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�Measurement Trends

Training & Development Budgets Are Increasing

HRD Is Linked to Competitive Strategies

Accountability of All Functions Is Increasing

Top Executives Requiring Training Results

The Ultimate Level of Evaluation: ROI

 The Five Levels of Evaluation

Reaction and Planned Action - What are participants’ reaction to the program and what do they plan to do with the material?

Learning - What skills, knowledge, or attitudes have changed, and by how much?

Job Applications - Did participants apply on the job what they learned?

Business Results - Did the on-the-job application produce measurable results?

Return on Investment - Did the monetary value of the results exceed the cost for the program?



Chain of Impact�Value of Information�Power to Show Results�Frequency of Use�Difficulty of Assessment��Reaction�Lowest�Lowest�Frequent�Easy��Learning�(�(�(�(��Job Application�(�(�(�(��Business Results�(�(�(�(��ROI�Highest�Highest�Infrequent�Difficult��

Although business results are desired, it is very important to evaluate the other levels, as well. There is some evidence of a chain of impact among the levels, which indicates that if measurements are not taken at each level, it is difficult to conclude that the results achieved were actually caused by the HRD program.

Although it is important to produce business results and measure ROI with HRD programs, it is difficult to measure at those levels. This leads to two important questions. What is the appropriate strategy? Is anything short of level 4 or 5 evaluation acceptable? Level 4 evaluations are not for every program; the calculation of return on investment should be reserved for only a few programs. Some organizations wrestling with this issue develop specific strategies for ROI calculations which often hinge on two specific actions: setting targets and sampling.

Setting Evaluation Targets

Recognizing the complexity of the evaluation levels, some organizations attempt to manage the process by setting targets for the percentage of HRD programs measured at each level.

The following is an example of the evaluation targets from a large electric utility:

Level of Measurement�Percentage of Programs Measured��Participants’ Satisfaction/Reaction - (Usually 100%)�100%��Learning - (Usually between 50%-100%)�70%��On-the-job Application (Behavior)�50%��Results�10%��Return on Investment�5%��

Setting evaluation targets has several advantages. First, it provides measurable objectives for the HRD staff. Second, adopting targets focuses more attention on the accountability process, communicating a strong message to the HRD staff about the commitment to measurement and evaluation. Finally, focusing on targets at all levels helps realize benefits of the chain of impact. For all level 4 evaluations, there is usually a requirement for evaluations at the previous three levels. This requirement enhances the organization’s ability to show that the results obtained at level 4 are caused by the HRD program and not other factors.

Sampling

If ROI calculations are needed for some, but not all, courses, each organization must attempt to find that desired level of ROI calculations. There is no prescribed formula, and the number depends on many variables, including:

Staff expertise in evaluation

Resources that can be allocated to the process

The organization’s commitment to measurement and evaluation

Pressure from others to show ROI calculations

The nature and types of HRD programs

A few organizations use a sampling process to select a small number of programs for ROI calculations. Most organizations, however, settle for evaluating one or two sessions of their most popular programs. Other organizations pick a program from each major training segment. If an organization is implementing ROI for the first time, it is recommended that only one program be selected for a calculation.

Although it is important to take a statistically sound approach to the sampling process, it is more important to consider a trade-off between available resources and the level of sampling and analysis that management will accept for ROI calculations. Sometimes the objective is not to convince the HRD staff that their programs work but to show top management that HRD makes a difference. In this case, it is important that the sampling plan be developed with the input and approval of top management. In the final analysis, top management must be comfortable that the process yields a satisfactory assessment of the HRD function.

Data Collection Tools

Questionnaires

Probably the most common form of data collection tool. The five types of questions:

Open-ended question. Has an unlimited answer.

Checklist. A list of items where a participant is asked to check those that apply to the situation.

Two-way question. Has alternate responses, a yes-no or other possibilities.

Multiple-choice question.

Ranking scales. Requires the participants to rank a list of items.

Attitude Surveys

Before-and-after program measurements are often needed to show changes in attitude. Sometimes an organization will conduct an attitude survey to assess employees’ attitudes toward one of the areas listed previously. Then, based on these results, HRD programs are undertaken to change attitudes in areas where improvement is needed. In addition, attitude surveys can help evaluate HRD when they are used to:

Provide feedback to managers on how well they are balancing their various managerial and supervisory responsibilities.

Build a database that can inform the organization of the content and processes of selecting, developing, and training managers.

Assist in the design and modification of human resource policies, management systems, and decision-making processes, thereby improving overall organizational effectiveness.

Provide a way to assess progress during periods of change.

Assess the organization’s internal employee relations climate and monitor the trends.

Surveys alone are not the only way to measure attitudes. Interviews and observations, two other ways to check attitudes, are discussed later.

Tests

Testing is important in program evaluations for measuring learning. Preprogram and postprogram comparisons using tests are very common. An improvement in test scores shows the change in skill or knowledge of the participant which should be attributed to the program.

Several types of tests are used in the HRD field and there are three different ways in which tests can be classified. The first ways is based on the medium used for administering the test:

Paper and pencil tests (the most common media)

Simulated tools or actual equipment usage

Computer-based tests, using computers and video displays

The second way to classify tests is by purpose and content.

Aptitude tests measure basic skills or innate or acquired capacity to learn an occupation.

Achievement tests assess a person’s knowledge or competence in a particular subject. It measures the end result of education and training.

A third way in which to classify tests if by test design.

Oral examinations (the most common) - have limited use in HRD program evaluation (most useful in academic settings).

Essay tests - have limited use in HRD program evaluation (most useful in academic settings).

Objective tests - has answers which are specific and precise, based on the objectives of the program.

Norm-referenced tests

Criterion-referenced tests - A objective form of test that measures attitudes, feelings, creativity, problem-solving processes, and other intangible skills and abilities.

Performance tests - allows the participant to exhibit a skill (and occasionally knowledge and attitudes) which has been learned in the HRD program (a very common approach). The skill can be manual, verbal, or analytical, or a combination of the three. Performance testing is used frequently in job-related training where the participants are allowed to demonstrate what they have learned. In supervisory and management training, performance testing comes in the form of skill practices or role-plays.

Interviews

Interviews can secure data not available in performance records or data difficult to obtain through written responses or observations. Also, interviews can uncover success stories that can be useful in the overall evaluation. In some programs, the interview process comprises the total evaluation, although it’s not recommended.

A major disadvantage of the interview is that it is time-consuming.

Focus Groups

Focus groups are particularly helpful when in-depth feedback is needed for training program evaluation. For many cost-conscious trainers, the focus-group process is becoming the evaluation instrument of choice. The focus group is a small-group discussion conducted by an experienced facilitator. It is designed to solicit qualitative judgements on a particular topic or issue. Group members are all required to provide their input, and individual input builds on group input.

The focus group is particularly helpful when information is needed about the quality of a training program or an assessment of behavior change resulting from a training program. For example, the focus group can be used in the following situations:

To evaluate the training design and the training process in a pilot test program.

To evaluate the reactions to specific exercises, cases, simulations, or other components of a training program.

To assess the overall effectiveness of the program as perceived by the participants immediately following a program.

To asses the impact of the program in a follow-up evaluation after the program is completed.

Essentially, a focus group is helpful when evaluation information is needed which cannot be collected adequately with simple, quantitative methods.

Observations

This process involves observing the participant either before, during, or after an HRD program to record changes in behavior. The observe may be a member of the HRD staff, the participant’s supervisor, a member of a peer group, or an outside third party. The most common observer, and probably the most practical, is a member of the HRD staff, although this choice may appear to be self-serving.

Several types of observation methods are available to use in HRD evaluation. They include:

Behavior checklist, which is useful for recording the presence, absence, frequency, or duration of a participant’s behavior as it occurs.

Coded behavior record, which contains a predetermined code of behaviors that can be used in a checklist format.

Delayed report method, where the observer does not use any forms or written materials during the observation but records the observed behavior at particular time intervals during the observation period.

Video recording, where video cameras capture actual behavior of participants.

Audio monitoring, where on-the-job conversations are monitored to assess skills.

This process is effective, however, for capturing behavior as it is displayed on the job. It is particularly useful in customer service and sales training where secret customers or mystery shoppers are often utilized to determine the degree to which customer service or sales skills are being utilized.

Performance Records

Although it may appear awkward to refer to performance records as evaluation instruments, in the context of evaluation, they serve the same purpose as tests or attitude surveys. They enable management to measure performance in terms of output, quality, costs, and time and are necessary for an accurate evaluation system.

During determination of the use of records in the evaluation of an HRD program, the first consideration should be existing records. In most organizations, there will be records suitable for measuring the improvement expected from an HRD program. If not, additional measurement systems will have to be developed for analysis and measurement. At this point the question of economics enters.

Examples of Performance Records���Absenteeism�Percent of quota achieved��Accident costs, accident rates�Processing time��Break in time for new hires�Production schedules��Complaints, employee and customer�Productivity��Cost reduction�Project schedule variations��Costs, overhead�Rejects, scrap��Costs, unit�Reports completed��Downtime�Sales (dollar and number)��Efficiency�Sick leave costs��Employees promoted�Supervisor bonuses��Equipment Use�Tardiness��Errors, employee�Termination’s, employees��Grievances�Time card corrections��Inventory adjustments�Total output��New accounts�Transactions completed��On-time shipments�Turnover��Overtime�Work backlog��Budget variances�Work stoppages��

Measuring Training Service

These measures ensure that appropriate training is delivered on a cost-effective basis within the time frame needed by the client.

Measuring Customer Satisfaction

Although program participants are often regarded as customers, this measurement involves other clients, usually those who request or support the program.

Target groups for this kind of measurement are:

Individuals who request the initial training program

Supervisors of the participants who attend the program

Senior managers who must allocate resources to support the overall training effort

Other employees who must work with the results of the training program

A simple questionnaire sent routinely to a part or all of these groups can be helpful in measuring the level of satisfaction. A recommended approach is to sample a group of these customers to check their level of satisfaction each year. As an alternative, the customer satisfaction check may be tied to a specific program, particularly when it is regarded as a significant new program.

Measuring Response and Delivery Times

One measure of delivery time is the time from the request for training until the program is actually delivered.

Another measure is the timing of training relative to when it is supposed to be delivered to support new technology or new products. Also, the time it takes for the target audience to complete the program is another important measure.

Tracking and Comparing Costs

Training costs are very important and should be monitored at different stages and compared to what has been accomplished previously or to other alternative delivery methods. It is recommended that cost be tracked by individual program and by four functional areas:

Analysis - Important because they will clearly show the amount of cost involved in conducting the need analysis.

Development - Are critical because they can be used to compare with a potential program purchase or with previous development time.

Delivery - Usually the greatest costs, and the delievery cost per person is a critical factor in measuring the overall efficiency of the training effort.

Evaluation - Important because they show the HRD staff how much it is spending to improve the training process and increase training effectiveness. This figure will normally be very low, in the range of 5 percent or less of the total training budget, even for some of the companies with the most comprehensive measurement and evaluation systems.

Combining costs with response and delivery times enables the HRD staff to compare one training approach to another, for example, externally versus internally developed programs. Also, the data will enable a comparison of classroom versus computer-based training, or conference discussion versus on-the-job training.

Measuring Entry Capability

Some HRD staffs measure the ability of participants as they enter a training program or series of programs. The action is not necessarily for excluding participants, but to determine at what level the training should begin or if remedial training is needed (or if the training should be skipped altogether). Too often organizations train individuals for tasks they are already familiar with. Also, on the other extreme, sometimes participants attend training programs when they are not capable of fully comprehending the process.

Measuring Participant Performance: Level 1 and 2 Evaluations

Measuring Reaction and Planned Actions

Participant reaction is critical and is necessary to judge the overall reaction to programs. Reaction should include information on program content, instructional materials, out-of-class assignments, method of delivery. Instructor-facilitator, facilities and learning environment, and overall evaluation. In addition, it is important to show planned improvements. Here, participants are asked to indicate what they will do with the material, how they will apply it, and the success they expect to achieve. If possible, this process should be taken a step further to show the value of the improvement to the department or work unit. Also, the confidence level can be included to illustrate the level of confidence in the estimates. Requesting planned actions has several advantages. It clearly communicates to participants that something is expected after training. The action of writing planned actions enhances the possibility that those actions will occur. Also, if a follow-up is planned, this document provides a basis to compare in the follow-up process.

Measuring Changes in Knowledge and Skills

It is important to measure, even if informally, the degree to which the learning has occurred. In addition to the variety of tests which are described earlier in this handbook, some less-threatening methods can be used. These include:

Self-reports

Exercises

Observations during training programs

Checklist by facilitators

Team assessments

Because of the likelihood of a chain of impact with the five levels of evaluation, it is important that measures be taken at every point, even if not in a formal, structured test.

Measuring Job Applications and Business Results: Level 3 and 4 Evaluations

Using a Follow-Up Assignment

Perhaps the easiest, and simplest, approach is to require participants to complete a task, project, or assignment after the program has been conducted and return the assignment to the training and development department. The participants’ supervisor may or may not be involved in the process. When management support is not very strong, this technique may be the most successful approach. Participants usually not aware of the follow-up assignments before the program begins. The results should be reported to the participants’ supervisor, although they may not be involved in approving or participating in completing the project.

Planning a Follow-Up Assignment with Surveys, Interviews, Observations, and/or Focus Groups

A very common approach is to use some specific follow-up technique to determine exactly what has been accomplished since the training program has been conducted. This may involve one-on-one interviews conducted on a sampling basis, direct observation by an HRD staff member or third party, utilization of focus groups to determine what has been accomplished, or the implementation of questionnaires or surveys. A very common arrangement is a follow-up questionnaire designed to measure job applications and business results after the program was completed. The follow-up probes, in detail, specific accomplishments and provides an opportunity to identify results for lack or results. A follow-up, if utilized, should be scheduled and the information should  be shared with other participants. Completing follow-up questionnaires should be required, not optional.

Integrating Action Planning into the Program

By far the most common technique for measuring results at levels 3 and 4 is the use of action plans. In this process, the action plans are actually developed in the HRD program and approved by the program facilitator. After the program is completed, participants work on the action plan and document the progress made toward the measurable objectives in the plan. The planning process may or may not involve the participants’ supervisor but in al cases it is recommended that the supervisor receive a copy of the completed plan. The unique feature about this process is that the participants are briefed on the action plan process during the program. A specific session or module is devoted to this process and participants are usually presented with an example of an appropriate action plan.

Implementing Performance Contracting

A special type of action plan is a performance contract, which is a preprogram agreement between the HRD staff and the participants and each participants’ supervisor. With this approach, all parties involved in the contract meet before the program is conducted and set specific objectives to accomplish what are related to the material in the program. Specific and measurable objectives are established and the contract is discussed during the program.

Conducting a Special Follow-up Evaluation Session

One of the most effective approaches is to reconvene the participants at a predetermined time after the program has been conducted in a special follow-up session. Usually one to three months after the program has been completed, participants attend the session and report on specific accomplishments. The documentation of these accomplishments shows evidence of level 3 and 4 evaluation. In addition, these sessions provide opportunities for additional training. They also provide an opportunity to indicate specific barriers or problems to obtaining results.

Tracking Performance Data After the Program

Finally, the most credible process is to track department, work unit, or individual performance data after the program is completed utilizing common measures of output, quality, costs, and time. It is essential to track data that is influenced or enhanced by the training program. This process involves going to the records of the organization, division, plant, or department to measure before and afterwards performance.

�Measuring ROI: Level 5 Evaluation

The ROI process begins with postprogram data collection methods, described above, which are at the heart of any evaluation system, and moves to the actual ROI calculation.

Two formulas are often used to determine the return of a program-the benefit-to-cost ration (BCR) and ROI:

BCR = (Program Benefits) / (Program Costs)

ROI (%) = ((Net Program Benefits) / (Program Costs)) * 100

The BCR utilized the total benefits and costs. In the ROI forumla, the costs are subtracted from the total benefits to product the net benefits, which are then divided by the costs.

The benefits are usually annual benefits (the amount saved for a complete year). Although savings may continue after the first year if the program has lasting effects, the amount begins to deminish and is usually omitted from calculations. In the total program cost, it is recommended that development costs be included in the first year of the program unless the development is very expensive. An alternative is to prorate development costs over the projected life of the program.
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Isolating the Impact of HRD

A step that is often overlooked in evaluation is the process of isolating the effects of HRD-determining the extent to which the HRD program is linked to the improved results. At a very minimum, an evaluation report should acknowledge that other factors influenced results and should list the factors. Doing so adds credibility to the process, even if no attempts are made to isolate the influence.

Use of Control Groups

The use of control groups is the most effective way to isolate the effects of an HRD program. In this arrangement, a control group that is nearly identical to the group involved in the HRD program is established. The performance of the two groups are compared and if the groups are similar and subject to the same external influences, the differences in the performance of the group can usually be attributed to the HRD program.

Trend-Line Analysis

Sometimes trend lines can predict when an output performance variable would be without the program. A trend line can be drawn using a series of preprogram measures. The predicted values from the trend line are compared with measures taken after the program, and differences are attributed to the program.

Forecasting Methods

A more analytical approach to the trend-line analysis is to use a variety of forecasting methods to determine the expected level of an output that would be variable in the future if the program were not undertaken.

Participants’ Estimates of Training’s Effects

It may be helpful to have participants estimate the percentage of their improvement attributable to the HRD program. Their collective estimates can be reliable and carry much credibility with the management group. Participant estimation can be obtained by following a series of questions after describing the improvement:

What percentage of this improvement can be attributed to the application of training programs?

What is the basis for this estimation?

What confidence do you have in this estimate?

What other individuals or groups could estimate this percentage or determine the amount?

What other factors contributed to this success?

Can you estimate the contribution percentage of each factor in a table or chart?

To be very conservative, a confidence level can be factored into the percentages. In this approach, the level of confidence, expressed as a percentage, is multiplied by the estimate. This data is then ready for conversion to monetary values and, ultimately, used to calculate the return on investment.

As an added feature, management may approve the amounts that have been estimated by participants. In essence, the managers actually confirmed participants’ estimates.



Table 15-4. Example of Participant Estimations

Factor which influenced improvement�Percent of improvement caused by�Confidence expressed as a percentage��1. Training program�50�70��2. Change in process�10�80��3. Adjustment in standards�10�50��4. Revision to incentive plan�20�90��5. Increased management attention�10�30��Total�100���

Management’s Estimates of Training’s Effects

In some cases, upper management or supervisors of participants can estimate the percentage of improvement attributable to the HRD program. Although this process is subjective, the source of the estimate is the group who may be most familiar with the situation and are aware of the other influences which affect performance.

Calculating the Effects of Other Factors

Although not appropriate in all cases, there are some situations where it may be feasible to calculate the impact of factors (other than training) which influenced the improvement and then conclude that training accounts for the remaining portion. In this approach, training takes credit for improvement that cannot be attributed to other factors.

The Use of Customer Input

A very helpful approach in some narrowly focused situations is to solicit input directly from customers concerning the impact of training. In these situations, the customers are asked to indicate why they have chosen a particular product or service or how their reaction to the product or service organization has been influenced by individuals and their skills and abilities. This approach focuses directly on what the training program is often designed to improve.

Although these approaches are subjective (except for perhaps the control-group and forecasting methods), they provide useful information that helps focus on the effects of HRD. The results can be more accurate than the results obtained from evaluating other functions.

Converting Data to Monetary Values

It is sometimes helpful to divide the collected data into hard data and soft data. Hard data is:

Objectively based

Easy to measure and quantify

Relatively easy to assign dollar values

Common measures of organizational performance

Very credible in the eyes of management

Soft data is:

Subjectively based in many cases

Difficult to measure and quantify, directly

Difficult to assign dollar values

Less credible as a performance measure

Usually behaviorally oriented

This distinction helps in the data analysis and conversion processes. All hard data is usually converted to monetary values, whereas soft data may or may not be converted, depending on the difficulty of making the conversion and the credibility of the output. Hard data usually includes quantity, quality, cost, and time. Soft data focuses more on attitudes, work climate, work habits, and other items that are behaviorally based and subjective.

Converting Hard Data

The output values are translated into profit units, which are converted into monetary values. Cost savings can usually be transferred directly into the ROI formula, although the money value of time may alter the exact amount. A cost savings will need to be discounted to obtain a present value to compare program costs. Quality measures are a little more difficult because there are so many factors which can be affected by quality improvements. The value of time savings needs some attention too. Sometimes the salary of the individuals whose time has been saved is an appropriate measure. At other times, the value of time savings derives from any of several different factors.

Factors Involved in Converting Quality Data to Monetary Values

Scrap or waste

Rework

Customer or Client dissatisfaction

Product liability

Inspection or quality control

Internal losses

Employee morale



Factors Involved in Converting Time Savings to Monetary Values

Wages or salaries

Better service

Penalty avoidance

Opportunity for profit

Training time



Converting Soft Data

Perhaps the most difficult conversion is determining the monetary value of a soft-data improvement, and many organizations do not attempt this process.

Historical Costs

Some organizations track the costs of certain soft-data items. If these costs are available, they should be utilized when developing monetary values for improvements in those variables.

Expert Opinion

Sometimes the best estimates of the value of a soft-data improvement may come from experts in the field (internal or external).

External Studies

For some soft-data items (e.g., turnover, absenteeism, tardiness, and customer complaints), studies that place a value on a unit of improvement are available. When these studies are available, they should be utilized. The value in the studies may need to be adjusted to apply to a particular organization.

Participants’ Estimates

The individuals involved with an improvement may have some sense of the value of the improvement and should be asked directly. Sometimes participants in an HRD program as asked to place a value on a particular unit of improvement that will serve as a measure of the program’s success.

Management Estimates

It is assumed that managers or supervisors of participants have more knowledge of the process than the participants; because so many think this is so, managers can be asked to place a value on a unit of improvement. This approach increases management support and buy-in for the evaluation.

HRD Staff’s Estimate

The last, and probably the least credible, source of estimates is HRD staff. This attempt is risky because the value may be perceived to be self-serving and not very credible.
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