI helps to show that train-
ing is more than a business expense. To the extent that training is successful 
in improving business outcomes, the ROI demonstrates that training also 
contributes to the bottom line of the business by covering its own cost. 
There are three methods of assigning a monetary value that can then be 
compared to the costs to develop a ROI:

1. Known values
2. Values by association
3. Credible source estimates

Known values, when they exist, are available in the records of the organi-
zation. Guiding Principle 9 states, “When they are available, use organization 
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176 The Real Value of TRaining

records as a first source to report outcome improvement data and to deter-
mine monetary values, then resort to other credible sources.” Known values 
do not always exist, or sometimes the data may not be useful for purposes of 
a specific study or may be contaminated in some way. When this is the case, 
the other two methods may be used to assign a monetary value. While there 
are only three methods for assigning a monetary value, there are a multitude 
of sources and types of measures to which these methods can be applied. 
Each method is discussed in the following sections, with examples.

guiding Principle 9
When they are available, use organization records as a first source to 
report outcome improvement data and to determine monetary values, 
then resort to other credible sources.

using Known Values 
Known values exist for many types of business outcomes, from sales, to 
output of products and services, to various kinds of quality measures. The 
status of these measures is usually tracked monthly, weekly, or even daily, 
depending on the metric. For example, in an automobile dealership, cus-
tomer satisfaction is tracked with each transaction. Someone in the organi-
zation acts as custodian for each type of metric, and this individual may also 
know the monetary value that the organization places on the measure. If 
not, he may know where to go to get useful information about the value. 
Table 7.2 shows examples of output and quality measures that typically have 
a known or standard monetary value.

When you approach a database custodian, be prepared to answer a 
series of questions. The custodian usually guards the data as though it were 
his own creation. He is likely to want to know the answer to questions like: 
(1) Why do you need these data, and how are you going to use them? (2) 
Who will this analysis be reported to? (3) Will I be able to see your conclu-
sions about the data? (4) Will you provide me with feedback on how your 
audience responds to the data and conclusions? The questions that a custo-
dian asks are actually very useful in determining whether the data suit your 
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Table 7.2 Measures That Typically Have Known Values

TYpe OF MeAsure HOw THe VAlue MAY TYpicAllY Be DeTerMiNeD

1. Increase in sales  Profit margin is used to determine the contribution and  
 (sales is a type of output)   value of revenue from sales. The finance department will  

provide the proper percentage to use for the profit margin  
on revenue. 

   The finance department may do the calculation of the margin 
a couple of different ways. Ultimately, the calculation will yield 
a small percentage of the revenue.

   Example: Revenue from sales influenced by the training is 
$2,000,000. The CFO provides a profit margin of 8 percent. 
Revenue of $2,000,000 3 0.08 5 $160,000 contribution.

2. Increase in output of a The value of output is usually determined by the total fixed  
 product or service  and variable costs required to produce one unit of output.  
 (production or creation  When an improvement occurs that reduces the cost of  
 of goods and services)   output or increases the actual amount of output for a specific 

timeframe, the contribution becomes the new standard when 
the improvement is sustained. The resulting cost savings or 
increase in output is the value of the improvement.

   Example: An expensive production process for refrigerator 
doors has a scheduled stoppage twice a month to change out 
patterns so that a different type of door can be manufactured. 
The average time for a scheduled stoppage is 2 hours. The 
office of the CFO says that the loss of productivity costs the 
company $200,000 for each scheduled stoppage. 

   A problem-solving workshop results in cutting the scheduled 
stoppage from 2 hours to a sustained 11⁄2 hours. 

   Using $200,000 as a known value and 2 hours as the baseline 
prior to the workshop, the sustained improvement of 30  
minutes	per	stoppage	is	valued	at	$50,000.	The	$50,000	 
savings per stoppage is used to calculate the ROI.

3. Improved quality of a  One way to view the value of quality is to determine the value  
 product or service   of eliminating unnecessary costs associated with errors, 

rework, discrepancies, and so on. 

   This includes time, materials, supplies, and other such 
expenses. 

   Example:	Employee	time	for	rework	is	valued	at	$50	per	hour	
wages and benefits. Wasted materials are valued at $100 
replacement cost. Rework consumes 10 employee hours.

  10 hours 3	$50	5	$500	1 $100 materials 5 $600
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178 The Real Value of TRaining

purposes, how to interpret the data, and how to present the data. Data cus-
todians are allies and partners. Cooperate with them in every way because 
they are a useful and credible resource. They will also help you to interpret 
the data.

The Value of sales Sales is a type of output. In item 1 of Table 7.2, when 
calculating the ROI for a training program, the contribution (value) of rev-
enue from sales is treated differently from the contribution of other types of 
output. Where revenue from sales is the benefit from an intervention, the 
contribution to profit from the revenue is used in the ROI formula. As an 
example, to determine the value of an improvement in sales, assume that 
a training program for sales personnel influences a $2,000,000 annual in-
crease in commercial sales, as shown in Table 7.2. The finance department 
provides a profit margin of 8 percent for the commercial sales in question.

Thus, $2,000,000 3 0.08 5 $160,000 contribution to profit. The 
$160,000 is carried forward to the numerator of the ROI calculation to 
determine the net benefit from the training program. The fully loaded cost 
of	the	training	is	$115,000.	The	ROI	for	the	training	solution	is	39	percent,	
as calculated here: 

	 $45,000	[$160,000	–	$115,000]		
ROI 5                                                 5 0.39 3 100 5 39%
	 $115,000

The total $2,000,000 revenue from sales cannot be used as a benefit in the 
numerator of the ROI formula because all the costs involved in generating 
that revenue must be accounted for first. The finance department’s calcula-
tion of the profit margin accounts for these costs. All expenses, such as parts, 
materials, electricity, building space, and total compensation for the labor 
involved in creating the products that are sold, are accounted for when the 
finance department calculates the 8 percent profit margin. Therefore, the 
amount of the revenue that represents profit is used in the ROI calculation.

The Value of Output  Output, such as producing a product or creating a 
service, has a value that is associated with the cost to produce one unit. Unit 
cost can be calculated for any type of product or service in profit, nonprofit, 
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and government entities as long as someone takes the time to do it. Known 
values often exist for output, in particular for the products and services that 
an organization markets to sustain the business. A cell phone manufacturer 
knows the value of producing one cell phone (one unit of output). It knows 
both the value of producing one new cell phone and the value of one refur-
bished cell phone. A new and a refurbished cell phone each has a different 
market value. Each is priced on the basis of what it costs to move the phone 
through the company’s assembly process to become a marketable product. 
Before pricing the products, administrative and general expenses are added 
to the cost of the process to account for the indirect costs of those depart-
ments that are not directly involved in producing the cell phones. 

A consulting company knows the value of a unit of output, which may 
typically be one consulting day. A consulting company generates revenue 
through the billable time of consultants. There is an average of 212⁄3 workdays 
in	a	month.	A	typical	consultant	is	expected	to	bill	12	to	15	days	per	month.	
This leaves the consultant ample time to travel to client sites, develop propos-
als, attend meetings, assist in selling the company’s services, take vacation and 
personal days, and so on. The value (price) of a billable day must account for 
the consultant’s total workdays (212⁄3 days per month) and other costs that 
the consulting company must recover through the billable days. Suppose a 
consultant’s	personal	take-home	paycheck	is	$500	per	day.	The	billable	rate	
to	clients	must	be	5	to	10	times	that	amount	(or	even	more)	if	the	company	
is to earn enough revenue to pay all the costs associated with supporting the 
consultant and managing and sustaining the consulting business.

A municipality knows the value of issuing city licenses of various types. 
If the municipality is operated like a business, the cost that citizens pay for 
the various types of licenses must be enough to keep the respective license 
departments financially solvent. A city will often subsidize one department 
with the revenue from the services of another department. For-profit com-
panies sometimes do this too, but it is preferable for them to keep profit 
centers self-sustaining.

Because placing a value on a unit of output is not always precise, the 
value of a product, service, or process may be overstated or may even be 
understated. Values are not always designed to withstand close scrutiny, but 
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180 The Real Value of TRaining

rather are intended to provide a basis for allocating resources, making 
investments, pricing products, and making other business decisions. Of 
course, the more precise the value, the more accurate and efficient all of 
the organization’s decisions will be, especially pricing. Once value is deter-
mined, it is used for many purposes throughout the organization. 

The Value of Quality Quality represents effectiveness and is a significant 
measure in any organization. The more effective or the more accurate a 
product, process, or service is, the more likely it is to be helping to achieve 
the organization’s objectives. Certainly most organizations want 100 percent 
quality. However, the cost to maintain 100 percent quality may be prohibi-
tive. Therefore, each type of industry or government agency has a built-
in tolerance level for quality. When improving quality equates to reducing 
costs, or serving customers better (up to a point), or sustaining or improving 
revenue, most organizations will make an investment to do so.

Poor quality can have a negative impact on an organization in two ways. 
It can increase the cost of doing business through waste, scrap, spoilage, 
discrepancies, errors, and the cost of rework. It can also result in a decrease 
in revenue when it goes undetected and reaches the doorsteps of custom-
ers. Even the most loyal of customers can be unforgiving and resort to alter-
natives in the marketplace for their products and services. Item 3 in Table 
7.2 illustrates one of numerous ways to determine the value of an improve-
ment in quality. The following example illustrates another way to determine 
the value of a quality improvement.

Example. Electronics manufacturer XYZ determines the cost of quality by 
calculating the cost of customer returns from all retail stores and online 
outlets. The value is developed from the cost of repair on returns, plus aver-
age discount on resale, plus transportation and overhead. Repairs are out-
sourced in local markets.
The	average	cost	of	 repair	per	unit	 is	 $150.	The	average	discount	on	

resale is $200. Transportation and internal overhead expenses are $30 per 
unit.	Therefore,	the	average	cost	of	poor	quality	is	$150	1 $200 1 $30 5 
$380 per unit returned.
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An internal quality improvement program at XYZ reduces returns from 
500	per	month	to	200	per	month.	Improvement	of	300	returns	3 $380 5 

$114,000 per month savings in the cost of quality.
Many training programs can influence improvements in quality. It can 

be relatively easy to determine the monetary value of an improvement. 
Improvements in quality ultimately lead to sustained customer satisfaction 
and increased profitability. Use credible sources in the organization, such as 
participants, immediate supervisors of participants, managers, custodians of 
quality data, or client input, to determine the impact and value of improv-
ing quality.

The Value of employee Time savings It is interesting to note that in Item 
3 of Table 7.2, “Measures That Typically Have Known Values,” time savings 
is one element used as a means of determining the monetary value of qual-
ity. Time savings is also frequently used to determine the value of a unit of 
output or the value of an improvement. Time is money. All activities require 
time. Activities that are unnecessary, are wasteful, or are a duplication of 
other activities are unproductive. Unproductive tasks rob time from produc-
tive tasks that employees should be doing to achieve company objectives. 

An improvement in employee time savings can be determined through 
estimates, observation, or the use of technology, such as computerized man-
agement systems that track the status of a measure. The value used for 
employee time savings is salaries and benefits, a known value. For example, 
suppose the time required to resolve a typical customer complaint is 
reduced by one hour. The mid-value of the salaries of those involved is used 
for the calculation. Mid-value is the salary that would be earned by a fully 
competent employee in a specific job. The HR department can provide this 
mid-value for any job. 

For simplification, in this example, let’s assume that only one person is 
involved in handling and resolving customer complaints. The midpoint sal-
ary is $20 per hour. The employee benefits factor provided by the HR depart-
ment is 32 percent (employee benefits are always given as a percentage of 
salaries); thus, 20 3 0.32 5 $6.40. The total value of $26.40 per hour is used 
for the employee’s time. Typically, 60 customer complaints are handled per 
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182 The Real Value of TRaining

month; $26.40 3 60 5	$1,584	cost	per	month.	The	result	of	eliminating	all	
complaints	would	be	a	 savings	of	$1,584	per	month.	Of	 course,	 in	 reality,	
there is likely to be more than one person involved in hearing and resolving 
customer complaints. Some complaints are reviewed by a manager. The 
manager may also get involved in the resolution and communication with 
the customer. The same calculation would be done for the manager’s time, 
and this would be added to the cost shown here for a typical complaint. 

When the value of time saved is used in a ROI calculation, two adjust-
ments may be necessary. The first adjustment is to reduce the time saved by 
the amount that is not reallocated to productive tasks. For example, sup-
pose that a team of junior accountants saves 20 total hours in a typical work-
week. When asked how much of the saved time is being reallocated to pro-
ductive tasks, the response is 90 percent. The adjustment is 20 hours 3 0.9 
5 18 hours adjusted time saved. The 18-hour savings is used for the ROI 
calculation.

A second adjustment is made if the reported time savings is an estimate. 
In this case, the respondent would be asked, what is your confidence level 
in the estimate, based on a scale of 100 percent to 0 percent (100 percent = 
I	am	sure;	0	percent	=	total	uncertainty)?	A	response	of	a	95	percent	confi-
dence level on the savings of 18 hours = 17 hours adjusted time savings. The 
total savings is then determined by multiplying the salary and benefits of a 
junior accountant by 17 hours.

When time savings are used to determine the value of an improvement, 
be certain that the time of everyone involved is captured. For example, the 
cost of an employee grievance would include the time of the employee who 
files the grievance, those hearing the grievance, those resolving the griev-
ance, and those involved in reviewing and communicating the resolution. 
As you can imagine, the costs can add up considerably, especially when 
resolving a grievance involves several levels of management. There can be 
other costs as well, such as disruption in the work setting within the team 
and additional loss of productivity.

Direct cost savings When there is a straightforward cost savings, there is 
little calculation to do other than determining how much money was saved. 

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



 Chapter 7 Go/No-Go: Assign a Monetary Value to Business Outcome Data 183

Once it is established that a specific amount of money has been saved as a 
result of the training solution’s influence and the sustainability of that sav-
ings is confirmed, then that amount of savings is documented for inclusion 
in the benefits. For example, an e-learning solution on negotiation skills is 
implemented for the buyers in the purchasing department. The participants 
complete action plans to apply what they learned. When the action plans are 
completed four months after the training, 12 of 20 participants provide data 
showing a business outcome improvement of some type during negotiations 
with vendors. One participant provides a one-time savings of $20,000 when 
negotiating with a vendor for a large contract for batteries and lightbulbs. 
She credits the e-learning solution with half the savings. Thus, $10,000 is 
carried forward to add to the results from the other 11 participants. This is a 
direct cash savings that is not annualized because it is a one-time savings.

As can be seen from some of the other types of measures already pro-
vided here, and as noted in Table 7.1, there are only two ways to achieve a 
business benefit. A benefit is either (1) a contribution to revenue, or some 
other type of income or funding, or (2) a cost savings, such as improved 
quality, time savings, or output improvements (the ultimate result is a cost 
savings of some type). In both instances, the monetary value of the contribu-
tion must be assigned to a business outcome measure. In the case of a direct 
cost savings, the value is inherent in the savings. The value is evident, and 
there are no dots to connect to determine the value.

The last item in the right-hand column of Table 7.1, “Cost savings by 
avoiding an imminent business expense,” refers to any probable future 
expense that would add cost to the business. When such an expense is immi-
nent (known to be forthcoming in the near term) and training contributes 
to avoiding the expense, this is a business contribution. For example, at 
ABC Company, a governmental affairs manager attends a seven-day pro-
gram in “political persuasion” at a major university at a cost of $20,000 
tuition plus travel and lodging expenses. The manager sits on numerous 
committees at the state level to represent the company’s interests. Following 
the education program, his direct involvement during the current legisla-
tive session made a major contribution to defeating legislation that would 
have cost ABC Company $400,000. This is a direct cost savings that was 
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184 The Real Value of TRaining

avoided and can be used to calculate the ROI of the political persuasion 
program. This is also an example of a situation where it may be appropriate 
to calculate the ROI even though there is only one participant.

assigning Values by association 
When a business outcome measure does not have a known value, it is possible 
that a value can be determined by linking the measure to another improve-
ment that has a value or by using a value from an external database or related 
study. Table 7.3 includes examples of assigning a value by association.

Table 7.3 Assigning Value by Association

MeTHOD OF AssOciATiON exAMples OF AssiGNiNG A VAlue BY AssOciATiON

1. Credible related study  Sandra at XYZ automobile assembly plant is evaluating a  
 or external database   customer service training program. She needs to know  

the value of improving customer service in the warranty 
department. Sandra uses a monetary value from a recent 
study of the automotive industry developed by the University 
of Michigan. 

   The University of Michigan study uses loss of repeat business 
to determine the value of improving customer service. The 
value is tied to customer satisfaction scores and customer 
feedback. The study concludes that each improvement of 2 
percentage points (between 88 and 96 percent) in customer 
satisfaction scores 5 $800 per month. 

   Prior to the XYZ customer service training, customer  
satisfaction scores were 89 percent. After the training, the 
scores	improved	to	95	percent.	Using	the	monetary	value	
from the University of Michigan study, the improvement value 
is $2,400 per month (3 units 3 $800). 

2. Linking to other XYZ Technology Company delivers a training program for  
 improvements   supervisors with the aim of reducing unexpected absenteeism. 

The program is credited with reducing absenteeism from 12 
percent to an acceptable level of 3 percent. There is no 
known value for absenteeism.

   Prior to the program, overtime was costing $20,000 per 
month. After the program, overtime was reduced to $4,000 
per month. There were no other factors driving the overtime 
hours. The $16,000 savings in overtime is used as a value for 
the reduction in absenteeism.
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Assigning a value by association rarely involves a straight line of sight 
where the dots can easily be connected. Assumptions are usually made in 
establishing a connection. Credibility can be an issue. Therefore, the analy-
sis should be treated like an estimate. For example, in item 1 of Table 7.3, 
Sandra with XYZ automobile company should ask two questions: (1) Is this 
external study by the University of Michigan closely enough associated with 
my situation that my key stakeholders are likely to consider it to be credible 
to use in assigning a monetary value? (2) What is my confidence level in 
using the monetary value identified in the University of Michigan study? 
She should reflect on several factors that affect credibility before providing 
her answers to both questions. The key factors that generally affect the cred-
ibility of any study and its findings are

1. Credibility of the researcher. Is the researcher qualified and objective? 
What personal association does the researcher or evaluation analyst 
have with the people, program, or issues being studied? Who funded 
the study, and under what arrangements with the person doing the 
evaluation? Does the researcher have ulterior motives? How did the 
researcher gain access to the information being studied? What prior 
knowledge did the researcher bring to the research topic and the 
study? What may his bias be?

2. Context of the study. Evaluation impact studies are inherently highly 
contextual. They are specific to a particular audience, particular mea-
sures, and a particular situation and set of conditions. Do the situa-
tion being studied and the conclusions developed match the context 
of your situation closely enough to be adaptable?

3. Scope of the study. The larger the scope of a study is, the more general-
izations dilute the analysis and findings. The smaller the scope 
(smaller group, more identifiable and controllable variables, more 
specific measures, and so on), the more specific and credible the 
findings. Is the scope such that the analysis and findings are specific 
and can be used as a credible source?

4. Assumptions made during the analysis. Assumptions are made in most 
studies. Are the assumptions credible? Are they realistic? Is the 
researcher living in a paradigm with unquestioned assumptions?
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186 The Real Value of TRaining

5. Reputation of the methodology. Does the methodology used for the study 
pass the acid test? Were data analyzed using a conservative approach? 
Was a systematic methodology used by applying guiding principles to 
develop the findings and the monetary value? How are the tools and 
techniques of the methodology deployed and interpreted? Is the 
methodology used generally respected and acceptable? 

These five key credibility factors apply not only to external studies 
used as a source for monetary values, but also to any type of data analysis 
and conclusions. However, these factors certainly are not a complete list 
of possibilities. There can be no finite list of questions to establish the 
credibility of data. The idea is that, when Sandra reports the results from 
her analysis, she should report any information that negatively or posi-
tively affected her data collection and influenced her analysis and inter-
pretation of the data. There are several issues in Sandra’s favor regarding 
the credibility of the monetary value. The study was completed in her own 
industry (automotive) by a respected university with close ties to the auto-
motive industry. This can provide instant face credibility. Had the study 
been about customer service in the airline industry, Sandra’s stakeholders 
would probably be skeptical of the applicability of the value and its use for 
the ROI calculation. This could discredit her entire impact study on the 
customer service program.

using credible Source estimates to assign Value 
When a business outcome measure does not have a known value, credible 
sources may be used to estimate the monetary value. For example, a known 
value is not always available for quality or output, so they may be estimated. 
The following should be considered when estimates are provided:

•	 Use	credible	sources	that	are	close	to	the	work	situation	and	have	the	
most comprehensive view of the situation. For example, supervisors 
have a more comprehensive view of all the costs involved in 
absenteeism than do team members. Team members may have a 
more comprehensive view of all the costs of time robbers that keep 
them from concentrating on their work. 
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•	 Ask	 the	 source	 to	define	 the	unit	of	measure	 in	 specific	 terms	(for	
example, one typical complaint, one engineer voluntarily resigning, 
or one damaged package per 100 delivered). 

•	 Ask	 the	 source	 to	 provide	 a	 value	 after	 considering	 all	 factors	 that	
make up the cost (value) of the specific measure (time, materials, 
supplies, and so on).

•	 Ask	the	source	to	provide	a	confidence	level	for	the	estimate.	Make	a	
corresponding adjustment during the analysis.

•	 When	practical,	provide	an	opportunity	for	management	to	make	an	
additional adjustment to the estimate based on its view of the 
situation.

•	 When	there	is	more	than	one	possible	value,	use	the	one	that	is	most	
conservative.

•	 When	 a	 source	 assigns	 a	 value	 that	 seems	 extreme,	 ask	 the	 source	
about it. If there is no credible basis for the monetary value, give 
strong consideration to reporting the improvement as an intangible.

•	 When	reporting	results,	always	disclose	when	estimates	are	used	and	
show an example of how they are adjusted.

While estimates are not the preferred method of assigning monetary 
values, use of this method is actually quite common in organizations. 
Estimates are used by engineers, financial analysts, accountants, manage-
ment, and others. Even though estimates are never considered to be accu-
rate, a conservative approach along with adjustments for confidence level 
makes for a more realistic and credible value. 

A credible source for estimates is defined as anyone who is in a position 
to know how to estimate the value of an improvement and would be consid-
ered as credible by key stakeholders, such as clients, sponsors, and executive 
management. Consider the possibilities in the following sections. 

participants as a credible source Participants are close to the work situa-
tion and have a firsthand view of it. They can sometimes estimate the value 
of an improvement even when the data are soft. They have applied the skills 
from the training solution, and they may be in a good position to provide 
a value for any improvement. When asking participants to provide a value, 
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188 The Real Value of TRaining

they can often respond better when they are given examples and guidance 
on how to proceed.

supervisors and Managers as a credible source Even though participants 
may be able to determine the improvement, they may sometimes have diffi-
culty providing a value for it. Supervisors or managers of the participants may 
be in a better position to provide a value for a unit of improvement. They often 
have a comprehensive view of the situation. They see the inputs that go into 
performance and the outputs at the end of the process. They are also more ex-
perienced in dealing with values, as their job often requires them to calculate 
or estimate the cost of work activities under their sphere of influence. Senior 
management may also provide estimates of the value of an improvement. 

experts as a credible source Management considers internal experts to 
be a credible source on many performance issues and considers them to 
be very knowledgeable about the entire performance process in a specific 
area. For example, when determining the cost of grievances, the manager 
of labor relations is probably the expert, and if he is not, he can recommend 
others who should be involved in determining the value. If a senior execu-
tive wants to know the cost of grievances, she will generally begin by calling 
the manager of labor relations. 

When internal experts are not available, external experts may be used 
to seek a monetary value. External experts are usually reliable only if they 
have considerable experience with the specific measure in question. When 
a value is provided by internal or external experts, the expert’s name and 
credentials should be communicated. Of course, the person providing the 
value should be made aware of this requirement. The expert should also 
provide a confidence level so that a conservative adjustment can be made to 
account for the possibility of error.

DeTerMInIng unIT Value anD  
calculaTIng an oVerall IMProVeMenT 

When a unit value is not available, one way to assign a value is through unit 
cost analysis. A value can be assigned through unit cost analysis by working 
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 Chapter 7 Go/No-Go: Assign a Monetary Value to Business Outcome Data 189

with credible sources. First, the training professional should determine 
whether a known value is available. The client or sponsor is a good source to 
begin the search. When the client or sponsor does not know the value, and 
no other source knows the value, it can be developed. Ask the client who he 
believes is in the best position to help determine the value. The source to 
determine a value can be an individual, or an ad hoc group can be designated 
to assist in the effort. Once the source has been identified and has agreed to 
assist in the calculation, proceed to facilitate the process as follows:

Step 1 
Define the unit of service under consideration. Examples of a common unit 
of product or service are completing a customer help call in a service center, 
delivering an order, completing a service call at a customer’s residence, 
assembling a cell phone, assembling a bicycle, or baking doughnuts. A unit 
of service or a unit of production is uniquely associated with the way a unit 
is produced or created or the way a unit is packaged or delivered. For 
example, pencils may be produced by the thousand. Therefore, one unit is 
1,000 pencils.

Let’s use an example to show how unit cost analysis works. Mountain 
Media Cable provides consumer products and services in digital cable, 
video on demand, television programming, high-speed Internet, and digital 
voice. High-speed Internet is one of the most profitable segments of the 
business. When a customer has trouble with his Internet service, the call 
center attempts to resolve the problem with the customer over the tele-
phone. Trouble tickets that cannot be resolved by telephone protocol are 
processed to the next troubleshooting phase, called wheels out. During 
“wheels out,” a technician is dispatched to a customer’s home to resolve the 
problem. Some of these dispatches are handled by in-house technicians and 
some are outsourced at about the same cost. Mountain Media receives an 
average	 of	 500	 service	 help	 calls	 per	 day	 and	 is	 experiencing	 excessive	
wheels-out calls. On average, 30 of 100 trouble calls are dispatched as wheels 
outs. Representatives staffing the call centers are not familiar with the 
equipment and the telephone troubleshooting process, resulting in the 
excessive wheels-out dispatches. A training program is delivered for the call 
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190 The Real Value of TRaining

center reps with the objective of reducing the number of wheels-out dis-
patches to a standard of no more than 10 per 100 trouble calls. To deter-
mine the monetary benefit, the value of one trouble call is needed.

Step 1 defines the Mountain Media unit of service as wheels-out service 
calls.

Step 2 
Define the increment of time normally associated with how the unit is pro-
vided or reported, and identify the number of units during that time period. 
An increment of time may be an hour, a day, a week, or some other period. 
Mountain Media schedules the number of wheels-out dispatches daily. 
Therefore, it usually reports and discusses the number of wheels-out dis-
patches per day. The average number of wheels-out dispatches per day is six 
per technician. Since we are determining value, we will determine the cost 
of all resources associated with six wheels-out dispatches per day. The 
people involved in this activity routinely allocate resources on a per day 
basis, so it will be easier for them to analyze and talk about a per day cost. 
The per day basis will be used through all succeeding steps to maintain 
consistency in determining the cost (value). 

Step 2 for Mountain Media now becomes six wheels-out service calls per 
day.

Step 3 
Determine the direct costs of the unit of service. Direct costs are those that 
are directly involved in creating or providing a product or service and that 
can be traced directly to a specific service, product, or department. In 
Mountain Media, the direct cost of a wheels-out dispatch involves several 
people. The call center rep must refer the customer information to the 
dispatcher. The dispatcher is involved in scheduling the wheels-out dis-
patch, monitoring its progress, and closing out the trouble ticket. The tech-
nician is involved in traveling to the customer’s residence to correct the 
problem and reporting the completed job to the dispatcher. 

There are several dispatchers, technicians, and call center reps. In order 
to calculate the cost per day, we will trace the activities of one technician 
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 Chapter 7 Go/No-Go: Assign a Monetary Value to Business Outcome Data 191

and other resources on a typical day. There is an average of six dispatches 
per day per technician. Wages shown include an employee benefit cost of 
36 percent. 

•	 Call	 center	 rep: 30 minutes per day to support one technician by 
communicating information to the dispatcher; $14 per hour 3	 0.5	
hour 5 $7.

•	 Dispatcher: 3 hours per day to schedule, coordinate, and close out six 
dispatches for one technician; $18 per hour 3 3 hours 5	$54.

•	 Technician:	8	hours	per	day	 to	 travel	 to	and	service	 the	customers;	
$19 per hour 3 8 hours 5	$152.	

•	 Supplies	and	materials	5 $20 per day.
•	 Travel	costs: Gasoline and miscellaneous upkeep 5 $23 per day.

Step 3 Mountain Media wheels-out total direct costs for one technician 
5 $256 per day.

Step 4 
Determine the indirect costs of the unit of service. Indirect costs associated 
with a product or service are expenses that are not directly traceable to a 
department, product, service, activity, customer, or some other unit. Indirect 
costs and expenses are usually allocated to a department, product, or ser-
vice. For example, they include rent, heating and air conditioning for the 
entire building, and telephones. There are several ways to allocate indirect 
costs. For example, they may be assigned to all departments based on the 
number of square feet each department occupies, or based on the ratio of 
the service to all services provided by the company. The client or depart-
ment manager can usually provide information on how this is done in a 
specific company. If not, consult the finance or accounting department.

The indirect costs of wheels-out dispatches at Mountain Media are rent; 
utilities, including water, electricity, and telephones; a portion of adminis-
trative and management salaries; and a portion of information technology 
costs, HR costs, and other types of overhead, such as company liability insur-
ance and legal fees.

Step 4 Mountain Media total indirect costs are $328.62 per day. 
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192 The Real Value of TRaining

Step 5 
Determine the depreciation costs involved with the unit of service. Company 
assets that will last for more than one year, but will not last indefinitely, are 
depreciated over a period of time. An asset is usually depreciated based on 
the number of years it is expected to be in service. Buildings, machinery, 
equipment, furniture, fixtures, computers, and vehicles are examples of 
assets that can be depreciated. In the Mountain Media case, the rent and 
information technology costs have already been accounted for in the indi-
rect cost calculation. The truck used by the technician must be included as 
a depreciated cost. The accounting department will usually do this calcula-
tion for you. Here is the calculation using the simple straight-line method 
of depreciation.

•	 Assume	that	the	vehicle	will	be	in	service	for	five	years	and	will	have	
no salvage value at the end of its five-year life.

•	 The	 cost	 basis	 is	 $20,000	 with	 an	 estimated	 life	 of	 five	 years.	 The	
vehicle depreciates at $4,000 per year, with no value at the end of  
Year	5.	

•	 There	 are	 260	 workdays	 per	 year	3	 5	 years	5 1,300 days that the 
vehicle is available for service calls; $20,000 4	1,300	=	$15.38	cost	per	
day of use.

Step	5	Mountain	Media	total	depreciation	cost	 is	$15.38 cost per day of 
use.

Step 6 
Calculate the total cost for one unit of service. The total cost for wheels-out 
dispatches for one day is calculated by adding the costs from all the steps. 
Table 7.4 shows the calculation.

Determining the unit cost of a service is not difficult when the six steps 
in Table 7.4 are followed. In many situations, the costs of activities are read-
ily available or relatively easy to calculate. When costs for a particular activ-
ity are not available, then completing the analysis will require more coop-
eration and time. The accounting department, the CFO, and department 
managers can easily provide information on equipment depreciation, over-

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.
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head, and allocated costs. Once a cost basis is available, it becomes a value 
that can be used in many different ways. The cost derived from the six steps 
can be used to determine the overall value of an improvement.
Table	7.5	uses	the	value	from	Step	6	of	the	unit	cost	analysis	to	calculate	

the	overall	benefit	of	the	wheels-out	improvement.	The	steps	in	Table	7.5	
show the complete process of calculating an overall improvement after a 
value for the unit cost has been determined. To calculate the overall 
improvement, the change in the measure—as influenced by the training—
and the sustained impact must be determined.

A monetary value for an improvement measure allows decision makers 
to see the potential contribution of the improvement to the organization’s 
financial	health.	The	annual	savings	of	$1,872,000	shown	in	Table	7.5	can	
be realized when management reallocates technicians’ time to other pro-
ductive tasks such as new construction work, or by reducing overtime, or by 
reducing outsourcing expenses. When a value is developed, many decisions 
can be made with a basis for contribution to the business. Additionally, a 
value allows for the calculation of a return on investment when considering 
funding for a project, developmental initiative, or performance interven-
tion. The next chapter addresses how costs are considered and tabulated for 

Table 7.4 Summary of Unit Cost Analysis at Mountain Media

sTep  iTeM VAlue

Step	1:	Unit	of	service	 Wheels-out	service	calls	at	Mountain	Media		 NA

Step	2:	Number	of	units	 6	wheels-out	service	calls	per	technician	per	day		 NA 
of service in specified  
time period

Step	3:	Direct	costs	 Call	center	rep,	dispatcher,	technician,	supplies	and		 $256.00 
 materials, travel costs

Step 4: Indirect costs Rent; utilities; telephones; a portion of administrative  $328.62 
  and management salaries; a portion of information  

technology costs, HR costs, and other types of  
overhead, such as company liability insurance and  
legal fees

Step	5:	Depreciation	 $20,000	vehicle	with	five-year	life	used	1,300	days		 $15.38

Step 6: Total unit cost Total cost for 6 wheels-out service calls per day $600.00

Cost of one wheels-out service call is $100 ($600 ÷ 6 per day)
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194 The Real Value of TRaining

Table 7.5 Calculating the Overall Improvement

sTep  sTeps AND exAMple

Step 1: Identify the unit of  What unit of measure is the solution influencing? 
measure as described by   Mountain Media example: 
your source.  Wheels-out service calls

Step 2: Determine the change  What is the change in the outcome measure on a per unit,  
in performance as influenced  per day, per week, or per month basis as influenced by the 
by the solution during the  solution during the reporting period? 
reporting period (causal   Mountain Media example: 
influence).  Pretraining: 30 wheels-out dispatches per 100 calls 

  Posttraining: 12 wheels-out dispatches per 100 calls 

   Reduction (improvement) of 18 wheels-out dispatches per 
100 calls 

   18 3	5	(average	500	calls)	5 reduction of 90 wheels-out  
per day

Step 3: Calculate the sustained  What is the sustained improvement of the unit of measure?  
impact of the performance  Note: When an improvement is annualized, it must also be 
improvement. adjusted for the turnover experience of the group being  
 studied.

 Improvement from Step 2 3 sustained impact.

  Mountain Media example: 
   Reduction (improvement) of 90 wheels-out dispatches per 

day 3 260 workdays per year 5 23,400 annual wheels-out 
reduction

   Adjustment for 20% turnover 5 18,720 annual wheels-out 
reduction

Step 4: Partner with the  What is the value of one unit of the measure from a credible 
appropriate source to  source or from Step 6 of the unit cost analysis? 
determine the value of one   Mountain Media example: 
unit of improvement.  One wheels-out dispatch 5 $100 

Step	5:	Calculate	the	total		 The	value	of	one	unit	of	improvement	(Step	4)	multiplied	by 
sustained value of the  the sustained improvement during the reporting period 
improvement. (Step 3) 5 the total sustained value of the improvement. 
  Mountain Media example: 
   $100 value 3 18,720 wheels-out dispatches reduction 5 

$1,872,000
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a program or an intervention. Comparing net monetary benefits to costs 
allows for the calculation of ROI.

caSe STuDy ParT 5:  
TechRead SMarT MeTerIng coMPany

assigning a Monetary Value to business  
outcome Improvements 

Data were collected and analyzed for the training solution, Active Coaching 
for Field Sales Managers. The program’s causal influence on the business 
outcome measures was determined by analyzing the comparison group 
arrangement. The solution was withheld from two comparable regions for 
a three-month period in order to develop the performance conclusions. 
The results were then subjected to further analysis to determine how long 
the business outcome would be sustained.

There were two business drivers that established the need for the train-
ing solution: excessive employee complaints related to lack of coaching and 
a lag in sales. There was disappointment in terms of the business outcome 
analysis when the baseline data for employee complaints were determined 
to be unreliable. Consideration was given to reconstructing the employee 
complaint data, but there were still issues that could not be verified, and it 
was determined that trying to reconstruct them would consume too many 
resources. Therefore, for purposes of the impact study, employee com-
plaints were abandoned as a factor in calculating ROI. This left the sales 
data as the only reliable and feasible business outcome that could be carried 
forward for ROI analysis. 

Following the analysis of causal influence and sustained impact, the por-
tion of the TechRead annual sales revenue that can be attributed to the 
training	is	$11,501,568.	Now	the	question	becomes,	can	the	full	amount	be	
carried forward as the benefits from the training for the ROI calculation? 
As addressed earlier in this chapter, revenue cannot be applied to the ROI 
formula to calculate the training ROI. Only that portion of the revenue that 
represents profit can be used in the ROI calculation. 
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196 The Real Value of TRaining

Determining the Profit Margin from revenue 
The evaluation team contacted the chief financial officer to request the 
profit margin for industrial sales and commercial sales. Profit margin is 
always a percentage of total sales. The CFO confirmed that the margin is 
different for the two customer classifications. The evaluation team felt that 
this should not be a problem because the sales data are segregated by cus-
tomer type. Before providing the profit margin, the CFO requested a meet-
ing with the team to better understand how it would be using the margin in 
the calculation. 

After hearing the evaluation team describe how the data were being 
used to calculate ROI and how the results would be communicated, the 
CFO had good news and bad news. She said that the profit contribution was 
proprietary information that was closely guarded. Competitors could use 
profit information to undermine market and pricing strategies. Only execu-
tives within the C-Suite and those having a need to know could be provided 
with specific profit information. This was deflating news, to be sure. 
However, she was quick to say that she applauded what the team was doing 
and that she could find an acceptable solution. She agreed to have a senior 
financial analyst review the segregated sales data and provide a weighted 
margin that could be used for the total combined revenue from commercial 
and industrial sales. This combined number would disguise the actual mar-
gin for each type of customer, but would be acceptable for determining the 
actual ROI for the coaches’ training solution.
The	financial	analyst	calculated	a	5	percent	profit	margin	to	use	for	total	

combined revenue from both customer types. The calculation of profit mar-
gin is simple now that the margin is known.

•	 $11,501,568	total	revenue	3	0.05	5	$575,078	profit	margin	for	total	
revenue. 

•	 The	 $575,078	 can	 be	 used	 in	 the	 numerator	 of	 the	 formula	 to	
calculate the ROI after the fully loaded costs for the training solution 
are determined. 

The next step is to actually determine the monetary benefits of other 
business outcome measures that were influenced by the training solution. If 
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 Chapter 7 Go/No-Go: Assign a Monetary Value to Business Outcome Data 197

the employee complaints historical data had not been inaccurate, these 
data would also have been used as a benefit. The monetary value of the 
complaint reduction would have needed to be determined. Then this 
amount would have been added to the profit from the revenue, and this 
would have determined the total benefits for the numerator of the ROI 
formula. For example, if we had been able to use the complaint data and 
the total monetary savings from reducing complaints was $100,000, then the 
total	benefits	would	have	been	$675,078	($575,078	+	$100,000).	If	we	had	a	
third business outcome measure with a monetary value, it would also be 
added to the total. This total benefit value would then be carried forward in 
the numerator for the ROI calculation.

The ROI calculation uses only the numbers. It is insensitive to how the 
numbers are derived and the type of measures that go into the calculation. 
The ROI is sensitive only to how the benefits compare to the costs. That is 
why the calculation should never stand alone. The full story of how the val-
ues are determined must be communicated and the quality of the ROI must 
be analyzed and reported.

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



This page intentionally left blank 

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



u u u
Chapter

8
Calculate the Fully Loaded 
Cost of the Solution Design

When analyzing data to calculate ROI, it is important to remember the 
direct relationship between the benefits influenced by a solution and the 
costs of the solution. Because of this relationship, all costs associated with 
researching, designing, developing, delivering, and evaluating the solution 
must be captured. When all costs have been properly captured, a more real-
istic picture of the ROI can be provided. When the costs are understated, 
the ROI will be inflated. Results of any type should never be overstated, 
especially the ROI calculation. Most front-end costs, such as needs assess-
ment and design and development, can be spread over the life of a training 
solution and prorated to each delivery. This allows a fair share of front-end 
costs to be allocated to the program being tracked during an evaluation. As 
illustrated in Figure 8.1 (see page 200), Step 9b addresses the costs that will 
be compared to the benefits when calculating the return on investment.

ConsequenCes of failing to use fully loaded 
Costs in Roi CalCulations 

Fully loaded means including every cost that is associated with the training 
solution being evaluated. Salaries and benefits of participants, meals, lodg-
ing and travel expenses, needs analysis and development costs, evaluation 
costs, and so on are included. As addressed later in this chapter, some costs 
may be prorated, with only a portion assigned to the program that is being 
evaluated. Care should always be taken to ensure that costs are fully loaded 
and calculations are conservative. Since costs are placed in the denominator 
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200 The Real Value of TRaining

of the ROI formula, conservative means more, not less. It means higher, not 
lower. Even though costs are much easier to identify than the value of the 
improvements (benefits), there is still a great deal of room for error.

There may be situations in which a specific cost is not tracked precisely 
and can vary over a range from low to high. When this occurs, the high 
value should be used. There will be situations in which there are questions 
about whether a specific cost item should or should not be included in the 
costs. When in doubt, the cost should be included. As stated by Guiding 
Principle 10, “When comparing net benefits to solution costs to calculate 
ROI, use fully loaded costs.”

guiding Principle 10
When comparing net benefits to solution costs to calculate rOI, use 
fully loaded costs.

Failure to include and report fully loaded costs can have serious conse-
quences for the entire evaluation project. The credibility of the evaluation 
depends on reporting fully loaded costs using a conservative approach. 

Figure 8.1 Phase Three, Step 9b

Phase Three

Analyze Data and Make
Conservative Adjustments*

Step 9b

Calculate
Fully Loaded

Costs

• Direct delivery costs
 ° Expensed for each
  offering delivered
• Nondelivery costs
 ° Prorated over life
  of program

*Analyze and report on the delivery 
of the complete solution design, 
not just the training component.
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 Chapter 8 Calculate the Fully Loaded Cost of the Solution Design 201

Several examples of decisions that damage the credibility of the impact 
study are noted here. 

•	 The	ROI	will	 be	 inflated	when	 the	 costs	 are	understated.	Not	only	
does this distort the picture of the impact of the training solution, but 
it also renders the ROI calculation useless. 

•	 When	observers	conclude	that	the	costs	are	understated,	they	begin	to	
question the credibility of the entire impact study and the evaluator.

•	 During	a	scheduled	meeting	to	present	the	results	of	the	impact	study	
to stakeholders, when someone raises a question about whether one 
or more cost items are included, a debate often follows. This debate 
concerning a cost item will consume valuable time that should be 
used to discuss the business impact of the training solution, lessons 
learned, and next steps. When this is a high-level meeting, the lost 
opportunity may never be regained.

A meeting in the C-Suite is often allocated only 15 or 20 minutes of 
scarce time. Plan to make the most of that time by addressing cost issues 
concisely. There should be no question in anyone’s mind that the costs are 
fully loaded and have been treated conservatively. One objective for the 
meeting should be to take zero time to debate costs so that all of the time 
can be used to discuss important contributions and continuous improve-
ment issues.

Cost guidelines 
Most organizations have policies and guidelines for tracking costs in each 
department. The finance or accounting department sometimes approves 
these guidelines to ensure consistency throughout the organization. While 
these guidelines should be used, keep in mind that they may not lead to 
fully loaded costs of training programs. For example, internal guidelines 
may not include reporting participants’ salaries and benefits when report-
ing the cost of training. Fully loaded cost guidelines are often more strict 
than the guidelines that are typically found in organizations. Table 8.1 (see 
page 202) illustrates the direct relationship between costs and benefits and 
shows the implications when costs are varied.
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202 The Real Value of TRaining

Notice	in	Table	8.1	that	when	the	costs	drop	from	$100,000	to	$60,000,	
the ROI doubles in value. Executives are familiar with this benefits-cost rela-
tionship and will often scrutinize costs closely to ensure that an ROI calcula-
tion is not inflated. While the costs may be reported in summary form in the 
impact study report, it is important to show all the categories so that an 
observer can easily see what has been included. When there are questions 
about departing from a company’s cost guidelines, the ROI context for the 
direct relationship between costs and benefits should be communicated.

avoid imPRoPeR Cost ComPaRisons 
When costs are reported or communicated for reasons other than an ROI 
study, they may not need to be fully loaded as described in this chapter. For 
example, suppose a manager in a division of your company is having com-
munications problems within his team. He wants to have a one-day commu-
nications training program delivered to his team as part of the solution. The 
cost will be charged to his budget. You provide the cost to him using fully 
loaded costs. He replies that he has a brochure from a local university and 
another from a training supplier, each of which quotes a one-day cost that 
is only about half of the cost you are quoting. When providing costs in such 
a situation, always be sure that you do not include fully loaded cost items 
such as participants’ salaries and benefits and travel expenses. When quot-
ing costs for services, be certain that any comparison is apples to apples.

Another type of training cost comparison involves senior executives. 
Senior executives routinely compare the costs of internal training with other 
training data that they may have at their disposal. These comparison data 

Table 8.1 Benefits-Cost Relationship

ROI	calculation	with	costs	at	$100,000	 	 $300,000	–	$100,000		
 ROI 5           5 2 3 100 5 200%
	 	 $100,000

Costs	increased	to	$130,000	with	 	 $300,000	–	$130,000   
benefits the same ROI 5           5	1.3	3 100 5	130%
	 	 $130,000

Costs	decreased	to	$60,000	with	 	 $300,000	–	$60,000   
benefits the same ROI 5           5 4 3 100 5 400%
	 	 $60,000
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 Chapter 8 Calculate the Fully Loaded Cost of the Solution Design 203

may come from industry reports, from a recent seminar that the executive 
attended, or from her executive assistant who somehow acquired the data. 
Executive assistants frequently provide information to their executive for 
budget and cost comparison purposes. Comparison data may include 
assumptions or costs that are not relevant to the comparison that is being 
made. Executives like to have the ability to make comparisons because it 
gives them a basis for developing conclusions and making decisions. The 
following are some of the activity costs that executives use for comparisons.

•	 Percent	 of	 employees	 trained.	 Number	 of	 employees	 trained	 4 total 
company head count.

•	 Cost	per	 employee	 trained. Total training cost 4 number of employees 
trained.

•	 Training	cost	per	hour. Total training cost 4 total training hours.
•	 Training	 cost	 as	 a	 percentage	 of	 total	 expenses. Total training cost 4 

company operation expense.
•	 Total	 training	 investment	 per	 employee. Total training cost 4 total 

company head count.

It can be very useful to make comparisons across government agencies, 
within industries, with other companies on the Fortune 500 list, or on some 
other basis. However, adjustments may need to be made before conclusions 
can be developed. For example, when comparing training costs at Company 
A to those at other companies, there can be significant distortions in the 
comparison	data.	Suppose	Company	A	is	highly	regulated	and	60	percent	
of its training budget is dedicated to compliance programs, while the com-
parison companies are not in a highly regulated industry. The comparison 
may show that the training costs of Company A are significantly higher than 
those of the comparison companies. 

If the basis of a comparison is flawed, then any conclusions it leads to 
are likely to be flawed. The comparison could significantly distort the con-
clusions regarding training cost as a percentage of total expenses and total 
training investment. The reason why the training costs for Company A are 
higher than the average for other companies should be considered before 
acting on any conclusions. An executive who responds properly to the 
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204 The Real Value of TRaining

comparison will ask the training director pointed questions. Sadly, how-
ever, some executives may cut budgets or make other harsh decisions 
without pursuing a discovery process. The moral of this story is, know your 
executives and know how they use data to make decisions. Then adjust 
your communication strategy accordingly. One strategy that can be very 
useful is to report the business contribution of training solutions, so that 
costs are not the only consideration when executives are making decisions 
about training.

tyPiCal Cost CategoRies 
Most cost guidelines will define training costs by categories. This makes the 
costs easier to enter into a tracking system and is convenient for use in 
making management decisions. For example, when staff time and costs 
dedicated to program design and development appear to be out of line, 
training managers can begin a discovery process to determine why and then 
either correct the situation or accept it for what it is. This section briefly 
addresses each cost category typically used in organizations. 

needs analysis Costs 
Costs for needs assessment and analysis are usually the first incurred for a 
training solution. This process begins with the initial meeting with the client 
or sponsor. Of course, sometimes there is no continuation of the assessment 
beyond the initial meeting. Sometimes there is not even a meeting; there is 
just a phone call placing an order for a training program. Whatever the 
process, it has a beginning, and all of the costs incurred after this point 
should be captured. All front-end costs should eventually be allocated 
(spread equally) to all offerings throughout the life of the program. If there 
is only one offering, then all costs will be associated with that offering, 
making the program more expensive on a per participant basis. 

When calculating the cost of needs assessment and analysis, every activ-
ity must be included. Salaries and benefits, travel, materials, printing, use of 
an outside consultant, and all other costs should be included. If an execu-
tive	is	interviewed	for	30	minutes,	the	executive’s	time	and	that	of	the	inter-
viewer must be included in the cost of the needs assessment. Fully loaded 
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 Chapter 8 Calculate the Fully Loaded Cost of the Solution Design 205

means including everything. Think of it this way, when the interviewer takes 
30	minutes	of	the	executive’s	time,	that’s	30	minutes	that	the	executive	can-
not be spending with his team, with a key customer, or in a strategic meet-
ing. Some people say, why count this time? The executive is being paid 
whether or not she is being interviewed. Using that logic, why not just let 
the executive be interviewed by someone for eight hours every day for an 
entire month? I think you get the picture. 

It is important to be able to identify all costs so that the cost of an indi-
vidual offering can be determined. Some organizations charge their train-
ing to operating departments on a per use basis. When all costs are spread 
throughout the life of a program, each succeeding client will see a fair price 
on the chargeback report. Spreading costs across the program’s life will 
eventually result in a program’s paying for itself if it is in demand or if it can 
be marketed to solve other organization problems.

design and development Costs 
Whether a program is to be facilitator-led or an e-learning solution, the cost 
of its design and development is usually significant. The cost of everything 
must	be	accounted	for,	such	as	materials,	DVDs,	video	scripting	and	devel-
opment, graphics, printing, shipping, certification programs that may be 
required of the designers, and any work that is outsourced. Like needs 
assessment costs, design and development costs are usually spread over the 
life of a program and prorated to each offering of that program. Most train-
ing organizations have an account classification system that requires train-
ing costs to be tracked according to the type of work (needs analysis, devel-
opment, delivery, and so on). 

Using an account classification system to track costs serves many useful 
purposes for a training organization. The system can be used to make deci-
sions about allocating staff time to different types of activities. Managers can 
use it to help in determining overall staffing requirements. It can be used 
to allocate funds during the budgeting process. It can be used to allocate 
costs throughout the life of a program so that courses can be priced for 
internal chargeback to clients. It can be used to help determine the fully 
loaded cost of a specific program or project.
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206 The Real Value of TRaining

Some design costs are incurred through the acquisition of packaged 
programs from training suppliers. Some programs may include both acqui-
sition and development costs because a vendor-purchased program is added 
to or modified. Acquisition costs such as those for facilitator materials, train-
the-trainer sessions, licensing agreements for the use of the program, and 
royalties should be spread over the life of a program the same as other 
development costs and allocated to each offering.

delivery Costs 
While less time may be spent on the actual delivery of the solution, it is 
often the most costly activity because of the time spent by participants, 
training	 professionals,	 and	 guest	 speakers.	 Delivery	 costs	 include	 items	
such as salaries and benefits of participants and facilitators, travel and lodg-
ing,	 meals,	 venue	 costs,	 equipment,	 and	 materials.	 Delivery	 costs	 also	
include any planned follow-up activities that will consume the time of the 
training staff, the client, the immediate supervisor of participants, and 
anyone else who may be involved (see the next section, “Considerations 
and Tips about Costs”). 

evaluation Costs 
Evaluation costs such as those for administering smile sheets and testing 
and assessing learning during the delivery may be included as part of deliv-
ery costs, or they may be tracked and included as part of the overall evalua-
tion category. Evaluation costs for follow-up studies can be treated in one of 
two ways, depending on preferences. (1) The follow-up evaluation costs may 
be tracked, spread across the life of the program, and allocated to each 
delivery (like the front-end costs). Since future offerings may benefit from 
the findings of a follow-up evaluation, this may be a likely choice to allocate 
the costs. (2) The follow-up evaluation costs may be assigned to only those 
offerings that are being evaluated. When future offerings will not receive 
much benefit from the evaluation, the choice may be made to keep all the 
costs with the offering being evaluated.

Follow-up evaluation costs include activities such as salaries and benefits 
of evaluators and of those responding to the evaluation, costs of planning 
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 Chapter 8 Calculate the Fully Loaded Cost of the Solution Design 207

the evaluation, the cost of developing and administering questionnaires, 
the cost of collecting data through focus groups or interviews, travel costs, 
analysis costs, costs to develop reports and communicate findings and rec-
ommendations, and costs of follow-up. 

overhead Costs (administrative and general) 
Each department tries to assign costs to its products and services in ways that 
reflect the costs associated with the creation and delivery of a specific prod-
uct or service. However, there are usually some costs that are not associated 
with a specific product or service. These costs are sometimes referred to as 
administrative and general expenses or overhead costs. They represent that 
part of the department budget that is not directly related to a particular 
program. They may include such costs as clerical costs, managers’ salaries, 
office expenses, and fixed costs such as rent and computer costs. 

Overhead costs are sometimes allocated to programs based on a per-
centage of the overall budget. For example, the total cost of a program that 
you are evaluating represents 15 percent of the overall training department 
budget. The training director says that overhead costs for your department 
are	$400,000.	Your	program	gets	a	$60,000	share	of	the	overhead	cost	(15	
percent	of	$400,000).	The	$60,000	can	then	be	spread	across	all	offerings	
of your program, just as the front-end costs are spread and allocated.

Overhead costs may also be spread using other formulas, such as the 
total number of participant days for the budget year. The cost is then allo-
cated as a cost per participant day. So if your evaluation uses 50 participants 
in the sample, the overhead cost per participant is multiplied by 50. In other 
situations, the training director uses a fixed percentage of the overall bud-
get as the cost of overhead. The training director or the staff person who 
develops the budget can provide the amount. It will usually be a very small 
percentage of the total budget.

ConsideRations and tiPs about Costs 
Since not all costs are easily tracked, it often helps to know a few shortcuts. 
When using a shortcut, remember to stay conservative (high is conservative 
when tabulating costs), and be certain that the appropriate costs are cov-
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208 The Real Value of TRaining

ered. This section addresses considerations and offers some tips in a few 
cost areas where there are frequent questions. 

Cost of salaries and benefits 
Whenever the training process or any training activity involves someone’s time, 
this is an expense that must be accounted for when determining the fully 
loaded cost of training. (When an activity and the time consumed occur outside 
of company work hours and the person is not being paid, however, the time 
does not have to be accounted for.) Examples of time that must be accounted 
for include time consumed while participants are in a training program, the 
facilitator’s time, time required for an interview with the CEO to get input on 
expectations, and an employee’s time answering evaluation questions during a 
telephone interview. Whatever the activity, the time must be counted as a cost. 
When the activity is not specifically tracked, the time should be estimated.

When employees’ time is being accounted for, the cost of employee 
benefits must be included so that the costs are fully loaded. This is easily 
done, since the employee benefits factor is always a percentage of salaries. 
The HR department will provide the proper percentage. The current aver-
age	 in	 the	United	States	 is	about	38	percent	of	 salaries.	This	 is	higher	 in	
some countries and lower in others. The benefits factor includes costs paid 
by the company, such as injury-related workers’ compensation costs; short-
term disability costs; company contributions to medical and life insurance, 
social security, and pension funds; and matching contributions to employee 
savings plans. Some states in the United States call these statutory costs.

When calculating salaries to include in the cost of training, the exact 
salary does not need to be used. All jobs have a pay range with a midpoint 
value.	 For	 example,	 the	 midpoint	 for	 a	 manager’s	 job	 may	 be	 $100,000	
annually. The midpoint represents a fully competent manager doing the 
job.	The	low	end	or	entry-level	pay	is	20	percent	less,	or	$80,000.	The	high	
end	is	20	percent	more,	or	$120,000.	In	a	pay-for-performance	system,	the	
high end represents someone who excels. When estimating salary costs, 
using the midpoint value is appropriate, as it will usually overstate the aver-
age	actual	salary	cost.	In	this	example,	with	a	benefits	factor	of	38	percent,	
the	value	to	use	is	$138,000.	HR	can	provide	the	midpoint	value.	When	a	
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 Chapter 8 Calculate the Fully Loaded Cost of the Solution Design 209

specific client is involved in the evaluation study, the client can provide the 
midpoint value. The client can also provide the actual salaries for a group 
without disclosing any individual’s salary.

On occasion, opportunity costs or replacement costs may need to be 
accounted for. For example, accounting for opportunity cost may be neces-
sary when a salesperson attends training and sales may be lost because of 
her absence. The salesperson’s salary and benefits will be included along 
with any opportunity cost. There is no set amount for opportunity cost, as it 
is determined by the client or someone close to the sales situation. Keep in 
mind that not all sales situations will result in lost sales while the salesperson 
is away. In reality, accounting for opportunity costs is not often required.

Replacement costs are defined as paying someone to take the place of 
another employee who is attending a training program. As long as the sal-
ary of the person attending the training is included, the pay for the replace-
ment employee does not need to be included as a training cost. This is justi-
fied because the replacement employee is doing the work (there is no waste 
or lost opportunity). Therefore, the work and customer service are uninter-
rupted. However, if the replacement employee is paid more than the 
employee who is away at training (such as overtime pay), then the differ-
ence in pay (the extra amount) must be captured as a training cost along 
with the salary and benefits of the person who is attending the training.

Cost of Partnering and Companion strategies 
When training solutions include a partnership, the cost of the partnership is 
as much a part of the cost of the training solution as is the development time 
for the content. Some may argue that this is not a cost of the training, since 
the training is requested by a client, and partnering is part of the client’s 
normal duties. To an extent, that is true. The costs that should be included in 
the training are those that extend beyond the routine activities of partnering. 

For example, suppose the training is being delivered to various employee 
groups in the client department. The client agrees to hold special meetings 
with the employees’ supervisors to encourage them to support the employ-
ees as they learn new skills and as they return to the work setting to imple-
ment what they have learned. By creating this agreement, a companion 
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210 The Real Value of TRaining

strategy has been created that is an active part of influencing performance 
results from the training. It is part of the training design. Take it away, and 
the results are likely to be different. The salaries and benefits for the time 
that the client is actively reinforcing the training should be estimated and 
included in the cost of the training, even if it is only an hour or two. The 
meeting time for the supervisors should also be captured as a cost.

When determining which partnering costs to include, the main consid-
eration is, would this client support action happen if we did not ask the client 
to pursue it? If the answer is yes, then it should not be included as a cost 
because it is routine. Furthermore, when the supervisors also agree to the 
companion strategy and carry out their reinforcement role, this should be 
included as part of the training design, and the costs should be captured.

Any companion strategy that requires any resource to allocate time and 
is agreed to by the client or other stakeholders becomes part of the training 
design. Again, the key consideration that differentiates a companion strat-
egy from routine actions by the client or others is, would they have done it 
anyway? If the answer is yes, then it is not a strategy associated with the train-
ing solution and the cost does not need to be included. Remember, it is not 
just about the cost. It’s about getting the solution to work. When it works, 
we should be happy to include it in the cost, as it is part of the reason for 
the success of the solution.

Cost of facilities 
Even when company facilities are used as the venue, the cost of the space 
should be estimated and applied to the cost of the training. If the accounting 
department has a difficult time responding to the request for the cost or says 
that the facility has been fully depreciated, the cost should still be estimated 
and included. Remember, we are comparing the cost to the benefits. We do 
not want to overstate the ROI value. An easy way to estimate the cost of space 
is simply to use what a local hotel would charge for the same space.

Cost of Capital equipment 
Make full use of accounting or financial staff when estimating the cost of 
equipment. In some instances, such as the cost of computers, the cost may 
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 Chapter 8 Calculate the Fully Loaded Cost of the Solution Design 211

already be included in overhead costs. Accountants are eager to help. They 
are always concerned that costs are accounted for in a consistent manner, 
so they will happily provide an answer. 

Cost of e-learning solutions 
Capturing the costs of e-learning programs follows the same pattern as cap-
turing the costs of facilitator-led training. For evaluation purposes, the train-
ing cost must be converted from a per program basis to a per participant 
basis. The e-learning categories may include additional items, such as 
design costs for asynchronous and synchronous systems, information tech-
nology support, computer costs, costs for servers, and help desk costs. 
Because of the extensive use of technology, equipment costs are usually 
higher for e-learning programs than for facilitator-led programs. The 
accounting department will be eager to help in deciding how to spread the 
equipment costs consistent with company guidelines.

CaPtuRing and sPReading Costs  
thRoughout the life CyCle of a PRogRam 

All programs have a life cycle or shelf life. This section addresses how to 
spread the costs throughout the life cycle. Some cost items may be tracked 
by a computerized process, such as the training management system or the 
human resource information system. Other cost items may need to be esti-
mated. When any item in the solution cost is estimated, the estimate should 
always err on the side of overstating the cost item. This helps to ensure a 
conservative ROI value when ROI is calculated. Estimates should be made by 
someone who is aware of the costs associated with the item being estimated. 
For example, travel costs are an expense item for delivery costs. When the 
actual travel costs cannot be easily tracked, a source who is familiar with 
travel costs for training programs should be sought. Generally, this will be 
the person in the training function who coordinates the training budget.

Each year, when the budget is being developed, a specific dollar amount 
is budgeted for travel, meals, and lodging for participants, facilitators, and 
others. A per person and per item amount is used to develop estimates for 
the	 budget.	 For	 example,	 $160	 per	 day	 for	 lodging,	 $0.55	 per	 mile	 for	
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212 The Real Value of TRaining

travel	mileage,	average	travel	distance	of	60	miles	per	training	day,	$60	per	
person per day for meals, and so on. These amounts can be applied to the 
specific number of people who incur travel expenses for the offerings being 
evaluated. After the costs have been determined, they can easily be con-
verted to a per person cost so that it is easy to apply them to e-learning solu-
tions or to any specific program.

To help in understanding how costs are determined and allocated, it is 
best to begin by illustrating a brief scenario. Let’s assume the following sce-
nario for a leadership program that is being evaluated for business outcome 
and ROI.

•	 A	four-day	facilitator-led	program,	Leadership	Today,	will	be	offered	
to a population of 400 managers over a two-year period. Each 
individual offering is time-spaced: two days followed by a two-week 
break,	then	followed	by	the	last	two	days.	During	the	two-week	break,	
participants are engaged in normal work activities but must also work 
on a case assignment for a computer simulation business game.

•	 The	Leadership	Today	program	is	purchased	from	a	training	supplier	
and redesigned by customizing it to focus on the needs of the 
population. 

•	 With	20	participants	per	offering,	the	program	will	be	scheduled	for	
delivery 10 times in 2011 and 10 times in 2012. 

•	 The	delivery	of	 two	offerings,	one	 in	March	2011	and	one	 in	April	
2011, has been selected for the impact study evaluation. The two 
offerings and the 40 participants will be combined for purposes of the 
impact study.

•	 The	 venue	 for	 the	 training	 is	 a	 centrally	 located	 hotel	 conference	
center. Half of the participants must travel from remote locations and 
lodge overnight to participate in the program.

•	 There	 are	 two	 facilitators	 plus	 two	 guest	 speakers	 each	 day	 and	 a	
consultant who facilitates an automated ongoing business simulation 
game.

Two types of costs are considered when completing an impact study. 
Delivery	costs	are	those	costs	and	expenses	that	are	associated	with	the	deliv-
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 Chapter 8 Calculate the Fully Loaded Cost of the Solution Design 213

ery of a specific offering. For the impact study of Leadership Today, the 
costs of the deliveries in March and April will be combined to tabulate the 
total	delivery	costs.	Nondelivery	costs	are	those	costs	that	benefit	all	20	offer-
ings of Leadership Today. These nondelivery costs will be prorated, using 20 
offerings as the basis. The two offerings in the impact study, March and 
April, will be allocated an equal share of the nondelivery costs.

nondelivery Prorated Costs 
All offerings benefit from such activities as needs analysis, design and devel-
opment, and follow-up evaluation. Therefore, when tabulating and report-
ing the costs of a single offering, these costs are prorated over the expected 
life of the program. Each offering then receives a fair allocation of the total 
nondelivery costs. Table 8.2 (see page 214) shows the typical nondelivery cost 
categories using the costs associated with the Leadership Today program. 

When prorating nondelivery costs, the first decision that must be made 
is to determine the life of the program. Many programs today have only a 
two- or three-year life. This decision is a projection, as is the size of the eli-
gible population. The example in Table 8.2 assumes that the life of the 
Leadership Today program is two years. The known population is 400 man-
agers, and the maximum number of participants in one offering is 20. 
Therefore, 20 offerings (400 participants) are applied to determine the 
prorated costs to be allocated to each offering. Sometimes the life of a pro-
gram is considered to extend beyond the needs of the current eligible 
population. Let’s change the example in Table 8.2 to a life of four years to 
account for future turnover and training of replacements in the population. 
Let’s	say	that	Year	3	is	projected	to	have	5	offerings	and	Year	4	will	also	have	
5	 offerings.	 Now	 the	 nondelivery	 costs	 can	 be	 spread	 over	 30	 offerings,	
thereby	reducing	the	individual	cost	of	each	of	the	30	deliveries.

Another possibility to consider when prorating costs is that part of the 
program can be salvaged and merged with a redesign to extend its expected 
life cycle. That is, when a program is dated, additional money can be spent 
to redesign it in order to sustain its effectiveness. Extending a program 
beyond its initial life cycle allows the costs to be spread over a longer period 
of time and a larger population. When this is considered to be a realistic 
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214 The Real Value of TRaining

Table 8.2 Nondelivery	Costs	for	Leadership	Today

Program: LeadershiP	Today Program ExPECTED LiFE: Two	years   

CoST iTEm iTEmizED ToTaL

Front-End analysis   $169,960

Salaries and benefits,  2 analysts 3	$375/day	average	salary	3 
training	staff	 0.39	benefits	factor	3 20 days 5	$20,840	

Salaries	and	benefits,	focus	 $65/hour	average	salary	3	0.39	benefits	factor	3 
groups	and	interviewees		 30	people	3 50 hours 5	$135,520

Mileage,	travel,	and	meals	 $2,200

Office	supplies	 $400

Printing	 $2,700

Outside	services	 $8,300

materials and Supplies  $26,200

Binders	and	brochures	 500	copies	@	$50	5	$26,200

Design and Development  $323,370

Salaries	and	benefits	 Redesign	30-hour	program	using	existing 
	 material.	$375/day	average	salary	3  
	 0.39	benefits	factor	3 40 project  
 days 5	$20,850

Training supplier Purchase of Leadership material 5	$291,900

Mileage,	travel,	and	meals	 $820

Freelance	graphics	 Video,	graphics,	etc.	fee	5	$4,600

Materials	and	printing	 Video	vignettes,	software,	artwork,	etc.	5	$5,200

Evaluation Costs  $133,197

Salaries and benefits,   Training department coordination,  
training staff interviews, etc. One person 3	$375/day	 
 average salary 3	0.39	benefits	factor	3  
 10 project days 5	$5,213

Salaries	and	benefits,	focus	 $63/hour	average	salary	3	0.39	benefits 
groups and interviewees  factor 3	30	people	3 40 hours 5	$105,084

Mileage,	travel,	and	meals	 $2,700

External	consultant	 Strategy,	analysis,	develop	report	=	$19,600

Materials	and	shipping	 $600

overhead/administrative and general Cost  $6,527

 Total Nondelivery Cost* $659,254

* To be prorated among all offerings for the life of the Leadership Today program. 
$659,254	4 20 offerings 5	$32,963	per	offering	($65,926	for	the	two	offerings)
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 Chapter 8 Calculate the Fully Loaded Cost of the Solution Design 215

scenario, it should be accounted for when the decision is made to prorate 
costs. Applying this salvage process to the Leadership Today program, this 
can be done as follows: 

step	1. Estimated life of the program before it has to be redesigned is two 
years.

step	2. Total of all costs that are to be prorated 5	$659,254	(from	Table	
8.2).

step	3. Estimated remaining value of prorated cost at the end of Year 2 5 
$200,000	(approximate	value	of	existing	material	that	can	be	merged	
with new updated material).

step	4. Estimated value to be prorated over the initial life cycle (Step 2 
minus	Step	3)	5	$459,254.

step	5. Estimated number of eligible participants who will benefit from the 
training during the initial two-year life of the program 5 400.

step	6. Cost per participant (Step 4 divided by Step 5) 5	$1,148.
step	7.	Number	of	participants	that	are	in	the	Leadership	Today	impact	

study 5 40.
step	8. Cost allocated to the sample population involved in the Leadership 
Today	impact	study	(Step	6	multiplied	by	Step	7)	5	$45,920.	

The	cost	 in	Step	8	($45,920)	becomes	the	prorated	amount	to	add	to	
the direct delivery cost of the March and April programs for the 40 people 
in the Leadership Today impact study group. Using this salvage method, the 
$45,920	 prorated	 amount	 replaces	 the	 $65,926	 amount	 for	 two	 offerings	
shown in Table 8.2. This captures the total fully loaded cost for the program 
when it is added to the delivery cost of two offerings in March and April. 

direct delivery Costs 
Direct	delivery	costs	are	those	that	are	associated	with	the	delivery	of	a	spe-
cific offering. Therefore, these costs will not be incurred unless a delivery 
takes place. It is acceptable to estimate costs that cannot be easily tracked. 
Table	 8.3	 (see	page	 216)	 shows	 the	direct	 cost	 categories	 using	 the	 costs	
associated with the Leadership Today program. 
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216 The Real Value of TRaining

Table 8.3 Direct	Delivery	Cost	for	Leadership	Today

Program: LeadershiP	Today oFFEriNgS: MarCh–aPriL,	2011,	forTy	ParTiCiPanTs

CoST iTEm iTEmizED ToTaL

Participant Costs  $165,400

Salaries and benefits for  One day added during two-week break for 
four-day program case work. 40 3	$500/day	average	salary	3  
	 0.39	benefits	factor	3 5 days 5	$139,000	

Replacement	costs	 Not	applicable

Opportunity	costs	 Not	applicable

Mileage, travel, and meals 20 participants 3	average	$560	5	$11,200

Lodging 20 3	$190	per	night	3 4 days 5	$15,200

materials and Supplies  $7,520

Workbook	and	handouts	 44	copies	@	$110	5	$4,840

Textbook	 40	copies	@	$37	5	$1,480

Miscellaneous	 $1,200	

Facilitator Costs $37,000

Salaries and benefits 4 3	$375/day	average	salary	3	0.39	benefits	 
 factor 3 8 days 5	$16,680

Mileage, travel, and meals 2 3	$420	5	$840

External consultant Fee including royalty on simulation 5	$16,440

Lodging 2 3	$190	per	night	3 8 days 5	$3,040

Facility Costs  $21,860

Venue	rental	 $900	3 8 days 5	$7,200

Equipment Projectors, screen, charts, etc. 5	$1,900	

Venue	meals	and	breaks	 48	people	3	$30	3 4 days 5	$5,760	

Internet	and	IT	fees	 $7,000

overhead/administrative and general Cost  $2,317

 Direct Delivery Cost—march and april offerings  $234,097

 Nondelivery Cost allocated to march and april offerings* $65,926

 Total Fully Loaded Cost—march and april offerings  $300,023

* Prorated nondelivery costs must be added to total direct delivery cost to arrive at total delivery cost for the 
two	offerings	in	March	and	April.	Nondelivery	costs	of	$659,254	4 20 5	$32,963	per	offering.	$32,963	3 2 
offerings 5	$65,926.
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 Chapter 8 Calculate the Fully Loaded Cost of the Solution Design 217

As	shown	in	Table	8.3,	the	prorated	nondelivery	cost	($65,926)	is	added	
to the direct delivery cost to complete the fully loaded costs. When the sal-
vage method described earlier in Steps 1 through 8 is used to determine the 
prorated	 costs,	 the	 $45,920	 that	 results	 replaces	 the	 $65,926	 nondelivery	
cost allocated to the March and April offerings. Using the salvage method, 
the total fully loaded delivery cost for the March and April offerings 
becomes	$280,017	($234,097	delivery	plus	$45,920	nondelivery).

Case study PaRt 6:  
teChRead smaRt meteRing ComPany

techRead Cost Considerations 
The costs for the two-day Active Coaching program are relatively easy to 
tabulate. The cost that is used for the ROI calculation is the cost of the 
delivery to the three pilot regions, the Southeast, Midwest, and Southwest 
regions (the experimental group). This includes five offerings with 12 sales 
managers	in	each	offering.	There	are	no	costs	for	the	Northeast	Region	and	
the	Northwest	and	West	comparison	regions,	since	the	solution	is	withheld	
from them as a basis for analyzing causal influence. Since this program will 
eventually be offered to sales managers in all regions, the nondelivery costs 
are prorated over the six regions. Figure 8.2 (see page 218) shows the total 
cost for five offerings. 
The	 nondelivery	 costs	 are	 $142,000.	 There	 are	 no	 plans	 to	 offer	 the	

program beyond the six regions during the first year. Therefore, one-half of 
the	amount	($71,000)	is	allocated	to	the	five	offerings	being	evaluated.	This	
short life cycle results in a higher per participant cost.

The cost category “Partnering and Companion Strategies” includes the 
time and travel costs associated with the three regional sales managers’ con-
tribution to the solution. Active management reinforcement is a normal 
part of the regional manager’s job. However, the design of this training solu-
tion required the three regional managers to dedicate additional time to 
supporting and reinforcing the sales managers in applying coaching with 
the sales force. This additional time beyond the norm is part of the training 
design and is included in the cost.
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218 The Real Value of TRaining

The	total	cost	of	the	pilot	for	the	experimental	group	is	$222,093.	This	
is	$3,702	per	participant,	which	is	slightly	higher	than	was	estimated	at	the	
end of the needs analysis. Perhaps the executive vice president will forgive 
the overrun if the performance results show a good-quality ROI. The next 
chapter will answer that question.

Figure 8.2 Active Coaching for Sales Managers—Fully Loaded Costs

Program:

Item and Cost  Total

  Nondelivery Costs: Prorated (spread over 10 offerings for 6 regions)

  Needs analysis. Salaries and benefits, focus groups, interviews, questionnaires,  $17,000 $71,000
  Leadership Sales Effectiveness Committee, materials, travel, etc.

  Design and development. Salaries and benefits designers; travel costs,  $98,000
  graphics, job aids, outside costs, materials, printing, shipping, travel, etc.

  Evaluation. Outside services, salaries and benefits of staff activities, travel,  $27,000
  coordination, analysis, reporting, etc.

  Total Nondelivery Cost (1⁄2 allocated to 5 offerings) $142,000

Delivery Costs: 5 total offerings for 3 regions

  Participant Costs (12 managers each offering � 5 offerings � 60)  $114,332

    Salaries and benefits during 2-day training  60 sales mgrs. $510 avg per day � 
    engagement 0.36 benefits factor � 2 days � $83,232

    Mileage/air travel/meals/lodging Actual travel expenses � $31,100

  Materials and Supplies  $6,880

    Workbook and handbook 60 copies � $108 � $6,480

    Miscellaneous handouts—printing $400

  Facilitator Costs  $13,820

    Salaries and benefits for two facilitators �  2 facilitators � 10 days each plus 
    10 days and executive VP time to begin  EVP opening sessions � $9,340
    each session

    Mileage/travel/meals  2 � $740 � $1,480

    Lodging  2 � $150 per night � 10 days � $3,000

  Partnering and Companion Strategies  $12,726

    Salaries and benefits and travel costs for 3 regional  sales managers (RSM)  $7,896
    pretraining meeting with sales managers and RSM meeting with sales
    managers during the 3-month period following the training delivery.

    Mileage/travel/meals/lodging  3 � $1,610 average expense � $4,830

Overhead/Administrative and General Costs  $3,335

 Fully Loaded Cost—5 Offerings for 3 Regions $222,093
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Chapter

9
Calculating the Return  

on Investment and Assessing 
the Quality of ROI

The preceding chapters have addressed the details of how to proceed sys-
tematically to plan and implement a postprogram ROI impact study. The 
results are in, the necessary adjustments have been made, the costs have 
been tabulated, and one or more business outcome measures have had a 
monetary value assigned. When the systematic measurement and ROI pro-
cess has been followed, and when the training solution is effective and 
execution has occurred as expected, a chain of evidence will have been 
established that links learning to execution and execution to business 
impact. Now the ROI can be calculated and the quality of the ROI can be 
determined for inclusion in the study. As illustrated in Figure 9.1 (see page 
220), Step 9c continues the analysis by addressing the ROI calculation and 
shows how to apply a tool to analyze the quality of the ROI.

The Before and afTer roI 
There are two approaches to calculating ROI. (1) The preprogram approach 
is used to forecast the ROI before the solution is delivered or at the time of 
delivery. Forecasting ROI allows adjustments to be made in the design or 
the cost before the training solution is rolled out to a larger population. (2) 
The postprogram approach is used to conduct an ROI impact study after 
the solution is delivered to analyze the actual data and determine whether 
the expected results were achieved. 

219
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220 The Real Value of TRaining

Preprogram roI 
Properly done, a preprogram ROI forecast can avoid unnecessary costs and 
lead to greater focus on achieving the expected business outcome. Forecasting 
can play a significant role in keeping training solutions aligned with the busi-
ness. This forward-looking approach also helps when consulting with clients 
on the necessity and value of their support role in achieving the expected 
results. The final chapter in this book, “Opportunity Forecasting,” addresses 
how to forecast results and ROI.

Postprogram roI 
Postprogram ROI should be calculated following the delivery of some (not 
all) training solutions in order to learn about the relationships between 
solutions and performance and the contribution of soft benefits to the busi-
ness bottom line. The criteria used to determine candidates for postpro-
gram ROI studies were addressed in Table 2.3 of Chapter 2 (high cost, 
high-visibility programs, and so on). By conducting a postprogram ROI cal-
culation on a small sample of training solutions, lessons are learned about 

Figure 9.1 Phase Three, Step 9c

Phase Three

Analyze Data and Make
Conservative Adjustments*

Step 9c

Calculate ROI
and Conduct 
ROI Quality

Analysis

Net Benefits
Cost

• ROI
• Quality of the ROI

*Analyze and report on the delivery 
of the complete solution design, 
not just the training component.
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which designs work best, and these lessons can be applied across the board. 
Postprogram studies also provide keen insights into how to do a better job 
of forecasting results and ROI.

BenefITs of CalCulaTIng a PosTProgram roI 
Some critics of postprogram ROI evaluations say that they are a waste of 
time. Some argue that training is funded for reasons that have nothing to 
do with a return on investment. Others argue that ROI has gone the way of 
Frederick Taylor’s scientific management and the industrial age, as the per-
formance of today’s knowledge workers cannot be measured in tangible 
ways. These ROI critics are right when they say that intangibles add value in 
their own right. But while ROI cannot stand alone as a success measure, 
neither can intangibles. We must apply both in order to know more about 
how to influence performance and align it with the business. Postprogram 
evaluation is about discovery and learning, not about justification.

When a monetary value can be associated with an intangible benefit, 
this introduces a new level of conversation and brings more knowledge and 
context to the discussion. Even when a monetary value cannot be agreed 
upon, the discussion alone generates greater understanding of the measure 
and its relationship to performance and business contribution. Table 9.1 
(see page 222) provides a contrasting view to the reasoning of some critics 
who say that ROI has no place in the training process.

Both tangible and intangible measures are necessary in order to optimize 
knowledge about what sustains and moves the business. Many critics are view-
ing ROI in an improper context. Here is the picture that many critics may be 
missing. ROI is not just about determining the payback from a training invest-
ment. ROI is about asking tough questions so that a rich dialogue can uncov-
er how training solutions can best benefit the business. It is not the ROI that 
is so important. It is the discussion that leads to questioning the value of any 
solution. ROI is about viewing training investments in a different way to 
encourage a rich dialogue and determine what is best for the business.

Recall that Chapter 7 addressed soft measures and hard measures. The 
hard measure benefits of increased output, improved quality, improved time 
utilization, and reduced costs are relatively easier to link to the bottom line 
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222 The Real Value of TRaining

Table 9.1 The Necessity for Training ROI

The CRITICs VIew ROI As  
UnneCessARy BeCAUse COnTRAsTIng VIew And COmmenT

Executive management has  • This is true of some executives, but certainly not all of them 
not bought into the concept   feel that way. It is also true that a new executive who demands  
of training ROI.   to know the tangible value of expenditures can be in place 

Monday morning.
 •  Sponsors need to be educated on any process or activity in 

order to support it. Training managers should educate  
executives about training ROI.

ROI does not measure the • The ROI process approaches soft measures in two ways.  
worth of soft benefits.   (1) It places a monetary value on soft benefits when such a 

value is credible and when it is required. (2) When stake-
holders do not require a value, or when a value would not be 
credible, a soft benefit is reported as an intangible.

 •  There is an opportunity to learn something new about a soft 
measure each time a value is assigned to it or when a deep 
discussion about its possible value occurs. 

ROI is nothing more than a  • ROI is not a restatement; rather, it is added information that 
restatement of the business   introduces a different context and added conversation about 
outcome results.  the relative value of the business outcome.

The accounting world views  • The stark visibility of costs along with the absence of 
training as an expense, not   information communicating the equivalent value of training 
an investment.  is an untenable position.
 •  With an understanding of the level of monetary benefits 

required to offset training costs, better decisions can be 
made throughout the training process, with an overall contri-
bution of reducing training waste. 

Executives have little interest  • It is the larger (more expensive) training solutions that are 
in the ROI from training   candidates for ROI studies. 
expenditures because training  • Expensive training investments take away the opportunity for 
is generally less than 3 percent   other investments or for more training for more people at a 
of the overall payroll expense.   lesser cost. When the larger expenditures do not bring value 

beyond their cost (ROI), they suboptimize the availability of 
essential training in the organization. It is like taking from 
the poor to feed the rich.

 •  Calculating ROI requires a close examination of the cost  
of training solutions and places an emphasis on making 
adjustments to increase the focus of linking training to  
the business.
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and easier to quantify than the soft benefits. However, it is the improvement 
in the soft measures that drives the hard measures toward improvement. 
Conversely, the soft measures can act in ways that create deficiencies in the 
hard measures. The more we evaluate, discover, and create dialogue about 
the power of an intangible (a soft benefit) to affect the business, the more 
we learn about solutions, performance, measures, and the business. This is a 
key reason why this book emphasizes that ROI and other measures should 
be addressed up front, before solutions are rolled out. This book is about 
how to create effective solutions, not just about how to calculate ROI.

CalCulaTIng The roI 
After the program benefits have been determined and the fully loaded costs 
have been tabulated, the ROI calculation is easy to accomplish. The formula 
is shown here. 

 net solution benefits  ROI (%) 5              3 100
 fully loaded costs of solution

Since ROI represents a net number, the calculation demonstrates that 
the costs have been recovered, with anything left over being expressed as a 
return on the investment. A ROI of 100 percent means that the benefits are 
100 times more than the investment (the cost of the solution). The follow-
ing is an example of a calculation using the ROI formula.

A one-day training program, “High Stakes Negotiations,” with a fully 
loaded cost of $150,000 was delivered to 20 purchasing agents in the pur-
chasing department of a Fortune 500 company. The performance results of 
the program were tracked by conducting a four-month impact study. The 
objective of the program was to achieve deeper cost discounts of at least  
15 percent above the value of existing discounts on contracts and bulk-
purchased items. After adjustments for causal influence and sustained 
impact, the analysis developed a total benefit of $690,000. As shown here, 
the ROI was calculated at 360 percent: 

 $540,000 [$690,000 – $150,000]  
ROI 5                5 3.6 3 100 5 360%
 $150,000
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224 The Real Value of TRaining

Net benefits are calculated in the numerator by subtracting the cost of 
$150,000 from the total benefits of $690,000. The “net benefits” of $540,000 
take into account the costs of the negotiations program ($150,000). When 
the net benefit is above zero, this means that the program has been paid for. 
The net benefit of $540,000 in the example is significantly above zero. It is 
a 360 percent return on the fully loaded cost of the intervention. Think of 
it this way: it is not possible to achieve an ROI on an intervention without 
first recovering the costs. When communicating the ROI, it is important to 
confirm that others understand that the ROI is a net number. People often 
incorrectly assume that a ROI of 100 percent is breakeven. Zero is the 
breakeven point.

analyzIng The QualITy of The roI  
To dIsCover The TruTh 

ROI evaluation is controversial for many reasons. Some people simply feel 
that it is not appropriate for training programs. Some see how it can be 
misused, so they do not trust it. Others do not understand it, so they choose 
to oppose it. Some are afraid of it. All of these reasons for avoiding the use 
of ROI need to be addressed so that the training profession can benefit 
from the proper use of ROI. This section is aimed at clearing up the confu-
sion by demonstrating a way to analyze the quality of the ROI. By analyzing 
the quality of any ROI calculation, the true performance influenced by the 
solution can be communicated while keeping ROI in the proper context. 
That is why Guiding Principle 11, states, “Always accompany ROI calcula-
tions with an ROI quality analysis.”

guiding Principle 11
always accompany rOI calculations with an rOI quality analysis 

The misleading nature of roI—It may not Be  
What It appears to Be 

Maybe you’ve read case studies or articles, visited blogs, or listened to the 
overtures of vendors selling the ROI of training programs or software inter-

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



 Chapter 9 Calculating the Return on Investment and Assessing the Quality of ROI 225

ventions. Many claim an ROI ranging from 100 percent to 3,000 percent, or 
even more. These results are certainly possible. Even so, many of these 
claims fall into the category of incredible or unbelievable. The truth is, 
unless we can examine how an ROI is derived, there is no way of knowing 
whether it is snake oil analysis or whether it represents a truly magnificent 
result. Let’s examine a couple of scenarios to demonstrate just a few ways in 
which ROI is being misapplied today.

scenario A A multinational electronics company delivers a supervisor train-
ing program in Asia several times a year. The program includes modules 
such as negotiation skills, team problem solving, communication strategies, 
goal setting, and employee engagement. The program gets good reviews; 
however, it has never been evaluated beyond smile sheets returned at the 
end of the sessions. Senior management has communicated its desire for 
a more results-centered program, and it wants the training department to 
track one class offering of the redesigned program to determine the busi-
ness results and the ROI. 

The training department redesigned part of the program and included 
an action planning process. This process gives the program more of a 
results focus and also serves as a ROI evaluation instrument. The action 
planning process requires each participant to create a performance objec-
tive, with the idea that the learning from the program will contribute to 
achievement of the objective. Action steps are created during the training, 
and the plan is to be implemented in the work setting following the train-
ing. The training department randomly selected a class of 30 participants to 
track the results and calculate the ROI. The participants in this class were 
instructed to return their completed action plans four months following the 
training. The impact questions on the results section of the action plan fol-
low the same pattern as the first seven questions of Figure 4.5 in Chapter 4, 
“Twelve Key Focus Areas to Collect Business Outcome and ROI Data.” Of 
the 30 participants, 25 completed and returned the action plans. The fol-
lowing results were determined during analysis. 

• Most of the 25 respondents had favorable comments about the 
program.
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226 The Real Value of TRaining

• Only 11 of the 25 respondents actually implemented the key learning 
and performance elements of the program following the training. 
(That’s actually 11 of 30, including the 5 who did not respond.)

• Of the 11 who implemented the program, 4 provided a business 
outcome improvement on their completed action plan.

• Of the 4 who provided a business outcome improvement, only 3 
provided a credible monetary value for the improvement. Each of the 
3 people linked the improvement to the training, identified the 
causal influence percentage, and gave sufficient information to 
determine the sustained improvement. The monetary benefits 
achieved by these 3 participants are listed in Figure 9.2.

The fully loaded cost of the training for the 30 participants was $105,000. 
The resulting ROI of the supervisor program was 55 percent, as shown 
here. 

 $162,720 – $105,000  
ROI 5          5 0.55 3 100 5 55%
 $105,000

What’s wrong with this picture? The ROI of 55 percent is well above 
zero. However, the ROI is only a small object in the landscape of the big 
picture. The ROI is a result of the efforts of only 3 participants out of 30. 
The worst part of this picture is that only 11 of the 30 participants actually 
implemented the key learning and performance elements of the program 
after the training. This lack of transfer to the work setting is enough to label 
this a low-quality ROI. It is labeled a low-quality ROI because it would be 
deceiving to allow the 55 percent to represent this program. Many observers 
who see an ROI of 55 percent will conclude that the supervisor training 
program is a good investment.

How can this program be a good investment when 19 out of 30 partici-
pants did not execute the skills in the work setting? It is a bad investment, 
even though the ROI is positive. This is one example of how an ROI calcula-
tion can be deceiving. It is fortunate that 3 participants were able to get 
results that contributed enough benefits ($162,720) to overcome the costs. 
But the ROI is never the results.
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    Percent   Total 
   Monetary Value  Influenced by  Sustained Ending Value 
Respondent The Improvement of One Unit Improvement the Solution  Improvement (Benefit)

Person 1 Reduced monthly errors  Error on one typical  60%  $61,200  $61,200
 on customer orders  order cost company  $5,100 ($5,100 � 12) 
 from 30 per 100  orders $340. 25 errors � 340 (8,500 � 0.6) Recurring impact, 
 to 5 per 100. � monthly value of $8,500  annualized    

Person 2 Improved productivity by  Value is hourly wage and  70%  $65,520 $65,520
 reducing wasted time by  benefits. One hour is $40.  $1,260  (1,260 � 52 weeks)
 my team. Improvement  40 � 3 hours saved � $120 (1,800 � 0.7) Recurring impact, 
 from average of 5 hours  120 � 15 members �  annualized
 per week wasted by each   $1,800 per week.
 team member to 2 hours 
 wasted by each member.

Person 3 Negotiated reduced cost  $90,000 cost savings 40% $36,000 $36,000
 of office furniture on    $36,000  One-time savings
 one-time shipment.   (90,000 � 0.4)

Total monetary benefits attributed to delivery of the supervisor training   $162,720

Figure 9.2 Scenario A—Synopsis of Monetary Benefits
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The ROI should be shown as 55 percent.* The asterisk should state: 
“*This is a low-quality ROI because only 37 percent of the participants 
actually implemented the skills from the program. It is not advisable to 
deliver this program again without first addressing the problems that led 
to only 11 of 30 participants implementing the skills. The 55 percent ROI 
is deceiving.”

scenario B AmeriTrust Bank is one of the largest banks serving the United 
States. Because of employee turnover, growth, and new acquisitions during 
the past two years, the training department has been delivering the two-
day training program to bring new employees on board in the corporate 
headquarters with a facilitator and guest speakers from key functional de-
partments. A key element of the training is a six-hour module on delivering 
customer service the AmeriTrust way. This module is highly participative, 
and participants complete it with the expectation that they will be able to 
address most customer service situations when they take up their job assign-
ment following the training.

The fully loaded cost for a typical class of 30 participants is $35,700 
($1,190 per participant). This includes travel and lodging, which are usu-
ally required for at least half of the attendees who travel from remote 
regions. The program is offered an average of 30 times a year, resulting in 
900 graduates at a yearly cost of $1,071,000 (900 3 $1,190). 

At the request of senior management, the program has been redesigned 
to use an e-learning format to save money. The e-learning program was 
piloted with 60 participants. Based on cost savings and positive smile sheet 
feedback from the e-learning pilot, it replaced the facilitator-led version. 
The fully loaded cost of delivering the e-learning program to 60 pilot par-
ticipants is $42,000 ($700 per participant). This includes the cost of the 
technology and all other necessary costs. The annual cost of the e-learning 
for 900 participants is $630,000 (900 3 $700). This is an annual net savings 
of $441,000 ($1,071,000 for the facilitator-led program minus $630,000 for 
e-learning). Since the $441,000 is a net cost savings, it becomes the net ben-
efit in the numerator of the ROI formula. The ROI of the e-learning pro-
gram is 70 percent, as shown here.
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 Chapter 9 Calculating the Return on Investment and Assessing the Quality of ROI 229

 $441,000 e-learning net savings  
ROI 5                 5 0.7 3 100 5 70%
 $630,000 cost of e-learning

This is certainly a cost savings. However, there is a major problem. This 
program has not been evaluated for business impact. There is nothing rep-
resenting an impact on the business outcome in the numerator. There are 
no data suggesting that what was learned was even implemented in the work 
setting. Yes, it is true that money was saved. But this savings is an activity 
input measure. It is delivering the training at a lower cost. The only way a 
cost savings can be used as a benefit to calculate ROI is when the savings is 
related to the improvement of a product, service, or process that is directly 
associated with the mainline purpose of the business. 

ROI is calculated on business outcome results, not activity. The percent-
age calculated in Scenario B is not an ROI unless you are a vendor who owns 
the e-learning program and you retain a percentage of the sales as profit. It 
is not an ROI for the client unless there is a known business outcome after 
the program is delivered that exceeds the cost of development and delivery. 
The $441,000 could represent savings on the cost of a training program that 
is getting no result at all. We don’t know because there has been no attempt 
to evaluate the results. Unfortunately, many consultants and vendors use sav-
ings in training inputs to calculate ROI. This type of calculation gives ROI a 
bad name. It is one of the ways in which ROI is being misrepresented.

The ROI calculation alone is not reliable because of the uncertainty as 
to how the analyst or researcher may develop the ROI. That is why the ROI 
quality analysis is necessary. The ROI quality analysis serves as a guide to 
uncover the flaws in the development of any ROI calculation. The next sec-
tion addresses the seven key categories of variables, discusses why the ROI 
quality analysis is needed and how this analysis works, and provides a tool 
for application.

seven Key Categories of variables 
There are seven key categories of input variables that influence the quality 
of any impact study based on the way evaluation decisions apply or ignore 
these variables during a study. As these seven categories of ROI input vari-
ables are reviewed, it becomes apparent that there is also a range of vari-
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230 The Real Value of TRaining

ables or dimensions within each category. The rigor with which each input 
variable is applied during an impact study drives the conclusions about 
execution, business outcomes, and the ROI that is ultimately developed. 
Each variable is capable of influencing a wide range of analysis decisions 
that will have a direct bearing on the quality and magnitude of the busi-
ness outcome findings and the ROI. The variables are briefly described as 
follows.

Input variable 1, performance readiness (Step 4 of Stone’s Measurement and 
ROI Process). The magnitude and quality of the ROI are influenced 
by the performance readiness of the population that is expected to 
achieve a specific performance result. The success of the solution 
design in enabling the readiness of the population is the first indicator 
of success in the chain of evidence. Readiness occurs before, during, 
and after a solution engagement when any preparation or action 
enables the performers to be “ready to perform” in the work setting. 
Such actions include communication about expectations, performance 
incentives, active management reinforcement from the immediate 
supervisor, knowledge or skills acquisition (learning solution), 
addressing ineffective habits, and process changes, among others. 
Evaluation evidence indicating why the readiness and performance 
gap existed and how specific readiness actions (the solution design) 
were successfully implemented to close the performance gap should 
be present. A weak solution or a solution that does not address the 
specific needs of a population is not likely to improve business 
measures or achieve a ROI.

Input variable 2, execution in the work setting (Step 5 of Stone’s Measurement 
and ROI Process). The percentage of the sampled population that 
successfully executes the solution in the work setting will have a 
significant bearing on the business outcome results, and consequently 
on the ROI. The quality of this variable depends on several key factors, 
such as
• How the evaluation determines that execution in the work setting 

occurred. For example, an objective observer verifying how people 
are performing in the work setting is a higher-quality evaluation 
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than a questionnaire requiring participants to self-report on their 
own performance.

• The percentage of participants that actually apply the solution. For 
example, when a higher percentage of participants apply the 
knowledge and skills to move a business measure, the magnitude of 
the business outcome is likely to be greater.

• The circumstance of some participants being in a position to achieve 
greater results. For example, two or three participants may be 
uniquely positioned in the business setting to have a greater 
influence on moving a business measure than all of the other 
participants combined.

Input variable 3, business outcome (Step 5 of Stone’s Measurement and ROI 
Process). To determine business outcome, the evaluation must use 
some method and source to determine how the business measures 
have changed following the delivery of the training solution. The type 
of business measure and how the evaluation decision regarding a 
change in business measures is made has a direct impact on the 
magnitude and quality of the ROI. For example, business outcome 
results collected from the business records may be more credible than 
someone reporting on his own improvements in business measures. 
Also, comparing the pre- and posttraining status of a business measure 
is more appropriate and accurate than simply reporting the 
posttraining status of a measure that meets a standard and is claimed 
as an improvement.

Input variable 4, causal influences (Step 6 of Stone’s Measurement and ROI 
Process). The evaluation must account for the possibility that a 
business measure may improve for reasons that are unrelated to the 
training solution design. How the evaluation decision regarding the 
extent to which the business outcome improvements are influenced by 
the solution design is made can lead to significant swings in the 
conclusions drawn from the evaluation. Inappropriate application of 
the causal influence evaluation step can yield a wide range of 
conclusions, which in turn can influence a broad range of business 
outcome improvements. This can cause significant swings in the results 
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232 The Real Value of TRaining

and the magnitude of the ROI. For example, claiming undue credit 
for the solution’s causal influence will seriously inflate the ROI.

Input variable 5, sustained impact (Step 7 of Stone’s Measurement and ROI 
Process). The evaluation must account for the length of time that the 
business outcome results will be sustained. How and whether this 
adjustment is made during the evaluation will lead to a wide range of 
conclusions. This, in turn, will cause significant swings in the 
magnitude of a business outcome improvement, and consequently in 
the quality and magnitude of the ROI. For example, annualizing a 
result that in reality is sustained for only three months will quadruple 
the outcome. Even honest errors in the sustained impact calculation 
can seriously inflate the ROI. Disregarding an adjustment for employee 
turnover when the results are annualized will also overstate the ROI.

Input variable 6, assignment of monetary value (Step 9a of Stone’s Measurement 
and ROI Process). The monetary value assigned to a business outcome 
improvement can cause a significant swing in the magnitude of the 
benefits in the numerator of the ROI formula. Assigning a liberal or 
unwarranted monetary value will seriously inflate the ROI. How the 
evaluation decision to assign a monetary value to the improvement in 
business outcome measures is made is a key input that must be credible. 
Using a known value from the organization’s management or carefully 
deriving a value from a set of facts and parameters is more credible than 
estimating a value with no basis for the estimate. 

Input variable 7, cost of the solution included in the ROI calculation (Step 9b of 
Stone’s Measurement and ROI Process). The magnitude of an ROI 
calculation is influenced greatly by what is or is not included in the 
cost of the solution. Since the ROI will be overstated when the costs 
are understated, anything short of fully loaded cost is unacceptable. 

The seven categories of variables form the basis of the ROI quality 
analysis tool. They reflect the philosophy, principles, and systematic meth-
odology of Stone’s Measurement and ROI Process. It is important to realize 
that the ROI calculation is nothing but an expression of the relationship 
between benefits and costs. It is not the ROI, but what’s underneath it that 
should occupy our inquiring minds.
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roI Quality analysis Tool 
The 12 guiding principles help in applying standards consistently when col-
lecting, analyzing, and reporting impact data. The ROI quality analysis 
(RQA) tool keeps the analysis conservative, rigorous, and honest. The RQA 
tool is a job aid that can be used beneficially in four primary ways. Table 9.2 
(see page 234) shows the four primary applications of the RQA tool.

As Table 9.2 indicates, the ROI quality analysis is flexible and versatile. 
The general idea in using the RQA tool is twofold: (1) to ensure that an 
evaluation study is rigorous, follows prescribed standards, and uncovers the 
truth about the contribution of a specific solution, and (2) to ensure that the 
evaluation study will withstand the acid test of executive scrutiny. Executives 
see a lot of information in the span of a typical workweek. They can be 
uncanny in their ability to glance at a specific page in a report and raise a red 
flag by asking a pointed question. While executives may not often dig into 
the details of a study to establish its credibility, they frequently give reports 
to their staff members or an executive assistant to analyze and comment on 
the validity of the findings and conclusions. Executives do have their meth-
ods of expediting conclusions and decisions. Figure 9.3 (see pages 236–237) 
shows the RQA tool and gives instructions on how to use it.

As indicated in the instructions in Figure 9.3, to do the analysis, it is pref-
erable that you partner with someone who is informed about the specific 
training solution and the performance situation. The raters may choose to 
weight each of the categories based on (1) how a weakness in any evaluation 
category affects the business outcome and ROI as the raters view the facts 
and assumptions in an evaluation report, or (2) the raters’ overall view of the 
analysis in all seven categories.

The dialogue should weigh heavily on the final overall rating. The 
numerical score is simply a starting point for dialogue. As an example, in 
Figure 9.3, see Category 2, “execution in the work setting.” Item c asks about 
the success of the participants in the study as they apply what they learned. 
It is best to work with the clients or sponsors of the learning program up 
front to answer the question, what percentage of the sample population is 
expected to apply the training solution successfully in the work setting? 
Then, when the RQA is applied, there is a basis for determining whether 
the information revealed by the impact study meets expectations. 
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234 The Real Value of TRaining

The expectations for applying learning on the job can vary significantly 
based on the situation. For example, suppose a leadership program for 
managers is to be evaluated. There are 20 participants in the program being 
evaluated. Of these participants, 5 are not in management positions and do 

Table 9.2 Four Primary Uses of the ROI Quality Analysis Tool

PRImARy APPlICATIOn  hOw The RQA Is Used 

1. At the beginning of and  The RQA can be used in planning and implementing an impact 
 throughout an impact  study for a specific training solution. It is used to guide evaluation 
 study  decisions throughout the study as a check and balance to ensure 

that the measurement and ROI process is properly applied. Used 
in this fashion, the tool serves as a quality control template for the 
evaluation study. At the end of the analysis, there should be a high 
degree of confidence that the evaluation process has been applied 
properly. 

   The RQA serves to uncover the strengths and weaknesses of the 
training solution and to keep the evaluation analysis realistic. It 
also rates the quality of the ROI in terms that can be understood 
beyond a simple number. 

   When used during or at the end of a training program’s develop-
ment, the tool can uncover design flaws that, when corrected, can 
improve the program’s probability of success.

2. At the end of an impact  Occasionally, a completed evaluation must be reviewed in  
 study   retrospect. The situation or the timing may require a retrospective 

analysis of a study that has been completed or is in the process of 
concluding. The RQA tool can be used to conduct a quality check 
and either make adjustments to the study (when practical) or 
point out the flaws and make revisions in the analysis to develop a 
more credible set of findings and conclusions.

   The idea is to ensure that the study is credible, and if not, to make 
on-the-spot changes whenever practical and communicate the 
quality of the study and the ROI.

3. When inquiring about  The RQA tool can be used with any training or HR program that a 
 a claim of an ROI on a  vendor promotes as achieving an ROI. In this situation, it can be 
 specific program   used as a guide to ask pointed questions that will differentiate  

reality from sales buzz. If the questions in the seven categories 
cannot be answered satisfactorily, the ROI may be exposed as a 
low-quality ROI and a failed sales gimmick.

4. As a constructive review  The tool can be used as a constructive critique to analyze the 
 of a study conducted by  quality of a study done by someone else. This can be done to make 
 someone else  corrections and upgrade the quality of the study before it is  

presented to key stakeholders.
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 Chapter 9 Calculating the Return on Investment and Assessing the Quality of ROI 235

not serve in any leadership capacity. They are people with high potential 
who are expected to be promoted at some unknown future date. This is not 
an ideal situation, but it is very realistic, since this scenario occurs often. 
Assuming that very little of the program content applies to these five par-
ticipants, it cannot be reasonably expected that they will immediately apply 
what they learned in ways that will benefit the organization. So an up-front 
estimate for expected application in the work setting might be no greater 
than 75 percent. This is just one of many types of issues that might result in 
an expectation of less than 100 percent for item 2c of the analysis tool.

Item 2c of the ROI quality analysis tool is also in a category that in many 
instances could weigh much more heavily than the other six categories 
when deciding on the quality of the impact study and the ROI. An example 
of this is shown early in this chapter in Scenario A, when only 11 of 30 par-
ticipants applied what they learned. 

The RQA tool should rely heavily on dialogue to arrive at the final rat-
ing score shown at the bottom of the tool: definitely poor quality, substan-
dard quality, questionable quality, good quality, or definitely high quality. 
The 1–10 numerical scale is simply a starting point to begin the dialogue on 
why an item is being rated at a particular value. When we are involved in 
deep discussion, we learn something of merit. Discussing only the number 
is of no interest, as it leads nowhere and discovers nothing.

dealIng WITh a negaTIve roI 
One reason that some training directors do not sponsor ROI evaluation 
studies is that they are concerned that the result may be a negative ROI. 
They are uncertain how the company’s executives would accept this. 
Executives know firsthand that processes do not always work the way they 
should. They are confronted with this issue daily. When this happens, they 
have two significant questions: why did the training solution fail to achieve 
our expectations, and what actions are being taken to correct the situation 
so that our expectations are met? The challenge now turns to continuous 
improvement of the training and performance process.

When an ROI study is implemented correctly, an overreaction to a 
negative ROI can be avoided by implementing the strategy outlined on 
page 238. 
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236 Figure 9.3 ROI Quality Analysis Tool

Copyright © 2008 Ron Drew Stone. All rights reserved.

h. What percentage of the improvement of each business outcome 
 measure was influenced by the delivery of the complete solution  
 design? What other factors influenced these improvements?
i. Were the methods/sources that were used to analyze the 
 solution’s influence on each business outcome measure credible?
j. What timeline was used to analyze the influence on each 
 business outcome measure? Is the timeline realistic?

Partner with one or more informed persons (client, training manager, coworker, etc.) and use this tool to discuss and rate a specific ROI. This tool is a 
seven-point acid test used to analyze the quality of the ROI and communicate it to stakeholders along with the ROI. After careful consideration and 
discussion, use the 1–10 scale below to rate the acceptability of each item by filling in one circle. Document the collective reasoning for each rating.

1–2 Definitely unacceptable 3–4 Probably unacceptable 5–6 Borderline 7–8 Probably acceptable 9–10 Definitely acceptable

Name of the Solution: Rating
 Item Questions Notes 1  2  3  4  5  6  7  8  9  10
1. Performance 
 Readiness

2. Execution in 
 the Work 
 Setting

3. Business
 Outcome

4. Causal Influences 
 (what caused the 
 change?)

a.  How was the decision made as to what the readiness gap was 
 and why it existed? (Readiness gaps such as knowledge, skill, 
 confidence, habits, active management reinforcement, etc.)
b.  What is the evidence that the readiness gap (learning or other) 
 was closed with the study population, and what methods 
 were used to determine this?
c.  What percentage of the sample population successfully applied 
 the solution in the work setting as expected (closed the 
 performance gap as expected)?
 Percent expected to apply____% Percent actually applied ____%
 Were credible methods and sources used to verify application?
d.  What companion strategies or elements were included in 
 the solution design to reinforce execution in the work setting?
e.  What were the successes and disappointments? Which elements 
 of the solution design worked effectively? Which did not work 
 effectively, and why?

f.  What specific business measures improved, and by how much? 
 Was the change in the measure compared to a baseline level?
g.  Were credible methods and sources used to determine the 
 business outcome improvement?
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Figure 9.3 ROI Quality Analysis Tool (continued)

Copyright © 2008 Ron Drew Stone. All rights reserved.

1–2 Definitely unacceptable 3–4 Probably unacceptable 5–6 Borderline 7–8 Probably acceptable 9–10 Definitely acceptable

Name of the Solution: Rating
 Item Questions Notes 1  2  3  4  5  6  7  8  9  10
5. Sustained impact

6. Assignment of 
 monetary value

7. Costs of the 
 solution included 
 in the ROI 
 calculation

k.  How did the analysis determine the length of time that the 
 business outcome improvements would be sustained (i.e., 
 3 months, 6 months, 1 year)? Is it realistic and credible?
l.  Was the improvement annualized, and if so, was a turnover  
 loss adjustment applied to the analysis? If not, why not?

m. Was each monetary value used in the benefit analysis based 
 on the improvement of a business outcome measure?
n.  Were credible methods and sources used to determine the 
 monetary value of each improvement?
o.  If the monetary value is an estimate, or by association, was it 
 adjusted for confidence level and was the source credible?

p.  Is the cost of salaries and employee benefits appropriately 
 included?
q.  Are research and development and evaluation costs included?
r. Is the cost of implementing the complete solution design 
 included (companion strategies, per-work assignments, etc.)?
s. Are other necessary costs included to reflect fully loaded costs 
 (opportunity cost or replacement cost, etc.)?

After dialogue on each of the seven categories, how do you and your partner(s) rate the overall quality analysis of the ROI for this program or project? 
The seven categories are not equally weighted. Weighting depends on (1) how a weakness in any evaluation category affects the business outcome and 
ROI as you view the facts, and (2) your overall view of the analysis. Dialogue between partners should weigh heavily on the overall rating. 
The 1–10 scale is only a starting point. The dialogue and ratings reveal that the quality of the ROI is:

Definitely poor quality Substandard quality Questionable quality Good quality Definitely high quality

What is the collective reasoning for the conclusions of those providing input to the analysis?

 237
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238 The Real Value of TRaining

•	 Manage	expectations. Expectations are set during the planning stages 
of a study. Avoid setting expectations that are too high by addressing 
and negotiating real performance issues with sponsors and clients. 
Additionally, look for early warning signs that the program is not 
generating results. Learning assessments and the initial reaction from 
participants can give strong clues that the solution will not be 
successful. When the clues are there, inform the client and sponsor 
of the possibilities.

•	 Educate	 business	 leaders	 up	 front. One of the best ways to manage 
expectations is to educate business leaders about ROI. Use the ROI 
quality analysis tool as an educational aid. Address the myriad input 
variables that can cause a significant swing in the ROI.

•	 Gain	an	up-front	commitment	 from	management	 to	address	how	a	negative	
ROI	 will	 be	 handled	 should	 it	 occur. When properly done, an impact 
study will reveal why a solution fails to meet expectations. The chain 
of evidence will show the deficiencies.

•	 Look	for	systemic	issues	that	contribute	to	the	unfavorable	outcome. When a 
negative ROI uncovers systemic deficiencies in the training and 
performance process, correcting the issues can be a tremendous asset 
to the organization because the benefit goes beyond the immediate 
program. Examples of systemic issues are low morale in an organization 
that contributes to low job interest, low productivity, and poor quality; 
lack of reinforcement and support from supervisors; and insufficient 
work incentives. 

The context of ROI should not be about impressing the CFO or the 
CEO. It should not be about justifying the training department’s existence. 
The proper context for ROI is that lessons learned from evaluation help to 
create more powerful solutions that are aligned with the needs of the busi-
ness and therefore have an opportunity to contribute to the business. Look 
at it this way: “Today’s solution may be tomorrow’s problem.” Discovery and 
improvement is a natural part of staying one step ahead of a moving target. 
Whether we are talking about a business process, a program, a measure, a 
strategic goal, needs of individuals, or whatever, there are no static targets 
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 Chapter 9 Calculating the Return on Investment and Assessing the Quality of ROI 239

in today’s organizations. A negative ROI is a chance to discover the truth 
and forge a new path.

Case sTudy ParT 7:  
TeChRead smarT meTerIng ComPany

TechRead roI Calculation 
In Part 6 of the case study, the fully loaded cost of the training for the pilot 
experimental group (three regions receiving training) was determined to 
be $222,093. This is $3,702 per participant. The only benefit from the 
training that has an assigned monetary value is revenue from sales to com-
mercial and industrial customers. In Part 3 of the case study, the sales data 
were collected from the company records for a three-month period follow-
ing the training. The sales influenced by the coaching of the 60 partici-
pants were compared to the sales of the comparison group for the same 
three-month period. After an adjustment for causal influence, the adjust-
ment for sustained impact was made in Part 4 of the case study. As a result 
of these adjustments, the increase in sales for the experimental group was 
$11,501,568.

Since revenue is used to pay the total company expenses at TechRead, 
only that portion of the revenue increase that represents profit margin can 
be used as a benefit for the ROI calculation. As discussed in Part 5 of the 
case study, the TechRead finance department provided a profit margin of  
5 percent of revenue to be used in the calculation. Therefore, the total ben-
efits for the numerator is $575,078 ($11,501,568 total revenue × 0.05). The 
ROI, as shown here, is 159 percent: 

 $575,078 – $222,093  
ROI 5            5 1.59 3 100 5 159%
 $222,093

The ROI of 159 percent represents a net gain above the fully loaded cost 
of the training solution. Since an acceptable hurdle rate for a training ROI 
is 20 percent, this appears to be an acceptable ROI. The next step is to ana-
lyze the quality of the ROI. The ROI quality analysis is necessary to ensure 
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240 The Real Value of TRaining

that the ROI is not inflated or the results misrepresented because of careless 
or irresponsible decisions during the impact study analysis.

TechRead roI Quality analysis 
The RQA of the results developed by the impact study of the Active 
Coaching for Field Sales Managers revealed the following.

1.	 Performance	readiness. A needs analysis, including a review of employee 
complaints and input from employee focus groups, indicated that the 
sales managers were not implementing the coaching process prop-
erly. During the training, the facilitators’ observation of the skill prac-
tice of coaching competencies showed that at least 70 percent of the 
sales managers (42 of 60) scored a readiness level of 4 or higher on a 
1–5 scale.

2.	 Execution	in	the	work	setting. Focus groups with a sample of sales repre-
sentatives provided sufficient evidence that effective coaching was 
taking place. There were some deficiencies, such as lack of help in 
market analysis. However, the focus group input also indicated that 
three months was insufficient time to allow the coaching process to 
completely play out its full cycle. Interviews with the three regional 
managers supported the idea that the sales managers were meeting 
expectations in applying coaching behavior. 

3.	 Business	outcome. The company records showed an increase in revenue 
of 17 percent after adjustments for causal influence. This is short of 
the revenue improvement goal of 20 percent, but that does not  
reflect on the quality of the study, and it is a substantial increase. Also,  
85 percent of the sales force in the three experimental regions had an 
increase in sales. While there is evidence that employee complaints 
related to coaching have decreased, the complaint data were not used 
in the ROI calculation because the baseline data were contaminated. 

4.	 Causal	influences. Since many factors could have caused an increase in 
sales, a comparison group arrangement was used to determine how 
much of the sales increase was influenced by the complete solution 
design. The complete design consisted of the performance-based 
training in coaching skills, the support and reinforcement of regional 
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 Chapter 9 Calculating the Return on Investment and Assessing the Quality of ROI 241

managers before and after the training, the executive VP involve-
ment, and the Web-based job aid. After the causal influence adjust-
ment, the amount by which the sales were influenced by the solution 
was reduced from an average of $1,960,000 per month to $832,000 
per month (a total of $2,496,000 for the three regions). By using a 
credible comparison arrangement, a conservative conclusion was 
developed regarding the sales increase attributed to the solution 
design.

5. Sustained	impact. Improvements in business measures can be used in 
an ROI calculation only to the extent that the improvements are sus-
tained. Because of a situation affecting market demand (new govern-
ment regulations requiring capital investment expenditures), only 60 
percent of the sales improvement was annualized. It was also adjusted 
downward for confidence level. This adjustment, along with the 
causal influence adjustment, resulted in a very conservative decision 
on the amount of sales increase.

6.	 Assignment	of	monetary	values. A high-quality ROI must use a credible 
method to assign a monetary value to an improvement. The profit 
margin of 5 percent was acquired from the finance department and 
used as a credible basis to arrive at the $575,078 value of the benefits 
($11,501,568 total revenue 3 0.05).

7.	 Cost	 of	 the	 performance	 solution. The ROI calculation used the fully 
loaded cost of the complete solution design, not just the training 
component. For example, the value of the time of the EVP and the 
three regional managers was included.

Using the ROI quality analysis tool as a template (Figure 9.3), the quality 
of the ROI was determined to be “definitely high quality.” This study was 
rigorous, and the results that will be communicated represent a conservative 
view of what occurred. The quality of the execution in the work setting and 
the business outcome is consistent with the reported ROI of 159 percent.
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Chapter

10
Measuring the  

Contribution of Solutions: 
Alternatives to ROI

Some business impact studies are not about a return on investment. The 
objective of some studies is to determine whether and how business out-
come improvements have occurred, with no concern about monetary con-
tribution. Some studies may stop short of business outcomes, being inter-
ested only in how people are applying skills in the work setting. Stone’s 
Measurement and ROI Process is capable of addressing any type of study on 
any type of intervention where the goal is for people to change what they 
do or how they do it or to avoid a specific type of behavior or outcome. As 
illustrated in Figure 10.1, Step 9d concludes the analysis by addressing the 
considerations and issues involved in identifying intangible benefits and 
including them in the business impact study.

The Significance of inTangible benefiTS 
Intangible benefits can be defined in many ways, depending on the observer. 
For use in business impact studies, intangibles are defined the same way 
they are defined by the business dictionary. They are defined as subjective 
benefits that cannot be measured in monetary terms. The Six Sigma glos-
sary expands the definition further. It says that intangible benefits are “soft 
benefits” that are nonmonetary or benefits that cannot be sufficiently quan-
tified to be used for accounting or other financial reporting purposes. Yet 
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244 The Real Value of TRaining

these soft benefits contribute to the business in ways that are just as impor-
tant as those provided by the tangible benefits. 

Business outcome studies that stop short of calculating ROI can assign 
monetary values, but doing so is often not necessary. The improvements 
that are reported are usually classified as intangibles, because the value is 
not known or reported. Most ROI studies also include additional improve-
ments that are not assigned a monetary value. Improvements in intangible 
measures are reported along with the ROI calculation to tell the complete 
story and strengthen the overall results attributed to the solution. Since 

Figure 10.1 Phase Three, Step 9d

Phase Three

Analyze Data and Make
Conservative Adjustments*

Step 9d

Step 8

Capture
Intangible Results

and Conduct
Outcome Quality

Analysis

No

Yes

Assign Monetary
Value

• Outcome
• Execution
• Readiness

*Analyze and report on the delivery 
of the complete solution design, 
not just the training component.

Assigning
Monetary Value

Satisfies the
Purpose and
Has Utility?
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 Chapter 10 Measuring the Contribution of Solutions: Alternatives to ROI 245

intangibles are reported, but are not included in the formal ROI calcula-
tion, they actually serve to increase the ROI that is presented. That is, if the 
intangibles have any value at all, then the ROI that is presented is actually 
understated. Table 10.1 shows a few examples of intangible benefits.

The benefits in Table 10.1 are soft because there is no monetary value 
associated with them. However, it is easy to see that they add value to the 
organization. For most of the measures, it is also easy to see when the measure 
changes. Some of the measures, such as quality and output, may have a 
known value in some organizations, and therefore would be classified as tan-
gible. But in many organizations, measures such as quality, output, satisfac-
tion, and complaints, among others, do not have a known value. As addressed 
in Chapter 7, if a specific benefit appears to be intangible, and someone in 

Table 10.1 Intangible Benefits

MeASuRe exAMple OF InTAngIble beneFIT 

1. Customer satisfaction  Customer satisfaction index score increases from 88.5 percent to  
92 percent following an organization development intervention.

2. Customer complaints  A change in the customer service process to serve customers results 
in a reduction in customer complaints from 20 per 100 contacts to  
5 per 100 contacts.

3. Output  Customer representatives prepare 10 orders per hour following a 
training program on the order process compared with 5 per hour 
before the training.

4. Quality  A new quality control training initiative results in a decrease in  
discrepancies in customer orders from 30 per 100 orders to 5 per 
100 orders.

5. Absenteeism  A change in the HR absenteeism policy results in a decrease in 
absenteeism from an average of 14 days annually per full-time 
employee to an average of 5 days annually per full-time employee.

6. Employee satisfaction  A coaching program results in an increase in the employee  
satisfaction index score from 85 percent to 89 percent. 

7. Employee turnover  During the first six months of employment, new-hire retention has 
improved by 45 percent. Before the on-boarding training, the loss of 
new hires was 25 of 50 hired. Six months after the intervention, the 
loss is 5 of 50 hired.

8. Employee stress  Customer service representatives and supervisors in the call center 
attribute a 30 percent error reduction in customer order entries to 
reduced stress in the department.
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246 The Real Value of TRaining

the organization has a credible known value for the measure, then the known 
value provides the missing piece to make the measure tangible.

The most effective way to determine a monetary value for a soft measure 
is to partner with one or more people who are familiar with the measure 
and the work setting in which an improvement occurred or should be 
occurring. Brainstorm ways in which the measure links to output, quality, 
time utilization, or cost savings in the work setting. In item 8 of Table 10.1, 
a reduction in employee stress is linked to an improvement in quality 
(reduction of errors). Since the linkage has been established, valuing it is a 
matter of determining the value of reducing errors. One way in which this 
can be done is to determine the monetary value of one typical error in cus-
tomer order entries. This monetary value can easily be estimated by those 
working the orders or by their manager. This is usually done by assigning 
salary and benefit costs to the number of hours it takes to rework one error. 
Then add any additional cost items, such as supplies and materials. Now it 
is a matter of multiplying the number of reduced errors by the monetary 
value to arrive at the total benefit.

Intangible benefits are not always included in the accounting books. 
However, the costs that are affected by these benefits always appear in the 
books. That is why it is important to describe soft benefits in monetary terms 
whenever this is practical. While all soft measures can ultimately be assigned 
a credible monetary value, doing so will require more thought and work for 
some than for others. In some instances, this process may require more 
labor than stakeholders are willing to invest. It depends on how badly they 
need the value for decision-making purposes.

Even though monetary values can always be assigned, some measures 
may not need to have a monetary value. For example, many hospitals have a 
measure called “managing W&M patients.” This means managing wandering 
and missing patients. Some patients are at great risk of wandering around 
the hospital, away from their assigned care unit. Some even wander outside 
the hospital facility and become missing patients. The program for manag-
ing these high-risk patients includes training for the nurses and administra-
tors. No one is looking for an ROI from this training. What management 
wants is zero lost patients and zero injuries, morbidity (getting sicker), or 
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deaths resulting from patients wandering away from their unit or outside the 
facility. Could a value be assigned if desired? Sure; just use the dollars result-
ing from lawsuits related to the consequences of W&M patients.

conducTing The ouTcome  
QualiTy analySiS for inTangibleS 

An intangible business outcome improvement can be more compelling 
than a tangible benefit. The key issue is, determine what it takes to satisfy 
stakeholders’ expectations and plan to meet those requirements with the 
impact study. Of course, the expectations actually begin with the training 
solution. That is, the measures (tangible and intangible) should be identi-
fied up front when the learning solution is designed. The outcome quality 
analysis tool shown in Figure 10.2 (see pages 248–249) is used to determine 
the quality of the intangibles. It is essentially the same as the ROI quality 
analysis tool that was presented in Chapter 9. However, since intangibles are 
being analyzed, it is not necessary to address ROI, the assignment of mon-
etary value, or the costs of the solution, which are included in the ROI qual-
ity analysis tool.

The outcome quality analysis tool in Figure 10.2 is applied as a quality 
check for the intangible business outcome results. The five evaluation input 
variables, performance readiness, execution in the work setting, business 
outcome, causal influences, and sustained impact, are applied in the same 
way as they are in the ROI quality analysis tool. Part 8 of the TechRead case 
study in the next section illustrates the application.

caSe STudy ParT 8:  
TechRead SmarT meTering comPany

TechRead intangible results 
The tangible data (revenue) have been collected, and the ROI has been 
calculated. Any existing intangible benefits that resulted should also be 
included, along with the ROI. Most of the time, an impact study will discover 
one or more intangible benefits that for various reasons are not assigned a 
monetary value. Since an intangible benefit is not part of the ROI calcula-

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



248 Figure 10.2 Outcome Quality Analysis Tool

Copyright © 2008 Ron Drew Stone. All rights reserved.

h. What percentage of the improvement of each business outcome 
 measure was influenced by the delivery of the complete solution 
 design? What other factors influenced these improvements?
i. Were the methods/sources credible that were used to analyze 
 the solution’s influence on each business outcome measure?
j. What timeline was used to analyze the influence on each 
 business outcome measure? Is the timeline realistic?

Partner with one or more informed persons (client, training manager, coworker, etc.) and use this tool to discuss and rate a specific outcome. This tool is a 
five-point acid test used to analyze the quality of an outcome and communicate it to stakeholders. After careful consideration and discussion, use the 
1–10 scale below to rate the acceptability of each item by filling in one circle. Document the collective reasoning for each rating.

1–2 Definitely unacceptable 3–4 Probably unacceptable 5–6 Borderline 7–8 Probably acceptable 9–10 Definitely acceptable

Name of the Solution: Rating
 Item Questions Notes 1  2  3  4  5  6  7  8  9  10
1. Performance 
 Readiness

2. Execution in 
 the Work 
 Setting

3. Business
 Outcome

4. Causal Influences 
 (what caused the 
 change?)

a.  How was the decision made as to what the readiness gap was 
 and why it existed? (Readiness gaps such as knowledge, skill, 
 confidence, habits, active management reinforcement, etc.)
b.  What is the evidence that the readiness gap (learning or other) 
 was closed with the study population, and what methods 
 were used to determine this?
c.  What percentage of the sample population successfully applied 
 the solution in the work setting as expected (closed the 
 performance gap as expected)?
 Percent expected to apply____% Percent actually applied ____%
 Were credible methods and sources used to verify application?
d.  What companion strategies or elements were included in 
 the solution design to reinforce execution in the work setting?
e.  What were the successes and disappointments? Which elements 
 of the solution design worked effectively? Which did not work 
 effectively, and why?

f.  What specific business measures improved, and by how much? 
 Was the change in the measure compared to a baseline level?
g.  Were credible methods and sources used to determine the 
 business outcome improvement?
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Figure 10.2 Outcome Quality Analysis Tool (continued)

Copyright © 2008 Ron Drew Stone. All rights reserved.

1–2 Definitely unacceptable 3–4 Probably unacceptable 5–6 Borderline 7–8 Probably acceptable 9–10 Definitely acceptable

Name of the Solution: Rating
 Item Questions Notes 1  2  3  4  5  6  7  8  9  10
5. Sustained impact k.  How did the analysis determine the length of time that the 

 business outcome improvements would be sustained (i.e., 
 3 months, 6 months, 1 year)? Is it realistic and credible?
l.  Was the improvement annualized, and if so, was a turnover  
 loss adjustment applied to the analysis? If not, why not?

After dialogue on each of the five categories, how do you and your partner(s) rate the overall quality analysis of the outcomes for this program or project? 
The five categories are not equally weighted. Weighting depends on (1) how a weakness in any evaluation category affects the business outcome as you 
view the facts, and (2) your overall view of the analysis. Dialogue between partners should weigh heavily on the overall rating. The 1–10 scale is only a 
starting point. The dialogue and ratings reveal that the quality of the outcome is:

Definitely poor quality Substandard quality Questionable quality Good quality Definitely high quality

What is the collective reasoning for the conclusions of those providing input to the analysis?
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250 The Real Value of TRaining

tion, it is presented as a benefit in addition to the ROI. Recall from Part 3 of 
the TechRead case that about six weeks after the training was delivered, the 
HR analyst notified Sue and her evaluation team that the baseline data for 
employee complaints were unreliable. The analyst had been in the job for 
only a month, and she had inherited the data from an HR analyst who had 
resigned. Since reconstructing the baseline data would have consumed an 
excessive amount of resources, the evaluation team decided to forgo using 
the complaint data in the ROI analysis. However, while preparing the evalu-
ation report, the evaluation team received a telephone call from the HR 
analyst that prompted it to revisit the employee complaint data.

After the contaminated baseline data were discovered, the HR analyst 
began keeping a separate record. She was able to analyze the details of all 
the posttraining data in the six regions and develop a clear conclusion from 
the nature of the complaints that the training solution was the chief reason 
that the number of complaints in the three experimental regions had been 
reduced. In addition, the employee focus groups provided credible input 
about the reduction of employee complaints. A monthly average of six 
coaching-related complaints had been reported in the three experimental 
sales regions during the three-month posttraining time period. During the 
same posttraining time period, the two comparison regions had had a 
monthly average of 23 employee complaints related to lack of coaching. 
This was good news for the impact study, because it showed a definite differ-
ence of 17 in coaching-related complaints during the posttraining period. 
This is an improvement of 74 percent (17 4 23). Since the pretraining base-
line level was not certain, the team was still not comfortable applying the 
results to the ROI calculation, but it felt comfortable using the results as an 
intangible because the significant difference shown was supported by input 
from the focus groups with sales representatives. 

The analysis concluded that there was one key intangible business out-
come resulting from the Active Coaching for Field Sales Managers program 
that should have a sustained influence going forward. 

Employee complaints related to coaching differ by an average of 17 per 
month (23 – 6) compared to the two regions in the comparison group. 
During the focus groups, employees were asked about differences in sales 
managers’ coaching before and after the training. Employees were unani-
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 Chapter 10 Measuring the Contribution of Solutions: Alternatives to ROI 251

mous in concluding that the coaching solution was responsible for signifi-
cant improvement. When asked how confident they were, they responded 
that they were 100 percent confident. A member of one focus group 
summed it up best, saying, “We work with these sales managers every day, 
and we see what they do. There have been significant differences in how 
they have responded with coaching since they returned from the coaching 
training.” Applying the outcome quality analysis tool in Figure 10.2, as sum-
marized here, the improvement in complaints is determined to be a “good 
quality” intangible business outcome.

1. Performance readiness. A needs analysis, including a review of employee 
complaints and input from employee focus groups, indicated that 
sales managers were not implementing the coaching process. This 
was the basis of the excessive employee complaints. During the train-
ing, the facilitators’ observation of skill practice on coaching compe-
tencies shows that at least 70 percent of the sales managers (42 of 60) 
scored a readiness level of 4 or higher on a 1–5 scale.

2. Execution in the work setting. Focus groups with a sample of sales repre-
sentatives provided sufficient evidence that effective coaching is 
taking place. Interviews with the three regional managers supports 
the idea that the sales managers are meeting expectations in applying 
coaching behavior. 

3. Business outcome. Evidence presented by the HR analyst who managed 
the data showed that posttraining employee complaints related to 
coaching in the experimental group were 74 percent less when com-
pared to the same time frame in the two regions in the comparison 
group.

4. Causal influences. Since many factors could have caused the change in 
complaints, the comparison group arrangement noted previously was 
used to examine the difference in number of complaints. Focus 
group input reinforced the conclusion by analyzing the difference in 
posttraining complaints between the two groups.

5. Sustained impact. Improvements in business measures can be used 
only to the extent that the improvement is sustained. The solution 
included the close involvement of regional sales managers. Without 
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252 The Real Value of TRaining

this involvement, it is doubtful that the coaching would have been 
implemented at a level that influenced a reduction in complaints. 
The regional managers have committed to continuing their close 
involvement. Therefore, they feel that the improvement will be sus-
tained for the longer term.

While the baseline complaint data are considered unreliable, there is 
credible evidence that the complaints differ significantly (74 percent) 
between the comparison and experimental groups when viewing only post-
training data. Input from the focus groups and elevated complaint activity 
in other regions substantiates that this difference can be attributed to 
improvement in coaching by the sales managers. The view of the sales rep-
resentatives is important because they are close to the day-to-day situation 
and have no reason to provide biased input on this issue. This provides a 
comfort level for the analysis to conclude that employee complaints were 
reduced due to the training solution design.
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Chapter

11
Communicate the Results

An impact study that includes both results and lessons learned is of interest 
to many stakeholders, not just the training staff. The more we learn and 
share from a business impact study, the greater the opportunity to optimize 
the allocation of resources and the scarce training dollars. Key executives 
who are far removed from day-to-day training initiatives can gain a stronger 
appreciation for how training solutions blend with performance strategies 
to achieve a successful business contribution. The training function can 
seize the opportunity to reframe training performance issues beyond the 
smile sheet and communicate what works best for the organization. The 
funding available for evaluation activities will not allow every training pro-
gram to be measured at the impact level. When impact studies do take 
place, however, the communication of results and lessons learned must be 
planned and executed with purpose and proficiency. As illustrated in 
Figure 11.1 (see page 254), Steps 10 and 11 conclude the impact study 
process by addressing the communication of results and key considerations 
for follow-up.

CommuniCating the Complete Story
The complete story from an impact study report should communicate a 
chain of evidence that reflects a balanced approach to the findings and 
conclusions. If the solution is effective, it should provide credible evidence 
that the expenditure for the training solution began a chain of action that 
enabled the readiness of participants, followed by execution in the work 
setting and improvement in one or more business outcomes. Lessons 
learned and actions going forward should be included.

253

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



254 The Real Value of TRaining

The report should include both tangible and intangible results. When 
the ROI is presented, nothing worthwhile is learned unless the report also 
communicates how the number came to be what it is. Dialogue about the 
numbers brings understanding and raises more in-depth questions about 
cause-and-effect relationships. Dialogue reinforces the lessons learned and 
allows the bar to be raised for the next level of achievement. The numbers 
sometimes have a way of concealing the sweat equity, ingenuity, and com-
mitment of the people who drive the result. When addressing results, follow 
Guiding Principle 12, “When reporting tangible and intangible results, 
communicate the linkage of these results and their contribution to the 
organization’s key business strategies or measures.”

Figure 11.1 Phase Four, Step 10, and Phase Five, Step 11

Phase Four

Report Results

Phase Five

Follow-up

Step 10

Step 11

• Business driver and need
• Solution design
• Purpose of study and snapshot of methods
• Findings: Successes and disappointments
 ° Business outcome
 ° Execution in work setting
 ° Performance readiness
 ° Active management reinforcement
  and companion strategies
• Solution’s link to business outcomes
 (causal influence and sustained impact)
• Cost, ROI, and ROI quality analysis
• Conclusions, recommendations, follow-up
• Exhibits, including methodology

• Corporate integration
• Client specific
• Training process

• ROI
• Quality of the ROI

Intangible
Results

Communicate
Results and

Recommended
Actions

Initiate
Proper

Follow-up
Action
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 Chapter 11 Communicate the Results 255

guiding principle 12
When reporting tangible and intangible results, communicate the link-
age of these results and their contribution to the organization’s key 
business strategies or measures.

The ROI quality analysis presented in Chapter 9 encourages additional 
dialogue that uncovers the truth about what drives the results. Qualitative 
results such as specific examples and success stories communicate in terms 
that the masses can identify with. They allow the results to be understood 
and replicated across functions and solutions. Qualitative results generate a 
higher-level dialogue that develops deeper understanding of the partici-
pants’ sweat, ingenuity, and commitment. 

The discussion about disappointments is not about finding fault or fail-
ure or pointing fingers. Disappointments are approached in a positive way, 
as a breakdown in the process. It is about giving people the best opportu-
nity to succeed by addressing what has gone wrong as well as what has gone 
well. Clients, executives, and managers know that not everything goes per-
fectly. Executives are not interested in hearing a glowing report that 
addresses only the successes of our efforts. They know that with every initia-
tive, there are thorns as well as roses. They appreciate the willingness to look 
at both sides of an issue, speak to lessons learned, and call it as you see it. It 
is important to develop recommendations and action items to address the 
breakdowns and make advances from lessons learned.

ComprehenSive Format For  
CommuniCating the reSultS 

Because the members of the audience for an impact study report will vary 
in their level of interest, availability of time, and preferences for receiving 
information, there is no absolute method of communication. There are 
many options for communicating the results. Methods such as visual presen-
tations, professionally developed brochures, bound documents, loose hand-
outs, and e-mail have been used. The simplest rule to follow is to match the 
method to the needs of the audience. The preference in presenting evalu-
ation results is a formal presentation or report to a live audience. There are 
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256 The Real Value of TRaining

two primary reasons for this preference: (1) the presenter can establish the 
frame of reference by choosing how and when the information is commu-
nicated and can inject timely points of emphasis, and (2) the parties will 
experience instant two-way communication. The following format can serve 
as a guideline for developing the headings and content of an impact study 
report. Use the format and guidelines as appropriate and customize them 
to your specific audience.

Business driver and need. You may want to call the first part of the report an 
introduction. Whatever the label, it is important that you quickly 
introduce the business driver that prompted the expenditure of 
organization funds. For example, in the TechRead case study, the 
business drivers were excessive employee complaints and decreasing 
revenue. Set the stage by showing what the deficiencies were and how 
badly they were hurting the business. Next, briefly define how this driver 
translated into a need. Explain what people were or were not doing that 
contributed to the deficiency and how a solution was identified. 

The solution design. Briefly describe the key components of the solution. 
Address how each component was designed to contribute to achieving 
the desired results to close the gaps and eliminate the deficiency. It is 
important that the audience understand the scope of the solution and 
how companion strategies provided the catalyst to initiate change.

Purpose of the evaluation study and a snapshot of methods. Explain the 
purpose(s) of the evaluation study. What were the primary reasons for 
gathering and analyzing information? Following the purpose, provide 
a snapshot of the methodology used in the study. This is not the place 
for a detailed explanation of the methodology. Save that for an exhibit 
or appendix. Provide hints of how the methodology is conservative, 
with the aim of understating the results. Address how the data for the 
study were collected and the credible sources that were used. The idea 
is to create an expectation of credibility in how the data were 
collected, analyzed, and reported.

Findings: successes and disappointments. Set the tone early by stating that the 
study results address both successes and disappointments. Satisfy the 
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 Chapter 11 Communicate the Results 257

audience that lessons were learned and actions are in place to address 
disappointments.
•	 Business	 outcome	 (tangible	 and	 intangible). Address the outcomes by 

discussing the business metrics that were affected. Discuss how 
deficiencies were corrected and how the improvement contributes 
to the organization’s key business strategies or measures. Discuss 
whether expectations were met, and if not, why not.

•	 Execution	in	the	work	setting. Address what the participants and others 
did to achieve the results. Highlight the fact that it was their contri-
bution that influenced the business outcome. Discuss whether 
expectations were met, and if not, why not. Include success stories.

•	 Performance	 readiness. Address the highlights of how the learning 
engagement contributed to readiness and how this ultimately played 
a key role in execution in the work setting. Highlight the contribution 
of facilitators and guest speakers in getting the participants 
“performance ready.”

•	 AMR	and	companion	strategies. Address the highlights of any companion 
strategies and credit the people involved in making the strategies 
work. Address active management reinforcement (AMR) and how the 
immediate managers of the participants played a role in the success 
of the training solution. This is also a good time to educate the 
audience and reinforce the idea that stand-alone training does not 
usually get results. Reinforce that training, companion strategies, and 
AMR are partners in performance and influencers of change. 

•	 Enablers	and	barriers	to	performance. Address how positive factors in the 
work environment contributed to the success of the initiative (such 
as the companion strategies). Also address how obstacles or prob-
lems adversely affected the performers’ ability to execute in the 
work setting.

Solution’s	link	to	business	outcomes	(causal	influence	and	sustained	impact). 
Address how the business outcome results were adjusted during the 
analysis to account for the influence of other factors. Explain how 
sustained impact was determined and, where appropriate, 
communicate how adjustments for employee turnover were made.
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258 The Real Value of TRaining

Cost, ROI calculation, and ROI quality analysis. Address the fully loaded  
cost and the ROI calculation. Use the ROI quality analysis to show  
how the ROI was developed and to analyze the quality of the ROI. 
Communicate both the ROI and the quality of the ROI along with the 
reasoning leading to the quality conclusion. 

Conclusions,	recommendations,	and	follow-up	action. Provide conclusions 
followed by recommendations. Every conclusion should be developed 
from the successes and disappointments findings presented previously. 
Not every conclusion will necessarily have a recommendation 
associated with it. Include follow-up actions that are already in place 
based on conclusions, recommendations, and lessons learned. 

Exhibits,	including	methodology. Use a separate section or appendix to show 
detailed exhibits, such as questionnaires or focus group results, the 
evaluation planning document, the guiding principles, details 
regarding the evaluation methodology, and details about the solution.

tipS For CommuniCating with  
exeCutiveS about reSultS

Every audience is different. Know your audience and prepare the presenta-
tion to fit it. The measurement and ROI process and the ROI calculations 
should be communicated with purpose. Nothing about the audience receiv-
ing the communication should be taken for granted. Following are some 
general guidelines when presenting to an executive audience.

analyze the audience and Customize the report 
There are numerous potential audiences for an impact study report. Each 
audience is different and has different needs. The training design team and 
others in the training department should probably be provided with the full 
report. Executives may require only an overview, and they may prefer to have 
it delivered through a slide presentation. The principal client or sponsor and 
the participants involved in the study should always be provided with the 
results, but their needs are likely to be different from those of the training 
department and the executives. Plan the development of the impact study 
report and how it will be communicated to fit the needs of the audience. If you 
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 Chapter 11 Communicate the Results 259

cannot talk to an executive in advance of the presentation, talk to those who 
are close to the executives (executive assistants, administrative assistants, or 
other such people) to determine their expectations. When communicating 
with several different types of audiences, more than one type of report may be 
required. An executive overview at the beginning of a full report is always 
useful. The executive overview will often meet the needs of one or more audi-
ences. Manage the expectations of the audience members by letting them 
know what to expect. Every audience has a bias, so be prepared for it. 

be prepared for Questions about anything 
Most audiences will ask questions. Be prepared for questions such as: How 
does this result compare with the results of your other programs? Why is the 
cost so high? Could we get the same result for less cost? What do you plan to 
do differently the next time this program is offered? What did you learn from 
this evaluation that you can apply to other programs? Do you really think this 
result will continue in the months ahead? Why did you use estimates?

get beyond the Costs Quickly 
Your objective for the meeting should be to discuss the results, what caused 
them, your recommendations, and lessons learned. Do not let time robbers 
get in the way of this objective. One of the biggest time robbers occurs when 
someone in the audience wants to discuss details of the costs of the solution. 
This discussion can usually be avoided if it is made clear that the costs are 
fully loaded. Show a quick graphic that highlights the categories of costs 
that are included. Be sure that the graphic is comprehensive and visibly 
shows the category of salaries and benefits.

Focus on the Complete Solution Design 
Focus on the complete solution design, not just to give credit, but to make 
it clear what caused the results. Constructively discredit the frame of refer-
ence that training can be implemented like a coat of paint and the room 
will be gleaming again. The audience members may be thinking of your 
solution as only a training program. Reframe their thinking early in the 
presentation to help them understand that a training and performance 
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260 The Real Value of TRaining

solution has been delivered. Highlight the companion strategies that are 
part of the solution, and describe how the partnership created them. 
Emphasize that eliminating a companion strategy is likely to change the 
results. Give these strategies credit for the performance success.

emphasize Contributions and  
lessons learned, not Justification 

The impact study should be explained as a means of examining the training 
and performance process in an attempt to do two things: (1) using a major 
training expenditure as a vehicle, discover whether the process is working and 
making a business contribution, and if so, what are the drivers that make it 
work, and (2) utilize lessons learned to continuously strengthen the process 
and improve solutions in ways that give them a better opportunity to hit the 
target. Never allow the impact study to be framed as justifying the program, 
the training department, or the budget. No one will care about your justifica-
tion, and your listeners will see the study as a waste of time and money.

Follow the twin axioms 
It’s easy. Understate the results and overstate the costs. This will provide a 
more realistic analysis and increase the credibility of the report. Let it be 
known that the analysis discarded both any reported results that had incom-
plete data and unrealistic results that had no basis.

reveal assumptions or unusual Situations 
Communicate any assumptions that you or your sources may have made when 
providing or analyzing data. If estimates were used in developing business 
outcomes, calculating ROI, tabulating costs, or any other part of the report, 
communicate this up front and address how the estimates were adjusted for 
the possibility of error. As the results are presented, weave the guiding prin-
ciples into the presentation where they are relevant. Show the 12 guiding 
principles in an appendix and relate them to your study as appropriate. 

explain the roi Formula 
As financial terms are defined, there are several ways to communicate the 
return on funds invested. The ROI formula used for training investments is 
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one way. The formula is similar to those used for other investment calcula-
tions; however, the audience members may not be familiar with it. Explain 
the formula and how it is applied with training investments. Communicate 
that costs are fully loaded and that benefits are calculated only from busi-
ness outcome improvements. Be sure to communicate that “net” benefits 
are used in the formula. Also, in accordance with Guiding Principle 11, be 
certain to communicate the quality of the ROI and use the job aid (Figure 
9.3) to show how it is developed. 

The ROI percentage should always be rounded to the nearest whole 
number. Here is the rule to follow and a couple of examples.

Round the decimal up if it is 0.5 or greater. Round it down if it is less 
than 0.5.

•	 Incorrect:	ROI	5 68.7 percent. Correct: ROI = 69 percent. 
•	 Incorrect:	ROI	5 65.4 percent. Correct: ROI = 65 percent. 

When a decimal such as ROI 5 98.7 percent is shown, it gives the 
impression that the ROI is exact. The variability of the evaluation inputs 
makes it clear that ROI is anything but precise. ROI is not precise in any 
field of endeavor. It is not precise in marketing, accounting, finance, engi-
neering, or operations, and it is not precise in training or HR. Learning 
assessments and smile sheets are not precise either.

provide Status updates on the measurement project 
Since an impact study takes place over a span of time (usually months), it is 
important to treat it like a project. Establish timeline milestones, and pro-
vide the client and the sponsor with interim progress reports and updates. 
Use these progress reports to keep them informed and to manage their 
expectations. If something is not going well, be the first to inform the client 
and the sponsor and address corrective steps.

Communicate important highlights of the methodology 
Do not get mired in the details of the methodology. You will not have time 
to discuss all the details of the methodology and the guiding principles. Put 
the details in an exhibit, and leave a contact number where your listeners 
can call you with any questions. You may get a call from an executive assis-
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262 The Real Value of TRaining

tant or staff member. Treat this call as though it is the executive who is call-
ing. The ROI quality analysis tool is a good document to put in the report. 
It is a concise way of showing the methodology. The measurement and ROI 
model should also be included, since some people prefer visuals that allow 
them see the big picture. Do not take the time to try to explain all the steps 
of the model. Simply make key points about it and move on.

educate the audience 
Executives often misunderstand the training function and training solutions. 
Training professionals should take every opportunity to educate their audi-
ences about the training and performance process. This should be done in 
subtle ways throughout the presentation. For example, while discussing the 
solution, insert a morsel about how a quick needs analysis that took only one 
day identified several crucial performance issues that allowed designers to focus 
the program on the right things. Or insert a bit about how a previous evaluation 
allowed us to reduce costs and turnaround time for a leadership program. As 
another example, discuss briefly how a one-hour Webinar companion strategy 
with supervisors helped them to focus on actively reinforcing the behavior 
change of participants when they returned to the job. Or weave the education 
into the presentation by saying something like, “Our studies have shown that a 
lack of companion strategies is the key reason why training solutions fail.” Place 
highlighted statements in the report that help to educate.

three ChannelS oF Follow-up 
A sigh of relief often follows the communication of the results of an impact 
study. But the celebration should continue no longer than 24 hours because 
there is always work to be done following a presentation. The final step of 
the measurement and ROI process (Step 11) includes three possible follow-
up channels. It will be necessary to follow up with at least one of these chan-
nels, and possibly all three.

Follow-up Channel: Corporate integration 
A training solution must be integrated with other processes in the organiza-
tion. For example, the training department cannot facilitate the learning of 
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a management style that is not supported by the organization. Sometimes 
processes or philosophies are companywide, and sometimes they are specific 
to one department or business unit. For example, the talent management 
process is usually a corporatewide process that includes staffing and replace-
ment planning, performance management, employee development, reten-
tion programs, promotion and transfer policies, and other such processes. 

Suppose a training program in performance management is given to 
one department in which a few supervisors have a deficiency. When the 
training is delivered, an impact study communicates lessons learned and 
problems discovered with the performance management process. The 
study makes a recommendation that needs to be integrated into the per-
formance management process for other departments and business units 
companywide. In addition, the problems discovered could spill over into 
one of the other processes mentioned earlier. In this situation, the follow-
up required is on a grand scale and can require considerable time, exper-
tise, and resources. The best course of action is to partner with the owner 
of the process (such as HR) to integrate any issues or lessons learned into 
the corporate wide culture. 

Follow-up Channel: Client Specific 
Sometimes a lesson learned following an impact study or a recommenda-
tion regarding an issue with a process is limited to one department or busi-
ness unit. For example, a nuclear power generating plant has different 
management requirements, safety requirements, and security procedures 
from a gas- or coal-operated plant. What may be an issue at one type of facil-
ity may not apply to the other types of facility. There may be no benefit from 
or no application for integrating the recommendation into the processes of 
another facility. Therefore, the follow-up recommendations and issues are 
limited to one channel. They are client specific.

Follow-up Channel: training and performance process 
An impact study will usually communicate lessons learned that can be inte-
grated into other learning programs. In addition, the training and perfor-
mance process can benefit from the findings of an impact study. Documented 
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264 The Real Value of TRaining

results should be highlighted and shared within the training department 
for continuous improvement purposes. Feedback should also be provided 
to future participants that communicates how programs are continuously 
improved by using their input. A “lessons learned” session can be shared 
with designers, facilitators, and account managers. The information should 
be used to improve both subsequent offerings and new programs. This 
channel is always applicable.

CaSe StuDy part 9:  
teChRead Smart metering Company

Communicating the techRead results 
Space limitations prevent the inclusion of the actual report from the 
TechRead impact study. Only a few highlights of the conclusions and recom-
mendations are given here. The format presented earlier in this chapter was 
used for this study. There are numerous other formats that can be used. The 
important thing is, be sure that the format, length, amount of detail, and 
other such factors fit the needs of the audience.

Conclusions 
As indicated by the findings presented earlier, all key elements of the solu-
tion design were successful. There are areas that can be improved, and 
actions have already been initiated in several areas, as will be shown in this 
section. Highlights of the conclusions are shown here. 

1. Learning solution. The limited amount of time dedicated to a needs 
analysis paid dividends in recognizing the value of coaching by 
sales managers and the deficiencies that existed in coaching com-
petencies. The 12-hour learning activity “Active Coaching for Field 
Sales Managers” made a significant contribution to the success of 
the overall initiative. In particular, the skill practice exercises and 
the candid feedback from peers and facilitators provided a signifi-
cant learning experience. The summary from the facilitators’ 
observation shows that at least 70 percent of the participants (42 of 
60) scored at a readiness level of 4 or higher on a 1–5 scale. 
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Feedback also indicated that the goals of reducing employee com-
plaints and increasing sales provided a clear target for perfor-
mance. Sales managers created action plans to eliminate their inef-
fective coaching habits and committed to spending more quality 
time with the sales teams.

2.	 Up-front	involvement	of	regional	sales	managers. The companion strategy 
of pre-learning engagement meetings to share employee complaint 
data and discuss expectations set the stage for success. Significant 
feedback from sales managers reinforced that these meetings framed 
the issues concisely and focused the sales managers’ attention on 
engaging in the upcoming learning solution. 

3.	 Involvement	of	the	EVP	of	marketing	and	sales. Feedback from the sales 
managers showed that they were motivated by the EVP’s presentation 
on the first day of each session. It served to reinforce the expectations 
for sales managers in the area of coaching. Many sales managers com-
mented on how well the EVP linked successful coaching behavior to 
the ability to increase sales and grow the brand.

4. Field involvement of regional sales managers in the performance process. The 
companion strategy of active management reinforcement by regional 
managers following the learning program was a significant contribu-
tor to the effectiveness of the solution. Feedback from employee 
focus groups and interviews with the regional managers concluded 
that the sales managers did well in coaching sales representatives in 
(a) planning the sales call, (b) how to position the sales call, and (c) 
follow-up with the customer to build relationships. As reported by 
sales managers, the regional managers’ support and advice was very 
useful in learning how to overcome barriers that often got in the way 
of their coaching their sales teams.

  Regional sales managers expressed that they had had an eye-
opening experience in terms of the difference that their involvement 
made in the results achieved in an area such as coaching. Previously, 
their focus had been on sales and budgets and reaching the number. 
They now see the value of focusing on “the process of how” to reach 
the sales goals (such as coaching the sales team). They expressed 
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266 The Real Value of TRaining

renewed commitment to spending more time in the field to reinforce 
the process of achieving goals, not just the sales targets.

5. Impact on sales. While sales from the funded solution did not reach the 
goal of a 20 percent improvement, there was a significant improve-
ment of 16 percent in revenue. There was a monthly increase of 
$2,496,000 for the three regions combined. The calculation of this 
improvement used a very conservative approach that adjusted for the 
causal impact of the solution by using a comparison group arrange-
ment. When analyzing sustained impact, only 60 percent of the sales 
were annualized. After this downward adjustment to 60 percent plus 
a 20 percent downward adjustment for sales force turnover, the total 
annual increase in revenue was $11,501,568. A 5 percent profit 
margin meant that $575,078 (5 percent of $11,501,568) was carried 
forward in the study as benefits and used to calculate the ROI.

6. Quality of the ROI. Based on the aforementioned conservative deci-
sions and adjustments, including the fact that all data used and deci-
sions made were based on credible sources, the ROI quality analysis 
concluded that the ROI of 159 percent was definitely of high quality. 
A fully loaded cost of $222,093 and a profit contribution of $575,078 
were used in the ROI calculation.

7. Reduction in employee complaints related to coaching. Employee complaints 
related to coaching have been reduced by possibly as much as an aver-
age of 17 per month. Posttraining data show 23 per month in the 
comparison regions and 6 per month in the three experimental 
regions. While the exact pretraining complaint data cannot be deter-
mined for the comparison regions, the focus groups and the HR 
analyst supported the idea that the number was much higher than 6 
per month in the experimental regions. Spoilage of baseline data 
resulted in a decision not to use the reduction in complaints as a basis 
for ROI. This improvement is included as an intangible benefit. Since 
it costs time and money to review and process complaints, this intan-
gible has some value greater than zero, thereby resulting in an ROI 
that is understated. Consequently, it can be stated with confidence 
that the ROI is greater than the 159 percent that was reported.
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8. Disappointments. When one looks closely at success, one will usually 
find disappointments as well. There are several disappointments with 
this initiative.
•	 Deficiency	 in	 communicating	 expectations. Regional sales managers 

report that about 30 percent of the sales managers are deficient 
in communicating expectations. This is a time and commitment 
issue, not a skill deficiency.

•	 Deficiency	in	market	analysis. Sales representatives report a lack of 
sales manager coaching help in market analysis, which can help 
in creating strategies to outsell the competition. Sales managers 
lack knowledge and experience in this competency.

•	 Sales	managers’	time	utilization. Sales managers have difficulty find-
ing quality time to work with their sales teams to communicate 
expectations, provide feedback, and improve ongoing perfor-
mance. 

•	 Deficiencies	 in	 the	 evaluation	 study. Over half of the focus group 
participants felt that the three-month time period was insufficient 
to allow the coaching process to play out completely. They stated 
that this was mainly due to the amount of time that they spend in 
the field.

The spoilage of baseline data for employee complaints is unfortunate. 
Better planning could have discovered this earlier and perhaps allowed 
more reliable findings in this area.

recommendations
Based on the findings and conclusions, the following recommendations are 
provided.

1. Deliver the complete solution to the sales managers in the three 
remaining regions within 30 days. This includes the 12-hour learn-
ing program, the Web-based job aid, and the involvement of the 
EVP and the regional sales managers. If the design is changed by 
eliminating one or more of the design components, the result is 
also likely to change. The companion strategies are an inherent part 
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268 The Real Value of TRaining

of the performance design that influenced the business outcome 
and ROI. 

2. Provide training in market analysis to all sales managers within three 
months. This should equip managers and others to initiate effective 
sales strategies as well as to counteract strategies employed by com-
petitors.

3. Provide training in coaching skills and market analysis to experienced 
and high-potential sales representatives within six months.

4. Thirty days after the training in recommendation 3 is delivered, use 
high-potential sales representatives to train other sales representa-
tives in market analysis.

5. In accordance with the recommendation of experienced sales repre-
sentatives, utilize experienced sales representatives as peer coaches 
for other sales representatives, thereby allowing sales managers to 
spend more quality time with sales representatives to communicate 
expectations, provide feedback, and reinforce performance.

6. The training department should implement follow-up activities as 
noted in the sections on follow-up action.

Suggestion for Management Consideration A suggestion is provided here 
for consideration, based on the history of the coaching process. When a new 
process that requires new competencies of managers or staff is implement-
ed, give strong consideration to appointing staff members to analyze the 
need for training and proceed accordingly based on the analysis. Require a 
forecast of the ROI and/or an analysis of the cost of not providing training. 
Proceed on the basis of a business decision as dictated by the analysis and 
the forecast. The current coaching process was implemented nine months 
before the training was implemented. The decision was made to forgo the 
training. In hindsight, the company may have lost as much as $11,501,568 
of revenue because managers did not execute the coaching process. The 
training department takes responsibility for this deficiency. An ongoing per-
formance needs analysis would have discovered the performance issues and 
delivered a recommendation to management. The training department has 
learned this lesson, and an action plan is in place going forward.

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.
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initiate Follow-up action for Corporate integration 
The training department has partnered with HR to create and implement a 
plan to determine whether the coaching solution applies to performance 
deficiencies in other organizations within TechRead. The plan is currently 
being implemented by the operations department.

The training department has implemented a companywide strategic 
performance needs analysis by reviewing significant business outcome defi-
ciencies, followed by quick discovery methods to determine whether train-
ing is an appropriate solution for addressing any of these deficiencies.

initiate Follow-up action with the Client 
The training department will execute the following within two weeks. (1) 
Meet with the three regional managers to discuss the crucial role that they 
played in the success of the pilot training. (2) Suggest that the regional man-
agers reinforce and follow up on the need for sales managers to communi-
cate their expectations to sales teams. (3) Ask one or more of the regional 
managers to brief the regional managers in the comparison group and com-
municate specific actions that they took to support and reinforce the initia-
tive. (4) Provide follow-up communication to the EVP and the three regional 
managers, showing when they have executed all follow-up action.

initiate Follow-up action within the training Department 
The training department and HR will conduct a briefing within 30 days to 
address lessons learned during the solution rollout and the implementation 
of the impact study. Share the results of the study within both departments, 
especially the design and development team and the facilitators. Specifically 
address how the solution design components contributed to the success of 
the initiative. Apply the lessons learned to future offerings of this solution 
and to other types of initiatives as applicable.
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Chapter

12
Opportunity Forecasting: 
Predicting Performance 
Improvement and ROI

The measurement and ROI process presented in this book has focused on 
conducting postdelivery ROI impact studies. The goal of such studies is to 
determine how the training and performance process works best to make 
business contributions and to put lessons learned into practice. Forecasting 
has a different purpose. It is an inexpensive approach to predicting the 
outcome. It offers the opportunity to address the benefit-cost relationship 
prior to incurring major expenses, before participants are engaged in the 
solution. Perhaps of equal importance, forecasting provides an excellent 
opportunity to review the solution design in advance of delivery and answer 
significant questions about the feasibility of achieving the performance 
objectives. As illustrated in Figure 12.1 (see page 272), this final chapter 
addresses the considerations, issues, and methods for forecasting results 
and the return on investment.

Benefits of forecasting 
Forecasting results and ROI is beneficial to training professionals as well as 
to clients. It focuses attention on expenditures so that the benefits and costs 
can also be examined from a business perspective. While forecasting may be 
inaccurate, it is inexpensive and brings as many benefits as heavily funded 
postprogram evaluation studies (and sometimes more). Among the benefits 
of forecasting are
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Figure 12.1 Opportunity Forecasting Model—Predelivery Forecasting Activities

Copyright © Ron Drew Stone. All rights reserved.

Partner and apply the Opportunity Forecasting Job Aid (Figure 12.2) to examine scenarios, discuss issues, answer questions, and predict outcomes.

Review this model and apply the job aid in Figure 12.2 to put the model into action.
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 Chapter 12 Opportunity Forecasting: Predicting Performance Improvement and ROI 273

•	 It	 provides	 an	 opportunity	 to	 increase	 the	 value	 of	 solutions	 by	
examining best-case scenarios for results.

•	 It	helps	to	define	training’s	role	as	a	strategic	partner	with	business	
leaders. 

•	 It	builds	a	stronger	business	case	for	the	program.
•	 It	brings	focus	to	how	training	solutions	tie	into	the	business.
•	 It	 provides	 an	 opportunity	 to	 educate	 business	 leaders	 about	 the	

performance value provided by training initiatives and companion 
strategies.

•	 It	provides	a	basis	for	advance	justification	of	an	expenditure.
•	 It	provides	a	basis	for	reducing	cost	and/or	redesigning	content	and	

delivery to increase the probability of success.
•	 It	provides	a	basis	for	recommending	companion	strategies.

In forecasting the results and the ROI, there are numerous factors to 
consider. The specifics of the program being evaluated and the conditions 
in the work setting are two of the most important of those factors. The fol-
lowing sections address these and other issues involved in forecasting.

realities of forecasting 
ROI forecasting involves making a prediction that may or may not happen 
during the specified time frame or in the magnitude envisioned. The only 
way to know how a program actually influences business outcomes or the 
ROI is to do a study after participants have been able to apply what they 
learned, as described in the other chapters of this book. Even then, the 
conclusions will not be exact. There are two types of considerations that 
often skew the conclusions of forecasts because of their inadequate applica-
tion. When these issues are properly addressed, forecasting results and ROI 
can be more realistic and credible. These considerations are identifying 
influencing factors and making realistic assumptions.

identify influencing factors 
When forecasting what may or should happen in the future as a result of an 
intervention, the influencing factors that exist must be considered. The best 
place to begin is to fully describe the scenario that the forecast will be 
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274 The Real Value of TRaining

applied to. Influencing factors exist throughout the chain of impact, begin-
ning with the learning solution and any companion strategies planned 
along with the delivery. Here are a few example scenarios that include some 
of the key factors.

•	 Scenario	1. A solution is developed with no effort being made to match 
the needs of the population. The proper identification of needs is a 
significant factor. We may not always know whether needs have been 
properly identified, but we can easily determine whether they have 
been identified at all. If the solution has been developed or purchased, 
and no effort has been made to match it with the needs of the 
population, then a realistic forecast has to take this factor into 
account. This scenario would be high risk in terms of expecting full 
transfer of the learning to the job to occur. Limited transfer means 
limited to no business outcome.

•	 Scenario	2. A good needs analysis was implemented, and the learning 
program is well suited to the needs of the population. However, the 
learning solution has limited opportunities for skill practice and no 
follow-up companion strategies. This scenario is usually high risk in 
terms of expecting full transfer of the learning to the job to occur. 
Limited transfer means limited-to-no business outcome.

•	 Scenario	 3. The learning solution has limited opportunities for skill 
practice, but it includes a follow-up companion strategy that requires 
the immediate supervisor to coach participants toward full competency 
and reinforce success. Because we know that companion strategies 
strengthen the prospects for transfer to the job, the forecast should 
reflect that this scenario has a better opportunity to succeed.

•	 Scenario	 4. Employees of the engineering services department are 
attending a program to learn how to treat customers in a more caring 
and professional way. The client (department vice president) has 
stated that she has no interest in being involved in the solution in any 
way. Furthermore, she says that her supervisors do not have time to 
be involved. She expects her employees to learn the new behavior 
and execute it on their own when they return to work. The forecast 
should reflect that this is a recipe for disaster.
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 Chapter 12 Opportunity Forecasting: Predicting Performance Improvement and ROI 275

There are many factors like the ones just described. It is impossible to 
list all of them here or to take all of them into account when designing a 
program. But at least the prominent factors should be identified and con-
sidered when forecasting results and ROI. By identifying specific perfor-
mance scenarios for a training project and discussing them with clients, the 
clients can sometimes be shown why the training design needs to be 
changed. Perhaps the length of the program needs to be expanded to 
include more time for skill practice, or a companion strategy needs to be 
implemented, or a higher level of client involvement will make a difference. 
For example, in Scenario 4, professional trainers know that the solution is 
not likely to be successful. If we can at least influence the client to consider 
the realities of the situation, it may be possible to point out the high risk. 
Perhaps we can even persuade the client that management involvement is a 
good thing if she indeed wants results.

While many influencing factors can be identified, assumptions must still 
be made regarding how each one will likely occur and influence the results 
in a specific scenario. A job aid presented later in this chapter includes 
many of the key factors that must be addressed when forecasting. 

realistic assumptions 
Forecasts will always include assumptions based on unknowns. That is 
the nature of predictions. It is best to identify influencing factors first (as 
with the four scenarios given in the previous section) and then begin to 
make assumptions about how these factors will likely occur and influ-
ence performance. Identifying the key factors that will influence results 
and applying them to scenarios will help in making realistic assumptions 
about why and how performance is likely to be affected. Assumptions 
should always be identified and discussed with partners before complet-
ing the forecast. Discussions with partners will often moderate the 
assumptions to allow for the development of more realistic conclusions. 
Here are a few examples of assumptions that may need to be made when 
forecasting ROI.

•	 How	well	does	the	needs	analysis	identify	the	business	issues	and	the	
root cause of the performance gap?
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276 The Real Value of TRaining

•	 How	well	does	the	needs	analysis	identify	what	the	population	needs	
if it is to close the performance gap? Do we really know what people 
must do differently?

•	 To	 what	 extent	 will	 learning	 actually	 occur	 when	 the	 solution	 is	
delivered?

•	 When	 companion	 strategies	 exist,	 how	 well	 will	 they	 work	 in	
influencing transfer and performance?

•	 Have	the	significant	barriers	in	the	work	setting	been	identified,	and	
will the performers likely overcome these barriers to performance?

•	 What	percentage	of	the	participants	will	actually	execute	in	the	work	
setting as desired?

•	 To	 what	 extent	 will	 the	 performance	 of	 the	 participants	 cause	 the	
targeted business outcome measures to improve?

Once the assumptions concerning these types of issues are made and 
there is a credible monetary value for the business improvement, the costs 
can be estimated, and the ROI forecast can be calculated. The forecasting 
guidelines provided in the next section should be followed when partnering 
with the client and other stakeholders. 

two approaches to forecasting roi 
There are three approaches to calculating ROI. Two of the approaches are 
forecasting methods. All three approaches use improvements in business 
outcome as the basis for developing the ROI calculation. A calculation 
using anything other than business outcomes would not be an ROI. An ROI 
cannot occur unless there is a business outcome. One way to calculate ROI 
is the postdelivery approach that has been addressed throughout this book. 
It is a way to study what has already happened and learn how solutions can 
be designed to make improved contributions to the business. The other way 
to calculate ROI is to forecast or predict the results. The predicted results 
will certainly not be accurate, but reflecting on and analyzing the proper 
issues can make the process more realistic and useful. The two approaches 
to forecasting are using participant estimates to make the forecast and fore-
casting prior to delivery by partnering with the client and others to predict 
the outcome. Both are addressed here. 
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forecasting roi with participant estimates 
One approach to forecasting ROI is to allow the participants to predict the 
results at the end of a training session. This method is sometimes used with 
a pilot program before it is rolled out to more groups. It is recommended 
only for groups that have the sophistication to address the issues involved in 
predicting outcomes and the ability to determine or estimate monetary 
values. At the end of a program, each participant is asked to answer a mini-
mum of five questions. The five questions shown in Table 12.1 are an 
example from a leadership program.

Table 12.1 Five Questions When Asking Participants to Forecast ROI 

PaRTIcIPanTs’ FORecasT OF ResulTs and ROI

1. Reflect on what you have learned and think about your ability to apply it to your own work  
 situation. What two or three things will you do differently as you return to your work setting?

 _________________________________________________________________________________

 _________________________________________________________________________________

 _________________________________________________________________________________

2.  As a result of the two or three things you identified in Question 1, how will the business in 
your work unit improve (for example, improved quality, increased work output, reduced 
absenteeism, reduced employee turnover, or reduced employee complaints)? 

 Business improvement will be: ______________________________________________________

 _________________________________________________________________________________

 _________________________________________________________________________________

3.  Think through the business improvement you have identified and estimate a monetary value 
for the improvement. What is the monetary value of the improvement over a one-year period? 
$_____________________________________ 

4. What is the basis for the improvement and your assignment of the monetary value?

 _________________________________________________________________________________

 _________________________________________________________________________________

 _________________________________________________________________________________

5.  What is your confidence level (a) that the above results will actually happen, and (b) in the 
monetary value?

 (100% = I am sure; 0% = total uncertainty)

 a. _______% confidence that the results will happen.

 b. _______% confidence in the monetary value.
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278 The Real Value of TRaining

The training professional collects the information and analyzes the 
results for realism and credibility. Adjustments are made to determine the 
total benefits, the cost is estimated, and the ROI is calculated to arrive at the 
forecast. For example, suppose participant A answers as follows:

•	 Item	2,	business	improvement:	quality	will	improve	by	50	percent.		
•	 Item	3,	monetary	value	5 $100,000.
•	 Item	4,	basis	is:	errors	on	customer	orders	in	my	unit	are	currently	20	

per 100 orders filled. As I provide better guidance on problem 
identification and provide constructive feedback to employees, these 
errors will be reduced. Celebrating improvements with the team will 
reinforce attention to detail and good performance. The monetary 
value is a known value based on the cost of reworking errors. The cost 
is $50 per error. 

•	 Item	5a	is	80%	confidence	that	the	results	will	happen.
•	 Item	5b	is	100%	confidence	in	the	monetary	value.	

Table 12.2 shows how the results for participant A are analyzed. The 
acceptable results for each participant are analyzed in the same way and 
consolidated to determine the total benefits for the ROI forecast. The table 
shows a few participants so that you can get the idea.

As in any analysis of this type, nonspecific results or extreme results such 
as the “thousands of dollars” reported by participant D in Table 12.2 are not 
included in the final calculation. The results of participant C are also 
excluded because there is no confidence level expressed for the amount of 
savings. As in Table 12.2, consider showing the results that are rejected 
because it helps the observer to see the conservative approach to the analy-
sis. The total from all participants is applied to the ROI formula along with 
the fully loaded costs to calculate the forecasted ROI. 

Use caution in how this ROI is communicated. Be certain that the sub-
jective context of the data collection is understood, and communicate that 
this is a projection and not actual. When desirable, a follow-up impact study 
can be implemented to determine how much of the result actually hap-
pened. When participants project improvements, there is often a halo 
effect. Participants are often motivated and excited to apply what they have 
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Table 12.2 ROI Forecast Reported from Participant Estimates

BusIness   
OuTcOme  mOneTaRy cOnFIdence cOnFIdence TOTal 
FROm each  Value OF In mOneTaRy ThaT ResulTs mOneTaRy 
PaRTIcIPanT ImPROVemenT Value wIll haPPen BeneFIT

A.	Quality	improvement:		 $100,000	in	one	year	 100%	 80%	 $80,000 
  errors reduced from   $100,000 100,000 3	0.80	5	$80,000 
  20 per 100 orders to  
  10 per 100 orders.

B.	Improved	time		 $26,000	in	six	months	 100%	 70%	 $18,200 
  utilization: team saved   $26,000 based on 26,000 3 0.70 5	$18,200 
  20 hours per week.   salaries and benefits

C.	Quality	improvement:		 $86,000	in	one	year	 75%	 Confidence	level	 Confidence 
  waste in materials   $64,500 not provided level not 
  reduced from $30,000     provided 
  per week to $4,000  
  per week. 

D. Improved turnaround  Thousands of dollars  100% 90% Participant  
  time to customers.    not specific

E.	Reduced	customer		 $48,000	in	one	year	 90%	 80%	 $34,560 
  complaints: complaints   $43,200 43,200 3	0.80	5 $34,560 
  reduced from 10 per  
  100 calls to 2 per  
  100 calls.

F. Etc, etc. $xxxxx  xx% xx% $75,000

Total forecasted monetary benefits    $XXX,XXX
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280 The Real Value of TRaining

learned, and they tend to overstate what they will accomplish when they 
return to the work setting. Even though this type of forecast is not accurate, 
it goes far beyond the typical smile sheet and communicates a culture of 
business acumen and accountability.

predelivery opportunity forecasting 
Another approach to forecasting ROI is predelivery opportunity forecast-
ing. As indicated, it is done before the program has been developed or fully 
deployed. It can be done either during design or after the solution has been 
designed. It is best to wait until all of the design components are known so 
that they can be factored into the forecasting scenario. Predelivery forecast-
ing is done by partnering with the client and other stakeholders who are 
familiar with the work setting. The training professional is the expert with 
regard to the learning components of the design. The other partners are 
operational experts. They are close to the participants and the work setting. 
This combination of partners can effectively weigh the needs, the business 
measures, the solution, and the situation in the work setting. Together, they 
all take on the role of predicting performance. 

This approach is called opportunity forecasting because it optimizes all 
the benefits of forecasting. It treats a training solution like a business proposi-
tion. It helps to educate the client and other stakeholders about training and 
performance issues. It offers the opportunity to experiment with the solution 
design before incurring the expense of engaging the participants. Even 
though it is a prediction and it is subjective, it is an opportunity to put the best 
partners together to test the water. The opportunity for meaningful dialogue 
about performance is probably the greatest benefit of all. Figure 12.1 illus-
trates the predelivery model. The model shows the sequential flow of activities 
for predelivery forecasting. The next section addresses the model by applying 
a job aid that inherently includes the guidelines for predelivery forecasting.

predelivery opportunity forecasting— 
implementing the guidelines 

The foundation of predelivery forecasting is the dialogue that takes place 
while significant questions about the feasibility of achieving the performance 
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 Chapter 12 Opportunity Forecasting: Predicting Performance Improvement and ROI 281

objectives are being considered. Therefore, it is imperative that predelivery 
forecasting be done by the training professional in partnership with one or 
more stakeholders who are familiar with the work setting and the perform-
ers.	The	 training	professional’s	 knowledge	of	 the	nuances	 of	 the	 solution	
and the tendencies of human behavior will contribute greatly to the dialogue 
and the decisions. Experience in observing results from the delivery of previ-
ous programs and experience in conducting follow-up impact studies can 
provide significant insight to help in forecasting the ROI of a current pro-
gram.	Figure	12.2	(see	page	282)	is	an	opportunity	forecasting	job	aid	that	
will guide the partners through the process of forecasting results and ROI.

The training professional should reach out to the client to partner and 
participate	 in	 the	 predelivery	 forecast.	 Appeal	 to	 the	 client’s	 desire	 to	
achieve performance results. Communicate the benefits of forecasting that 
will work best in influencing the client to participate. Solicit one or two 
other stakeholders to participate, as dictated by the situation. For example, 
if quality is one of the key business measures that the solution should 
improve,	invite	a	sponsor	from	quality	assurance	or	an	expert	in	the	client’s	
department who is familiar with the measure. The training professional 
should complete Part I of the job aid in Figure 12.2 prior to the meeting 
with the partners. 

parts i and ii of the Job aid 
As the forecasting meeting begins, explain the forecasting model in Figure 
12.1 so that the forecasting team can see the big picture. Then turn the 
team’s	attention	to	the	job	aid	(Figure	12.2).	Brief	the	team	on	the	informa-
tion in Part I and Part II of the job aid. 

Part I, Items 1, 2, and 3 Be certain that there is agreement on the busi-
ness outcome measures (Part I, items 1 and 2). Explain the significance of 
item 3, the needs analysis question (was the analysis sufficient to create a 
relevant	solution	that	will	hit	the	mark?).	Depending	on	the	team’s	forecast	
at the end of the process, it is possible that it may want to revisit this issue to 
determine whether resources should be allocated to strengthen the needs 
analysis and possibly redesign the solution.
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282 Figure 12.2 Opportunity Forecasting Job Aid—Predict the Improvement and ROI

Copyright © Ron Drew Stone. All rights reserved.

Part I. Definition of the Problem or Opportunity Name of Solution: Client:

Part II. Design of the Training and Performance Solution

1. List the key business outcome 
 measures or KPIs that are targeted 
 for improvement.

2. How much are the business 
 measures expected to improve?

3. Was an adequate needs 
 analysis done to determine 
 the appropriate solution?

4. Who are the participants that are 
 expected to get the results 
 (typical titles and departments)?

1. 2. 3. 4.

Performance

Readiness

Companion 
Strategies

Performance 
Profile of the 
Solution

A. What are the business outcome 
 objectives and measures?

B. What are the key execution 
 objectives and measures?

C. What are the key learning 
 objectives and measures?

D. What is your confidence level 
 that more than half of the 
 participants will achieve the 
 learning objectives?

E. What is the active management 
 reinforcement strategy?

F. What are the other companion 
 strategies?

G. What are the key design 
 components and companion 
 strategies that will influence 
 the desired results when this 
 solution is delivered and 
 implemented?

E.

F.

G.

D. On a scale of 0–100%, my confidence level is _____% that more than half of the 
 participants will achieve the learning objectives.
 Note: If confidence level for learning is below your expectations, discuss reasons 
 and take action before proceeding.

B. 

C.

A.
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Figure 12.2 Opportunity Forecasting Job Aid—Predict the Improvement and ROI (continued)

Copyright © Ron Drew Stone. All rights reserved.

 Low   High 
 Probability Uncertainty Probability

 0 to 33% 34% to 66% 67% to 100%

          Percentage That Will Apply Effectively

 0 to 33% 34% to 66% 67% to 100%

Part III. Prediction Analysis (answered by you and key stakeholders such as client, job experts, etc.)

Column 1: Questions (answer questions in sequence listed) Column 2: Answers/Notes Column 3: Issues/Considerations

A. How big is the business outcome gap or the opportunity  A. A. Do we need to take a giant leap or a 
 to improve?   small change in the business measure?

B. What key execution action by the performers in the work B. B. What key things must they do?  
 setting are absolutely necessary in order to achieve the    What makes you believe that they 
 desired business outcome target?   will really do these things?

C. Realistically, what might get in the way of execution in  C. C. What barriers exist in the work
 the work setting?    setting?

D. What are the companion strategies, and how committed  D. D. Will the companion strategies over-
 is the client to supporting them?   come the barriers identified above?

E. Specifically, what will the client do to influence the  E. E. What is the client’s role in initiating  
 desired execution in the work setting?   and sustaining the change in behavior?

F1. What is the probability that employees will execute what 
 they learned when they return to the work setting?

 (Low, Uncertain, High) Rank on scale of 0–100% and discuss.

F2. Estimate the percentage of participants that will apply 
 the learning effectively when they return to the work setting?

G. To what extent will the business outcome measures  G. G. How much do you think the 
 improve as a result of the performers’ change in behavior    measures will actually improve from
 and implementation of skills?   where they are now?

F. Note: If there is limited skill practice 
 during the learning engagement, 
 revisit the solution design and 
 consider including one or more 
 follow-up companion strategies such 
 as coaching and immediate feedback 
 on the job. Discuss item F thoroughly.

H. What is the known or estimated monetary value of the key  H. H. What is the value of one unit of 
 business outcome measures that will be influenced?   improvement?

I. What is the estimated fully loaded cost of this solution? I. I. Include the cost of companion 
    strategies.

J. After thoroughly considering all of the above, what is the  J. ROI Forecast  __________ %  J. With a forecast, it is also acceptable to 
 predicted ROI? Use the ROI formula to calculate the forecast.  The symbol  indicates the ROI    show the ROI as a range, such as 
 Net benefits � fully loaded cost � 100 = ______%  forecast is greater than or equal to X%  ROI � 20% to 25% or 110% to 120%.
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284 The Real Value of TRaining

Part II, Items a, B, c, and d When reviewing Part II of the job aid, ensure 
that there is understanding and agreement regarding the objectives in items 
A, B, and C. The training professional should determine a confidence level 
in item D regarding the achievement of the learning objectives. If any pre-
testing with the population has been done, the test results should help in 
determining the confidence level for learning. A low confidence level is a 
red flag signifying a need for immediate action. Is the population not suited 
to the learning? Is the learning solution weak? Is the attitude of the learners 
negatively postured toward the content? Decide what to do before proceed-
ing with the forecast and the delivery. 

Part II, Items e, F, and G When proceeding, explain to the team that a 
companion strategy (items E and F) is any nontraining action that will con-
tribute	to	influencing	the	participants’	readiness	so	that	they	will	be	moti-
vated to execute in the work setting. Communicate that active management 
reinforcement (AMR) is supportive behavior by the immediate supervisor 
to	reinforce	participants’	successful	implementation	of	the	learning	in	the	
work setting. 

When AMR is included as a companion strategy, it actively involves the 
immediate supervisors in follow-up reinforcement. The training profes-
sional develops the AMR strategy. The client buys in and communicates with 
supervisors to define their role and expectations. Companion strategies and 
AMR are part of the solution design, and they are not left to chance. Item 
G of Part II is simply a summary of the key components of the design that 
should influence behavior change in the work setting. Examples are skill 
practice during training, follow-up coaching, AMR, companion strategies, 
pretraining meetings between participants and their immediate supervisor 
to discuss performance expectations, and other such actions. Discussing 
Parts I and II should result in the partners agreeing on the capability and 
realistic expectations of the solution.

part iii of the Job aid 
There are three columns in Part III. Column 1 contains a key question or 
action that the team must address. Generally, these questions should be 

D
ow

nloaded by [ B
ank for A

griculture and A
gricultural C

ooperatives 202.94.73.131] at [11/05/15]. C
opyright ©

 M
cG

raw
-H

ill G
lobal E

ducation H
oldings, L

L
C

. N
ot to be redistributed or m

odified in any w
ay w

ithout perm
ission.



 Chapter 12 Opportunity Forecasting: Predicting Performance Improvement and ROI 285

addressed in the order in which they are presented. Column 2 provides 
space for answers and notes, although a separate sheet of paper or a flip 
chart will be better because of space limitations. Item F in Column 2 is 
slightly different, as will be explained later. Column 3 contains issues that 
should be considered before answering the questions in Column 1. In some 
instances, Column 3 simply expands on the question in Column 1. Each 
item in Part III is addressed briefly here. 

Item a: The Business Gap This generates discussion about realistic expec-
tations for the desired improvement. Are we asking too much of the solu-
tion, or is the improvement within reach? For example, it may be relatively 
easy to improve customer satisfaction scores to a target of 95 percent when 
the	current	status	is	87	percent.	It	could	be	more	difficult	to	improve	from	
95 percent to 100 percent. 

Item B: Key actions by the Performers The answers to this question are 
critical. Improving a business outcome begins with execution by the per-
formers. It is important that this question be answered with complete hon-
estly. If the key things that the performers must do cannot be identified, it is 
almost impossible to go any further with the forecast.

Item c: Barriers in the work setting When predicting whether or not per-
formers will execute what they learn, it is important to know what stands in 
their way. The more significant the barriers, the less likely it is that execution 
will successfully meet expectations.

Item d: companion strategies Companion strategies, such as AMR or spe-
cific actions to remove or minimize barriers, can increase the probability 
that performers will execute. If companion strategies are not part of the 
solution	and	barriers	exist,	the	forecasting	team’s	dialogue	should	lead	to	
redesigning the solution to include appropriate strategies.

Item e: client commitment Clients often underestimate the value of their 
involvement before, during, and after the delivery of a learning solution. It 
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286 The Real Value of TRaining

is always appropriate to ask a client, “What are you willing to do to help this 
solution	meet	your	expectations?”	Let’s	hope	you	get	a	supportive	answer.	
It often helps to educate (or reeducate) the client about the difficulty of 
initiating and sustaining behavior change in the work setting, even when the 
performers know how to implement what they learned.

Item F: Probability of Performers executing This is the most critical ques-
tion on the job aid. People must execute if the business outcome is to be 
achieved. Here, after considering all of the factors in items A through E, we 
are trying to realistically predict the extent of implementation by the per-
formers. A range of probability is provided in Column 2. Consider the work 
situation, the quality of the needs analysis, and other influencing factors 
carefully. As shown in Column 3, consider the opportunity for skill prac-
tice during the learning engagement. Considerable high-quality dialogue 
should occur when addressing item F. This issue is the basis of the business 
outcome improvement. Give it your best shot. 

Item G: Improvement in Business Outcome measures Giving due consid-
eration to the status of the baseline measure and the realistic opportunity 
for improvement, and the dialogue and the answer to item F, how much im-
provement in the targeted business measures is likely? After answering, ask 
the team for a confidence level and make an adjustment accordingly (see 
Table 12.2 for an example of such an adjustment).

Item h: monetary Value The forecasting team members may know a mon-
etary value for the business outcome measure(s). If they do not, ask them if 
they can provide a conservative estimate and a basis for the estimate. If the 
value is an estimate, ask the team for a confidence level, and make an adjust-
ment accordingly (see Table 12.2 for an example of such an adjustment).

Item I: Fully loaded cost The training professional should bring this es-
timate to the meeting. When companion strategies are part of the solution 
design, include the cost of these strategies.
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 Chapter 12 Opportunity Forecasting: Predicting Performance Improvement and ROI 287

Item J: Predicted ROI The extent of the business outcome improvement 
is estimated in item G. The monetary value is provided in item H. Do the 
math to figure the total value of the forecasted improvement. If there is 
more than one improvement measure, calculate the benefits of each and 
add them together (similar to Table 12.2). This is the total benefit that goes 
into the numerator of the ROI formula. Using the fully loaded cost from 
item I, calculate the forecasted ROI. Since this is a forecast, it is acceptable 
to use the symbol ≥ to indicate that the ROI forecast is greater than or equal 
to a specific percentage. When preferred, a range can also be shown. 

decision time 
There has been considerable dialogue regarding the solution and key issues 
that drive business results. Either the forecasting team is happy with the 
forecast or it has decided to revisit some aspect of the needs analysis or the 
solution design. Maybe the objectives were off the mark and need to be cor-
rected, or maybe a companion strategy is needed. Maybe expectations will 
be changed, or maybe more time and money will be invested to allow for 
more skill practice during the learning engagement. Whatever the issue and 
the decisions, a plan of action can be created, and the next steps can be 
taken immediately. Not only do we have a more realistic forecast, but we also 
have gained new insights into performance issues, educated our stakehold-
ers about training and performance, gained renewed respect, established a 
business case and . . . oh, well, you get the picture.
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Absenteeism, intangible benefits significance, 245
Action:

follow-up planning, learning and performance, 
85, 89, 91

initiate proper (Step 11), 262–264, 269
client specific actions, 263, 269
corporate integration actions, 262–263, 269
flow chart, 30, 254
TechRead case study, 269
training and performance process actions, 

263–264, 269
recommendations. See Communicate results and 

recommend actions (Step 10)
Active Coaching for Field Sales Managers, 102–103, 

264–265
Active management reinforcement (AMR):

evaluation strategy and plan, 48
follow-up performance data collection, 66, 73, 94, 

96, 98, 101, 104–105
performance readiness, 6–7
report results, 257

AMR. See Active management reinforcement (AMR)
Analysis of data. See Data analysis and conservative 

adjustments (Phase Three)
Annualizing improvements, sustained impact, 145–146
Assessments, follow-up performance data, 85, 86–87
Assignment of monetary value (Step 8 and Step 9), 

163–197
credible source estimates, 175, 186–188
data collection and conservative adjustments 

(Phase Three), 30, 32
described, xvi, 30, 32, 163, 164, 244
flow chart, 30, 164, 244
Guiding Principles, 171–172, 175–176
hard data, 167–168
known values, 175, 176–184, 177
opportunity forecasting model, 283, 286
questionnaire, business outcome/ROI data, 93, 

97–98
reasons for/against assignment of monetary value, 

172–175
soft data, 168–171

Step 9a: credible sources, 30, 32–33, 164, 175–188, 
193–195, 194

Step 9b: fully loaded cost calculation, xvii, 30, 
32–33, 199–218

Step 9c: ROI calculation and quality analysis, xvii, 
30, 32–33, 219–241

Step 9d: analysis of intangible results and outcome 
quality, xvii, 30, 32, 243–252

TechRead case study, 195–197
training function impact on business, 165–167, 166
unit cost analysis, 188–195, 193, 194
value-based decisions, 164–167, 166
values by association, 175, 184, 184–186

Assumptions:
assignment of credible monetary value, 185
realistic, opportunity forecasting model, 275–276
report results to executives, 260

Audience:
analysis of, report results to executives, 258–259
education of, report results to executives, 262
preparation of, follow-up data collection, 77

Awareness, learning readiness, 66

Barriers:
to performance, report results, 257
to success, follow-up data collection, 66, 67–69, 68
in work setting, opportunity forecasting model, 

283, 285
Benefit-cost ratio (BCR), 33–35
Benefit-cost relationship, fully loaded cost calculation, 

201–202, 202, 208–209
Benefits:

of opportunity forecasting model, 271–273, 272
of ROI calculation, 221–223, 222

Best practice methodology, follow-up performance 
data collection, 84–91, 85, 90

Business landscape, global, ix–x
Business measures:

hard data, 167–168
performance results, 12–15
soft data, 168–171
See also Business outcomes
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Business outcomes:
chain of performance, 28–29, 29
data collection, 91–102, 93–96
data collection questionnaire, 92, 93, 95, 97, 101
evaluate follow-up performance, 25
evaluation decision criteria, 36–37, 37
evaluation strategy and plan, 48
follow-up:

input variables, ROI quality analysis, 231, 236, 
240

managing, and negative ROI, 238
outcome quality analysis tool, 248
performance data collection, 66, 74, 80, 85, 

89, 91–102, 93–96
identification, solution design ingredients, 10
linkages to solution design, 10, 11, 13–15, 42–43
opportunity forecasting model, 282, 283, 285, 286
outcome quality analysis tool, 247, 248–249
performance-centered framework, 3, 4–5
quality analysis and intangible results, xvii, 30, 32, 

243–252
report results, 257–258
in Stone’s Measurement and ROI Process  

(Stage 3), 28–29, 29
See also Intangible results and outcome quality 

analysis (Step 9d)

Capital equipment costs, 210–211
Case study. See TechRead case study
Casual influence and adjustments (Step 6), 109–142

chain of impact, 112–113, 114
data collection and conservative adjustments, 30, 

31
decision-making tool, 130–132, 131
described, xvi, 109, 110
flow chart, 30, 110
Guiding Principle (6), 113, 114
input variables, ROI quality analysis, 231–232, 236, 

240–241
methods to determine causal influence,  

113–130
comparison (control) group method, 110, 

114–119, 117
conditional trend analysis method, 110,  

119–122, 120
credible source estimates method, 110,  

122–132
outcome quality analysis tool, 248
questionnaire, 94, 98
report results, 257
send right message to stakeholders, 109–113
solution design, 111–112
TechRead case study, 132–142, 134, 135, 137–138, 

141
Chain of impact, stakeholders, 112–113, 114
Chain of performance, 28–29, 29
Channels for follow-up, 262–264, 269

Clients:
commitment, opportunity forecasting model, 283, 

285–286
complaints, intangible benefits significance, 245
customer service measures, soft data, 169
follow-up client-specific actions, 263, 269
follow-up performance data sources, 79, 84
satisfaction, intangible benefits significance, 245
-supported solution design, 7–12

Coaches:
Active Coaching for Field Sales Managers, 102–103, 

264–265
follow-up performance data sources, 79, 83

Communicate results and recommend actions (Step 
10), 253–269

complete story, 253–254
described, xvii, 30, 33, 254
to executives, 258–268

assumptions or unusual situations, 260
audience analysis and customized reports, 

258–259
audience education, 262
contributions and lessons learned emphasis, 

260
design of training/performance solutions, 

259–260
evaluation status updates, 261
EVP involvement, 265
key points emphasis, 261–262
move beyond costs, 259
preparation for questions, 259, 261–262
ROI formula explained, 260–261
understate results and overstate costs, 260

flow chart, 30, 254
follow-up, 262–264, 269
format for, 255–258
Guiding Principle, 254–255
TechRead case study, 264–269

Companion strategies:
evaluation strategy and plan, 48
follow-up performance data collection, 66, 73, 98, 

104–105
fully loaded cost calculation, 209–210
opportunity forecasting model, 282, 283, 285
report results, 257
in solution design, 8, 8–10, 12

Comparison group method, causal influence, 110, 
114–119, 117

Compatibility and competence, performance 
readiness, 6

Complete story in report results, 253–254
Components of evaluation methodology, 20–27

evaluation framework, 21, 24–26
guiding principles, 21, 26, 27
inherent features of good, 23
ROI quality analysis, 21, 27
sponsorship, 20–22, 21
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Comprehensiveness of data collection, 51
Conditional trend analysis method, causal influence, 

110, 119–122, 120
Confidence, learning readiness, 66, 94, 99–100
Confirm sponsorship/negotiate evaluation purpose 

and expectations (Step 1), 39–46
business outcome and solution design linkages, 

10, 11, 13–15, 42–43
described, 30, 39–41, 40
evaluation purpose and expectations, 41–42, 43
flow chart, 30, 40
Guiding Principle, 27, 40
key components of solution design, 8, 43–44
negotiate and align support with evaluation 

expectations, 45
requirements for collecting behavior and 

execution data, 45–46
resources required for evaluation, 45
scope of evaluation, 44

Context of study, assignment of credible monetary 
value, 185

Contracting, learning and performance data, 85, 
88–89, 90

Contribution:
to business, 19
report results to executives, 260

Control group method, causal influence, 110, 114–119, 
117

Convenience in data collection, 50
Cooperation in data collection, 50
Corporate integration actions, follow-up, 262–263, 269
Cost:

benefit-cost ratio (BCR), 33–35
capital equipment, 210–211
data collection, 51–52
of delivery, 206
direct, 182–184, 190–191, 193
direct delivery, 215–217, 216
of evaluation, 206–207
facility costs, 210
fully loaded categories/considerations (Step 9b), 

204–210
benefit costs, 201–202, 202, 208–209
capital equipment costs, 210–211
companion strategy costs, 209–210
delivery costs, 206
e-learning program costs, 211
evaluation costs, 206–207
facility costs, 210
guidelines to, 201–202, 202
needs analysis costs, 204–205
overhead costs, 207
partnering strategy costs, 209–210
salary costs, 208–209
solution design and development costs,  

205–206
hard data measures of, 168

indirect, 191, 193
initial reaction questionnaire, 69
move beyond in executive reports, 259
of needs analysis, 204–205
nondelivery prorated, 213–215, 214
overhead, 207
overstating, in executive reports, 260
partnering strategy costs, 209–210
per employee trained, 203
reduction in, training function impact on 

business, 166, 166–167
report results, 258
spreading costs throughout the life cycle, 211–217
training cost, 203
See also Fully loaded cost and calculation (Step 9b)

Credibility:
assignment of monetary value (Step 9a), 175,  

185–188
data collection sources, 49–50
methods to determine causal influence and 

adjustments (Step 6), 122–132
advantages, 122–124
focus groups to answer “why” question,  

128–130
interviews to answer “why” question, 128–130
questionnaire, straightforward, 127–128
questionnaire, 12-item, 91–102, 93–96, 124
questionnaire with forced allocation, 

abbreviated, 124–127, 125
sources for estimates, 110, 122–132, 123
worksheet to select method to identify,  

130–132, 131
of study, 185–186

C-suite executives. See Executives
Custodians of organizational records, 79, 80
Customers. See Clients
Customized report to executives, 258–259

Data analysis and conservative adjustments (Phase 
Three):

business outcomes and ROI data, 91–102, 93–96
described, 30, 31–33
evaluation strategy and plan, 54
flow chart, 30, 110
improvement questionnaire, 94, 98–99
sponsorship, 21
Step 6: casual influence and adjustments, 109–142

data collection and conservative adjustments, 
30, 31

decision-making tool, 130–132, 131
described, xvi, 109, 110
flow chart, 30, 110
Guiding Principle, 113, 114
input variables and ROI quality analysis,  

231–232, 235
methods to determine causal influence,  

113–130, 114, 117, 120, 123, 125
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Data analysis and conservative adjustments (Phase 
Three) (continued)

send right message to stakeholders, 109–113
TechRead case study, 132–142, 134, 135,  

37–138, 141
Step 7: sustained impact and adjustment, 143–161

adjustments, 144, 151–156
annualizing improvements, 145–146
described, xvi, 30, 32, 143, 144
flow chart, 30, 144
Guiding Principle, 148
“if it can’t be sustained, it can’t be claimed,” 

145–146
one-time impact adjustments, 144, 151–152
overstated ROI as flaw, 146–151, 150
recurring impact adjustments, 144, 152–153
sustained improvement questionnaire, 94, 

98–99
TechRead case study, 157–161, 159, 161
turnover loss adjustments, 144, 153–156
volatility impact, 143–145

Step 8: go/no go evaluation decision: monetary 
value assigned to business outcome data, 
30, 32

Step 9a: assignment of credible monetary value, 
30, 32–33, 164, 175–188, 193–195, 194

Step 9b: fully loaded costs, calculating, 30, 32–33, 
199–218

Step 9c: post-program ROI benefits, 30, 32–33
Step 9d: intangible results and outcome quality 

analysis, xvii, 30, 32, 243–252
twelve key focus areas, 91–102, 93–96

Data collection for evaluation project (Phase One), 
39–57

Step 1: confirm sponsorship/negotiate evaluation 
purpose and expectations, 39–46

business outcome and solution design 
linkages, 10, 11, 13–15, 42–43

described, 30, 39–41, 40
evaluation purpose and expectations, 41–42, 43
flow chart, 30, 40
Guiding Principle, 27, 40
key components of solution design, 8, 43–44
negotiate and align support with evaluation 

expectations, 45
requirements for collecting behavior and 

execution data, 45–46
resources required for evaluation, 45
scope of evaluation, 44

Step 2: go/no go evaluation decision: partnering 
for measurement strategy creation, 30, 31, 
40, 46–47

Step 3: finalize evaluation strategy and baseline 
data collection, 47–57

baseline performance data, 55
create evaluation strategy and plan, 47–52, 48
described, 30, 31, 47

develop a project plan and identify 
responsibilities, 53–55, 54

field-test the questionnaire, 56
five Cs of data collection, 49–52
flow chart, 30, 40
Guiding Principles, 27, 49, 53
sponsor buy-in, 52
success and disappointments data collection 

plan, 52–53
user silent evaluation, 56–57

Data collection (Phase Two), 65–108
described, xvi, 31, 65
flow chart, 30, 66
Guiding Principle, 97, 99–100
initial reaction questionnaire, 67, 68
performance readiness (learning) data, 69–73
Step 4: performance readiness data, 69–73. See also 

Learning readiness
about, 30, 31, 66
business outcome and ROI data, 91–102, 

93–96
business outcome and ROI questionnaire, 

12-item, 91–102, 93–96, 124
estimating causal influence using forced 

allocation, 124–127, 125
flow chart, 30, 66
Guiding Principle, 97, 99–100
initial reaction data, 25, 65–69, 66, 68
initial reaction questionnaire, 67, 68, 88–89
ROI quality analysis, 230, 235, 240

Step 5: follow-up performance data, 73–91
active management reinforcement, 66, 73, 94, 

96, 98, 101, 104–105
audience preparation, 77
barriers to success, 66, 67–69, 68
best practice methodology, 84–91, 85, 90
business outcome, 66, 74, 80, 85, 89, 91–102, 

93–96
companion strategy, 66, 73, 98, 104–105
described, 30, 31, 66
execution in work setting, 66, 66, 70, 89, 90, 

92, 95–96
flow chart, 30, 66
intact team program advantages, 76–77
open-enrollment program challenges,  

74–76
participants’ interest in learning data, 73
peer observers, 70–72, 71
role-play observation assessment, 70–72, 71
share questionnaires prior to implementation, 

77–78
simplicity, 74
sources for, 78–84
take actions, 78
training professionals’ interest in learning 

data, 72–73
TechRead case study, 102–108
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Decision making. See Go/no go evaluation decision
Decision-making tool, casual influence, 130–132, 131
Deficiencies and root cause identification:

business outcomes, 5–6
predelivery, opportunity forecasting model, 281, 

282
report results, 256
solution design ingredients, 1, 10
See also Evaluation project (Phase One)

Delivery costs, 206
Demonstration of work, 85, 87–88
Depreciation in unit value analysis, 192, 193
Design of training/performance solution:

business outcome linkages, 10, 11, 13–15, 42–43
create client-supported, 7–12
development costs, fully loaded cost calculation, 

205–206
focus on complete, report to executives, 259–260
initial reaction questionnaire, 67, 68
key components of, 8, 43–44
opportunity forecasting model, 282
predelivery, opportunity forecasting model, 282, 

284
report results, 256, 264–265
stakeholders, send right message to, 111–112

Develop a project plan. See Evaluation project  
(Phase One)

Direct cost:
indirect costs, 191, 193
savings, 182–184
unit cost analysis, 190–191, 193

Direct delivery costs, 215–217, 216
Direct reports, follow-up data, 79, 82
Direct supervisors, follow-up data, 79, 80
Disappointments. See Success and disappointments

Economic landscape, global, ix–x
Education. See under Training
Effectiveness measures, soft data, 169
80/20 rule. See Performance readiness
E-learning program costs, 211
Employees:

complaints, results report, 266–267
intangible benefits significance, 245
performance, defined, 19
time savings value, 177, 181–182

Enablers, results report, 257
Evaluation project (Phase One):

cost of, 206–207
described, xvi, 29–31
purpose of, 256
report results, 256, 261
Step 1: negotiation of purpose and expectations, 

39–46
described, 30, 39–41, 40
determine evaluation purpose and 

expectations, 41–42, 43

determine how training solution objectives 
link to business measures, 10, 11, 13–15, 
42–43

determine resources required for evaluation, 45
determine scope of evaluation, 44
evaluation strategy and plan, 48
flow chart, 30, 40
Guiding Principle, 27, 40
identify key components of solution design, 8, 

43–44
identify requirements for collecting behavior 

and execution data, 45–46
negotiate and align support with evaluation 

expectations, 45
predelivery, opportunity forecasting model, 

281, 282
Step 2: go/no go evaluation decision: partnering 

for measurement strategy creation, 30, 31, 
40, 46–47

Step 3: finalize evaluation strategy and baseline 
data collection, 47–57

baseline performance data, 55
create evaluation strategy and plan, 47–52, 48
described, 30, 31, 47
develop a project plan and identify 

responsibilities, 53–55, 54
field-test the questionnaire, 56
five C’s of data collection, 49–52
flow chart, 30, 40
Guiding Principles, 27, 49, 53
sponsor buy-in, 52
on success and disappointments, 52–53
success and disappointments data collection 

plan, 52–53
user silent evaluation, 56–57

Execution in work setting:
chain of performance, 28–29, 29
described, 5
as evaluation of follow-up performance, 25
evaluation strategy and plan, 48
follow-up performance data collection, 66, 66, 70, 

89, 90, 92, 95–96
input variables, ROI quality analysis, 230–231,  

236–237, 240
intangible results and outcome quality analysis, 

248, 251
opportunity forecasting model, 282, 283, 285, 286
outcome quality analysis tool, 248
performance-centered framework, 3, 5–6
questionnaire, business outcome/ROI data, 92, 93
report results, 257
in Stone’s Measurement and ROI Process, 28–29, 29

Executives:
follow-up performance data sources, 79, 81
report results to, 258–268

assumptions or unusual situations, 260
audience analysis, 258–259
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Executives (continued)
audience education, 262
customized report, 258–259
emphasize contributions and lessons learned, 

260
emphasize key points, 261–262
evaluation status updates, 261
EVP involvement, 265
explain ROI formula, 260–261
focus on complete solution design, 259–260
move beyond costs, 259
preparation for questions, 259, 261–262
understate results and overstate costs, 260

training and performance concerns, 16–17
Exhibits to report results, 258
Expectations:

managing, and negative ROI, 238
negotiation of evaluation project, 41–42, 43, 45
in solution design, 10

Expenses, indirect, 165
Experts:

as credible source, 188
internal or external, for follow-up, 79, 83

Facilitator, initial reaction questionnaire, 67, 68
Facility costs, 210
Failure:

to report, consequences of, 199–201, 200
of training as single solution, 2–3

Feedback, 264
See also Follow-up

Field Sales Managers, 102–103, 264–266
Finalize evaluation strategy and baseline data 

collection (Step 3), 47–57
create evaluation strategy and plan, 47–52, 48
described, 30, 31, 47
develop a project plan and identify 

responsibilities, 53–55, 54
field-test the questionnaire, 56
five Cs of data collection, 49–52
flow chart, 30, 40
Guiding Principles, 27, 53
sponsor buy-in, 52
success and disappointments data collection plan, 

52–53
user silent evaluation, 56–57

Five Cs of data collection, 49–52
comprehensiveness, 51
convenience, 50
cooperation, 50
cost, 51–52
credibility, 49–50
finalize evaluation strategy and baseline data 

collection (Phase One, Step 3), 49–52
Guiding Principles, 27, 49

Flow chart, Stone’s Measurement and ROI Process, 30
See also specific process phases and steps

Focus groups, 85, 86
to answer “why” question, 128–130

Follow-up:
channels for, 262–264, 269
described, 30, 33
evaluation process, 22–24, 23
feedback and lesson learned, 264
flow chart, 30, 254
initial reaction questionnaire, 67, 68
peer group, 70–72, 71, 79, 82–83
report results, 258
sponsorship, 22
Step 5: performance data collection, 73–91

active management reinforcement, 66, 73, 94, 
96, 98, 101, 104–105

audience preparation, 77
barriers to success, 66, 67–69, 68
best practice methodology, 84–91, 85, 90
business outcome, 66, 74, 80, 85, 89, 91–102, 

93–96
companion strategy, 66, 73, 98, 104–105
data sources, 48, 78–84, 79
described, 30, 31, 66
evaluation of, 25
execution in work setting, 66, 66, 70, 89, 90, 

92, 95–96
flow chart, 30, 66
intact team program advantages, 76–77
open-enrollment program challenges,  

74–76
participants’ interest in learning data, 73
peer observers, 70–72, 71
ROI measurement process, 19
role-play observation assessment, 70–72, 71
share questionnaires prior to implementation, 

77–78
simplicity, 74
take actions, 78
training professionals’ interest in learning 

data, 72–73
Step 11: initiate proper action, 262–264, 269

client specific actions, 263, 269
corporate integration actions, 262–263,  

269
flow chart, 30, 254
TechRead case study, 269
training and performance process actions, 

263–264, 269
Forecasting ROI, 271–287

benefits of, 271–273, 272
flow chart, 272
identify influencing factors, 275–276
participant forecast of ROI and results, 277,  

277–280, 279
predelivery, 280–287, 282–283
realistic assumptions, 275–276
realities of, 273–276
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Formulas:
benefit-cost ratio (BCR), 34
for ROI, 34, 223, 260–261

Framework:
for evaluation, 21, 24–26
performance-centered, 3–7
for talking about performance results, 3–7

Fully loaded cost and calculation (Step 9b), 199–218
benefit-costs relationship, 201–202, 202
cost categories, 204–207

delivery costs, 206
evaluation costs, 206–207
needs analysis costs, 204–205
overhead costs, 207
solution design and development costs, 205–206

cost considerations and tips, 207–211
benefit costs, 208–209
capital equipment costs, 210–211
companion strategy costs, 209–210
e-learning program costs, 211
facility costs, 210
partnering strategy costs, 209–210
salary costs, 208–209

cost guidelines, 201–202, 202
described, xvii, 30, 32–33, 199, 200
failure to report, consequences of, 199–201, 200
flow chart, 30, 200
Guiding Principle, 200
improper cost comparisons, 202–204
input variables, ROI quality analysis (Step 9c), 

232, 236, 241
opportunity forecasting model, 283, 286
spreading costs throughout the life cycle, 211–217
TechRead case study, 217–218, 218

Functional group managers/committees as data 
source, 79, 80–81

Global economic and business landscape, ix–x
Goal setting, as solution design ingredient, 10, 12
Go/no go evaluation decision:

Step 8: assignment of monetary value, 163–197
described, xvi, 30, 32, 163, 164, 244
flow chart, 30, 164, 244
Guiding Principle (8), 171–172
Guiding Principle (9), 175–176
hard data, 167–168
opportunity forecasting model, 283, 287
partnering for measurement strategy creation 

(Step 2), 30, 31, 40, 46–47
reasons for/against assignment of monetary 

value, 172–175
soft data, 168–171
TechRead case study, 195–197
training function impact on business, 165–167, 

166
unit cost analysis, 188–195, 193, 194
value-based decisions, 164–167, 166

Step 9a: assignment of credible monetary value, 
175–188

credible source estimates, 175, 186–188
described, 30, 32–33, 164
flow chart, 30, 164
known values, 175, 176–184, 177
values by association, 175, 184, 184–186

Guiding Principles:
assignment of monetary value, 171–172, 175–176
causal influence and adjustment, 113, 114
components of evaluation methodology, 21, 26, 27
confirm sponsorship/negotiate evaluation 

purpose and expectations, 27, 40
data analysis, 113, 114
data collection, 27, 49, 97, 99–100
finalize evaluation strategy and baseline data 

collection, 27, 53
fully loaded cost calculation, 200
report results, 254–255
ROI calculation, 224
sustained impact and adjustment, 148

Habits:
changing ineffective, 96, 101, 139
ineffective, individual or team, 6, 10, 12
learning readiness, 6, 10, 12, 66, 96, 101, 169
work habit measures, soft data, 169

Hard data, 167–168
Hurdle rate, 35–36

“If it can’t be sustained, it can’t be claimed,” 145–146
Improper cost comparisons, fully loaded cost 

calculation, 202–204
Improvement, predicting performance. See 

Opportunity forecasting model
Indirect costs, 191, 193
Indirect expenses, 165
Ineffective habits:

individual or team, 6, 10, 12
questionnaire, 96, 101, 139

Initial reaction data:
collect, 65–69, 66, 68
defined, 65
evaluation strategy and plan, 25, 48

Initial reaction questionnaire, 68, 88–89
Initiate proper action (Step 11), 262–264, 269

client specific actions, 263, 269
corporate integration actions, 262–263, 269
flow chart, 30, 254
follow-up, 30, 33
TechRead case study, 269
training and performance process actions,  

263–264, 269
Initiative measures, soft data, 169
Input variables, ROI quality analysis (Step 9c),  

229–233, 240–241
assignment of monetary value, 232, 236, 241
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Input variables, ROI quality analysis (Step 9c) 
(continued)

business outcome, 231, 236, 240
causal influences, 231–232, 237, 240–241
execution in work setting, 230–231, 235, 240
fully loaded cost calculation, 232, 237, 241
performance readiness, 230, 235, 240
sustained impact and adjustment, 232, 236, 241

Intact team program advantages, 76–77
Intangible results and outcome quality analysis  

(Step 9d), 243–252
described, xvii, 30, 32, 243, 244
execution in work setting, 248, 251
flow chart, 30, 244
intangible benefits significance, 243–247, 245
outcome quality analysis tool, 247, 248–249
performance readiness, 248, 251
report, 254–255, 257
TechRead case study, 247–252

Internal experts, 79, 83
Interviews:

to answer “why” question, 128–130
follow-up, 85, 86

Investment perception questionnaire item, 94, 100

Job attitude measures, soft data, 169

Kirkpatrick’s four levels of evaluation, 2

Learning:
follow-up action planning, 85, 88–89, 90, 91
opportunity forecasting model, 282

Learning engagement:
results reporting, 265
solution design, creating client-supported,  

7–12
Learning readiness:

awareness, 66
confidence, 66, 94, 99–100
evaluation strategy and plan, 48
habits, 6, 10, 12, 66, 96, 101, 169

Learning solution. See Design of training/
performance solution

Managers:
as credible source, 188
Field Sales Managers, 102–103, 264–266
operational, 15–16, 79, 80
See also Executives

Measurement project. See Evaluation project  
(Phase One)

Media, performance data collection, 85, 91
Methodology for assignment of credible monetary 

value (Step 9a), 175–188
credible source estimates, 175, 186–188
described, 30, 32–33, 164
flow chart, 30, 164

known values, 175–184
direct cost savings, 182–184
value of employee time savings, 177, 181–182
value of output, 177, 178–180
value of quality, 177, 180–181
value of sales, 177, 178

reputation of, 185
values by association, 175, 184, 184–186

Methods to determine causal influence (Step 6),  
113–130

comparison (control) group method, 110,  
114–119, 117

conditional trend analysis method, 110, 119–122, 
120

credibility of sources, 110, 122–132
advantages, 122–124
focus groups/interviews to answer “why” 

question, 128–130
questionnaire, straightforward, 127–128
questionnaire, 12-item, 91–102, 93–96, 124
questionnaire with forced allocation, 

abbreviated, 124–127, 125
sources for estimates, 122, 123
worksheet to select method to identify,  

130–132, 131
credible source estimates method, 122–130

Metrics. See Business outcomes; Stone’s Measurement 
and ROI Process

Needs analysis, cost of, 204–205
Negative ROI, 237–239
Negotiate evaluation purpose and expectations  

(Step 1), 39–46
described, 30, 39–41, 40
determine evaluation purpose and expectations, 

41–42, 43
determine how training solution objectives link to 

business measures, 10, 11, 13–15, 42–43
determine resources required for evaluation, 45
determine scope of evaluation, 44
flow chart, 30, 40
Guiding Principle, 27, 40
identify key components of solution design, 8, 

43–44
identify requirements for collecting behavior and 

execution data, 45–46
negotiate and align support with evaluation 

expectations, 45
Nondelivery prorated costs, 213–215, 214
Numbers of unit of service, 190, 193

Observation of work, data collection, 85, 87–88
One-time impact, adjust for sustained, 144, 151–152
Open-enrollment program challenges, 74–76
Operational managers:

follow-up performance data sources, 79, 80
training and performance concerns, 15–16
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 Index 299

Opportunity forecasting model, 271–287
benefits of, 271–273, 272
flow chart, 272
identify influencing factors, 275–276
participant forecast of ROI and results, 277,  

277–280, 279
predelivery, 280–287, 282–283
realistic assumptions, 275–276
realities of, 273–276

Opportunity measures, soft data, 169
Organizational records:

custodians as data sources, 79, 80
as data sources, 85, 85

Outcomes. See Business outcomes
Output:

intangible benefits significance, 245
measures of, as hard data, 167–168
value of, assignment of credible monetary value, 

177, 178–180
Overhead costs, 207
Overstated costs, in results report to executives, 260
Overstated ROI, as flaw, 146–151, 150

Participants:
as credible source, 187–188
follow-up performance data sources, 79, 81–82
interest in learning data, 73
opportunity forecasting model, 277, 277–280, 279

Partnering and evaluation project planning. See 
Evaluation project (Phase One)

Partnering strategy costs, 209–210
Peer follow-up, 70–72, 71, 79, 82–83
Percent of employees trained, 203
Performance and training process actions, 263–264, 

269
Performance data. See under Data collection
Performance improvement, predicting. See 

Opportunity forecasting model
Performance preparation evaluation, 24, 25
Performance readiness:

chain of performance, 28–29, 29
defined, 65
as evaluation of performance preparation, 24, 25
evaluation strategy and plan, 48
as input variable, ROI quality analysis of ROI, 230, 

236, 240
intangible results and outcome quality analysis, 

248, 251
opportunity forecasting model, 282
outcome quality analysis tool, 248
performance-centered framework, 3, 6–7, 10–11
report results, 257
Step 4: data collection, 69–73. See also Learning 

readiness
business outcome and ROI data, 91–102, 93–96
business outcome and ROI questionnaire, 

12-item, 91–102, 93–96, 124

described, 30, 31, 66
estimating causal influence using forced 

allocation, 124–127, 125
flow chart, 30, 66
Guiding Principle, 97, 99–100
initial reaction data, 25, 65–69, 66, 68
initial reaction questionnaire, 67, 68, 88–89
ROI quality analysis, 230, 236, 240

in Stone’s Measurement and ROI Process, 28–29, 
29

Performance results, talking about, 1–17
business metrics, 12–15
creating client-supported solution design, 7–12
described, xv
executive concerns, 16–17
failure of training as single solution, 2–3
framework, performance-centered, 3–7
operational manager concerns, 15–16
performance-centered view of, 1–7

Performance training design. See Design of training/
performance solution

Performance-centered framework, 3–7
Phase Five. See Follow-up
Phillips, Jack, x
Plan. See Evaluation project (Phase One)
Plan and strategy evaluation, creating, 47–52, 48
Post-program ROI, 30, 32–33, 220–223, 222
Predelivery, opportunity forecasting model, 280–287

define problem or opportunity, 281, 282
described, 280
design of training/performance solution, 282, 284
opportunity forecasting job aid, 280–287, 282–283
prediction analysis, 283, 284–287

Predicted ROI, opportunity forecasting model, 283, 
287

Predicting performance improvement. See 
Opportunity forecasting model

Preparation data. See under Data collection
Preprogram ROI forecast, 220
Problem solving, facilitating collaborative, 10, 11
Profit margins, 196–197
Purpose of evaluation, 41–42, 43

Qualitative response, initial reaction questionnaire, 
67, 68

Quality:
hard data measures, 168
Step 9a: value of, assignment of credible monetary 

value, 177, 180–181
Step 9c: analysis of ROI, 224–233

components of evaluation methodology, 21, 27
input variables, 229–233, 236–237
misleading nature of, 224–229, 227
need for, xiv
report results of impact on, 266
ROI calculation, 220, 224–237, 240–241
tool for, xvi, 21, 27, 233–237, 234, 236–237
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Quality (continued)
Step 9d: outcome quality analysis and intangible 

results, 243–252
described, xix, 30, 32, 243, 244
execution in work setting, 248, 251
flow chart, 30, 244
intangible benefits significance, 243–247, 245
outcome quality analysis tool, 247, 248–249
performance readiness, 248, 251
TechRead case study, 247–252

Quantitative response, initial reaction questionnaire, 
67, 68

Questionnaires:
assigning a monetary value, 93, 97
causal influence:

with forced allocation, 94, 124–127, 125
straightforward, 127–128

confidence level, 94, 99
field-testing, 56
follow-up performance data best practice 

methodology, 85, 86–87, 93–96
share prior to implementation, 77–78
sustained impact, 94, 98
12-item, 91–102, 93–96

Questions on report results, preparing for, 259,  
261–262

Readiness. See Learning readiness; Performance 
readiness

Realities of opportunity forecasting model, 273–276
Recommended actions. See Communicate results and 

recommend actions (Step 10)
Recurring impact, adjust for sustained, 144, 152–153
Report results (Phase Four), 253–269

described, 30, 33, 254
evaluation strategy and plan, 48, 54
flow chart, 30, 254
Step 10: communicate results and recommend 

actions, xvii, 30, 33, 253–269
TechRead case study, 264–269

Reputation of methodology, assignment of credible 
monetary value, 185

Researcher credibility, assignment of credible 
monetary value, 185

Resources. See Sources
Return on investment. See ROI
Revenue:

profit margins from, TechRead case study, 196–197
report results, 254–255, 257
training function impact on business, 166, 166–167

ROI (return on investment), 28–33
advocates vs. critics, xi–xiii
analysis of intangible results and outcome quality 

(Step 9d), xvii, 30, 32, 243–252
benefit-cost ratio (BCR), 33–35
business outcome evaluation decision criteria, 

36–37, 37

calculation of (Step 9c), 219–241
benefits of ROI, 221–223, 222
described, xvii, 219, 220
formula for, 34, 223, 260–261
Guiding Principle, 224
negative ROI, 237–239
postprogram ROI, 220–223, 222
preprogram ROI forecast, 220
quality analysis of ROI, 224–233
report results, 258
TechRead case study, 239–241

components of evaluation methodology, 20–27, 21
described, xv
evaluation methodology components, 20–27, 21
evaluation strategy and plan, 48
follow-up evaluation, 19
forecasting, 271–287

benefits of, 271–273, 272
described, 272
flow chart, 272
identify influencing factors, 275–276
participant forecast of ROI and results, 277, 

277–280, 279
predelivery, 280–287, 282–283
realistic assumptions, 275–276
realities of, 273–276

formula, 34, 223, 260–261
hurdle rate, 35–36
measurement process, xv, 19–37, 21
quality of. See RQA (ROI quality analysis, Step 9c)
report results to executives, 260–261
See also Stone’s Measurement and ROI Process

Role-play observation assessment, 70–72, 71
Root cause. See Deficiencies and root cause 

identification
RQA (ROI quality analysis, Step 9c), 224–233

components of evaluation methodology, 21, 27
input variables, 229–233

assignment of monetary value, 232, 237
business outcome, 231, 236
causal influences, 231–232, 236, 240–241
execution in work setting, 230–231, 236
fully loaded cost calculation, 232, 237
performance readiness, 230, 236, 240
sustained impact and adjustment, 232, 237

input variables, ROI quality analysis, 229–233, 
240–241

misleading nature of, 224–229, 227
need for, xiv
report results of impact on, 266
ROI calculation, 220, 224–237, 240–241
tool for, xiv, 21, 27, 233–237, 234, 236–237

Salary costs, fully loaded cost calculation, 208–209
Sales:

Active Coaching for Field Sales Managers, 102–103, 
264–265
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 Index 301

report results of impact on, 266
value of, assignment of monetary value, 177, 178

Scope:
of evaluation, 44
of study, assignment of monetary value, 185

Senior executives, follow-up performance data 
sources, 79, 81

Seven Secret Sauce ingredients for solution design, 
10, 10–12

Shared media, performance data collection, 85, 91
Simplicity, performance data collection, 74
Smile sheet. See Initial reaction data
Soft data, assignment of monetary value, 168–171
Solution design. See Design of training/performance 

solution
Sources:

for estimates, causal influence, 122–132
for performance data, 48, 78–84, 79
required for evaluation, 45

Sponsors:
buy-in, data collection, 52
components of evaluation methodology, 20–22, 21
confirm sponsorship/negotiate evaluation 

purpose and expectations, 8, 30, 40, 40–46, 
43

Spread cost throughout the life cycle, 211–217
Stakeholders, send right message to, 109–113, 114
Stone’s Measurement and ROI Process, 28–33

described, 28–29
flow chart summary, 30
Phase One: partner and plan evaluation project, 

29–31
Step 1: confirm sponsorship/negotiate 

evaluation purpose and expectations, 30, 
39–46, 40

Step 2: go/no go evaluation decision: 
partnering for measurement strategy 
creation, 30, 31, 40, 46–47

Step 3: finalize evaluation strategy and baseline 
data collection, 30, 31, 47–57

Phase Two: performance data collection, 30, 31, 66
Step 4: performance readiness data, 30, 31, 66, 

69–73
Step 5: follow-up (readiness?) performance 

data, 30, 31, 66
Phase Three: data collection and conservative 

adjustments, 30, 31–33
Step 6: casual influence adjustment, xviii, 30, 

31, 109–142, 144
Step 7: sustained impact adjustment, xviii, 30, 

32, 143–161
Step 8: go/no go decision to assign monetary 

value, xvi, 30, 32, 163–197
Step 9a: assignment of credible monetary value, 

30, 32–33, 164, 175–188, 193–195, 194
Step 9b: fully loaded cost calculation, xvii, 30, 

32–33, 199–218

Step 9c: post-program ROI benefits, xvii, 30, 
32–33, 219–241

Step 9d: intangible results and outcome quality 
analysis, xvii, 30, 32, 243–252

Phase Four: report results, 30, 33, 253–269, 254
Step 10: communicate results and recommend 

actions, xvii, 30, 33, 253–269
Phase Five: follow-up. See also Follow-up

Step 11: initiate proper action, 30, 33, 254, 
263–264, 269

Stage 1: performance readiness, 28–29, 29
Stage 2: execution in work setting, 28–29, 29
Stage 3: business outcomes, 28–29, 29
See also ROI (return on investment)

Strategy and plan evaluation, creating, 47–52, 48
Success and disappointments:

baseline data collection, 52–53
focus groups, 136
follow-up questionnaire, 138–139
questionnaire, business outcome/ROI data, 96, 

102
report results, 256–257, 267

Supervisors, as credible source, 188
Sustained impact and adjustment (Phase Three,  

Step 7), 143–161
adjustments, 144, 151–156
annualizing improvements, 145–146
described, xvi, 30, 32, 143, 144
Guiding Principle, 148
“if it can’t be sustained, it can’t be claimed,”  

145–146
input variables, ROI quality analysis, 232, 237, 241
one-time impact, 144, 151–152
outcome quality analysis tool, 249
overstated ROI as flaw, 146–151, 150
recurring impact, 144, 152–153
report results, 257
sustained improvement questionnaire, 94, 98–99
TechRead case study, 157–161, 159, 161
turnover loss, 144, 153–156
volatility impact, 143–145

Sustained improvement analysis, 94, 98–99

Take actions, follow-up data, 78
Tangible data:

profit margins from, TechRead case study, 196–197
report results, 254–255, 257
training function impact on business, 166,  

166–167
Team:

compatibility and competence, performance 
readiness, 6

follow-up performance data sources, 76–77, 79, 
82–83

intact team program advantages, 76–77
performance reinforcement questionnaire, 96, 

101
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302 Index

TechRead case study:
assignment of monetary value, 195–197
background, 58–61
causal influence, adjust business outcomes for, 

139–142, 141
communication of results, 264–269
data collection and analysis, 102–108, 132–133
execution in work setting, 133–136, 134, 135
focus groups, 135, 135–136
follow-up, 136–139, 137–138, 269
fully loaded cost calculation, 217–218, 218
implement evaluation strategy, 103–108
interviews impact, 134
planning the evaluation study, 61–62
readiness solution, 133
report results, 264–269
ROI calculation, 239–241
solution delivery, Active Coaching for Field Sales 

Managers, 102–103, 264–265
sustained impact and adjustment, 157–161, 159, 161

Time:
hard data measure of, 168
increment of, unit cost analysis, 190, 193
savings adjustment, 94, 99
savings of, and employee value, 177, 181–182

Total training investment per employee, 203
Total unit cost, 192–193, 193
Training, value of. See Stone’s Measurement and ROI 

Process; specific topics
Training and performance process actions, follow-up, 

263–264, 269
Training cost, 203
Training professionals:

Active Coaching for Field Sales Managers, 102–103, 
264–265

challenges for, xiv–xv
follow-up performance data sources, 79, 83
interest in follow-up learning data, 72–73

Turnover loss, adjust for sustained, 144, 153–156
Twelve-item questionnaire, 91–102, 93–96, 124

Understate results in report to executives, 260
Unit of service, 189–190, 193

See also Unit value analysis
Unit value analysis, 188–195

depreciation, 192, 193
direct costs, 190–191, 193
improvement calculation, 193–195, 194
indirect costs, 191, 193
time increment and number of units of service, 

190, 193
total unit cost, 192–193, 193
unit of service, 189–190, 193

User groups, follow-up performance data, 85, 91
User silent evaluation, 56–57

Value by association, credible monetary value, 175, 
184, 184–186

Value of employee time savings, credible monetary 
value, 177, 181–182

Value of output, credible monetary value, 177,  
178–180

Value of quality, credible monetary value, 177,  
180–181

Value of sales, credible monetary value, 177, 178
Value-based decisions, assignment of monetary value, 

164–167, 166
Volatility and sustained impact, 143–145

Work climate measures, soft data, 169
Work habit measures, soft data, 169
Worksheet to identify causal influence, 130–132, 131
Workshop content, initial reaction questionnaire,  

67, 68
Workshop evaluation. See specific topics
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