
ITIAHETRAINING PAY
s



EVALUAIION DEVElOP[IEIUI

Training can be a drain
on resources lI you
simply send your staff
on a course and ignore
the outcome, Effective
post evaluation is about
much more than a simple
happy sheet, it should
be part of your DNA.
Pepi Seppal investi gates
why measuring return
on investment creates
an ongoing ditemma
for manaqers ..
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DEVElOPFIEIII EVALUATION

e!{.omP.rn'es knos
hos elfe.tivc th.ir
training initi.rtir'.s !(
because only. nrinoritv
measure the.etu.n on
investnent (ROI)ol
th.ir l€aming and
dcvclopm.nt (L&D)

in i i ia t i ves  And w i th  t r r ln ing
bu.lgets under pfessure, lh.
importan.e of evaluntin6 this rcturn
.amot be un.le.ettimakd.

Lntest resea..h tiom CIPD'S 2010
Lcarning.nd Development su.vev
found thnt 52'X, ofdganisatuns plan
to reduc. invcstment in b.inin!! this
yeaf .  T0add to  HR manag&s 'woes,
the training that is a.tu.llv bcing
proYi.led has aho tume und.r firc
with hllf of respondents h)a Citri\
CofoTrnining surrel statin8 that
th.ir tiaining prograhmes leatu.ed
ifeloant content, $,hile ,l9'/.
.ompl.incd abdrt the poo. qualitv

With training b!dg.ts of millions
a vear it is.ritical to sp.nd mon..!
effe.tivelv and ensure tha[vhat you
ar. spending dehe.s rcsulG. The
Am.Yicnn Society to. T.aining and
D.velopment estimates that onli
thrc. p.r .ent of global comPanies
nrc.s!r. ROI in thisarea. Ho\revet
tho. nr. siSns that Sritish
assessm.nt lcrels arhigh.r The
latest European fituFS from training
fnm Cellosclaim that a qu.rtcrot
compnnies in lu.ope measu.e ROI,
s,lth the UK leadin8 the wav ai
rlmost half of.ompanies (47'r,
claim to assess the effectiveness of
th.i. tl!ining programme!.

Fxpcrts i,r the field.re not
..nvin..d. Hcdda Bird, mnn.ging
.tireckr.oi ROI Acacl.nrl, sn!s:
"Statistics for the UK appcar to bc
high because man) HR prolessnrnrls
make thc mistake ofequatin8
'happv shects' with ROl." Vost
tr.ining programmes h.ve some
f ofl n of cf f.cti!cness medsu.ement,
even i f  i t ' s  ass imp l .  as  lmmedia te
Ieedba.k in thc form of a h.ppr
rheet' of posl ev.nt questionnane
.ompleted b\'.ourse participn.ts

"ROl requne! mo.e than jun
f i l l i ng  in  happy  sher ts , ' iavs  B i rd .
" I f yo !  wrn t  to  p rore  tha tan

in i t ia t i r .has .hnnged.par t i . ipan t ' s
abili$ to do their j.rb, lncreased
producti!itv or redu.ed c{;sts, it
fequncs morc indepth .nalvsis. And
!e.! feu'are a.tuallv doing thdt."

In the public s.ctor, th.r. is

8ro$ing interest in m.asuring
cffectileness, sa),s Ann (lammie,

dircctor of ER Consultants. "Public

s(lo. organisations ten.l h) be mo.e
concemed about.\nluation as thev
hare io prorid. a businesscdse fo;
commissioning anv lenrning and
.ierelopment, and ilcn pro\ ide
evi.lence th.t th. progr.mm. is
delitered a6ainst tha t businss .ak."

Incrcasingly, as budgets.onx
undcr prcssure and pe.fo.mance
measur.s and outcomes be.ohe
hore imp.ri.nt, partlcularlv in the
public sector, training.ffL..ti!eness
will6ain n\rm.ntum

Dee Fitzgerald, dirc.hrr of
tr.ining and developnr.nt at
business psv.hologists xan.am,
aSrccs: "There's increasing pressu(
on HR to justif! hainingand
delelopncnt, rnd show d
.ommer.ial rcturn or spcnd, so
clients.re in(rcasingly coming to us
for supporr wirh drcn busiiess .ase. "

rootS 0t  tE TRADE
Buthow do vou measurc r(1u.n on
inv.sthent? Ihe stand.rd ROI
mcasuring tool tends n' be the five
levels ofelaluation model fi.st
delised bv Donald Kirkpatri.k ba.l
in the 1960s (se.bo\ p31)

Th€ challenS.s of m.asuring ROI
on the  va lueof l ra in ing  iL . !o l !e
around these nreasurcs. Emma
Jeffiies, employmenl d.vclotm.nt
dirNtorat data specialists Iron
Mountain s.ys: "Coming up wirn
thc right measures is diffi.ultas
some rhinSsareharder to measure
than others. Forcrample, soft skills
such as leadership dcr.lopment are
mu.h hafder b measurc thnn sales
bainin6 b{.use the busin.ss linls
:re not ahvavs obrious."

There rre also in6fained barric.s
to cffecti\ e measnrement. ritzgerald
s.ls: "Training nedsures are still
!er! much ticd to IIR and tend n)
l(x)k al dre impact on retentnrn.
enSaSement and rccr!'tmcnt.
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14AKE VERY CLEAR ILLUSTRATIONS

Hi'$!'','P,'J#tl?;n'nffi .
ElflfAlEFFRlES -/r
EnDloyn.nrtr.Elotne dn.do',lbnMounlain

EVALUATtoN ALLows You To

Howevcr to ass.ss ROI rhese
deasuresn€ed kr be linked to th.
bottom line and shareholder lalue
But formanY in HR, ir's toLr ha.d kJ

do be.du* rhe linksare nore
lenuous, and this is lhe r.'ason *hy
many sNk external helP "

N.t fo. the fainl henrlcd then
"Man!_ HR professn)nnls don't
measurc rh€ retlrn on their hnnring
b€.alse it takcs time nnd ethrrt t.

do the grounds()rk, bu ild the
busin€ss.as, find the iEht
measues.nd link them io the
business sirateSY,.nd anaryse
rhe results, srvs leflies 

"lt's

notthal ir's difficult, it s iust not

But rhere nrc also linancial
.on..rns. Veasuring ROI olten
requjres sophisticated anal)sis
Nhich can bc erpensire .nd
time consumin6, snYs Tom
Rcdman, professor oi hunan
resour.c management at Durham

"MGt comPanies sihPl\' don t
have thc l{xrls, skills orrcsour.es,
he $t_s. "They intuitilcly know that
Inleslin8 n talent rs Eood brrsin.s'
p r r .L iccdd 'h r tu  5 l .n t \  ! t  sc l

Gtablished data which Prolcs th.t

training i{o.Ls. So HR shouldn't gct
h@ked on ptuving ROl."

IIAIAGEIIEII SUPPORI
Instead, o.Eanisrn)ns should f o.us
l19ur.6 on ensu.ing that curreni
traininS programmes arc ere.trvc
And vou don'l ned strlisti.s to
pro!€ * hether an iniliatn'e is
working or not; so'nehmes the
ansiver is clo*r to home. The
lat6t sune! b-Y rrainin8 Providcr
Knowlcdgel'ool lound that a
quar te ro la l l t ra in ing  in  rhe  UK fa i l s

b yield siSnilicanl Pertormancc
imp.or.ment, mainlY d!. i{) tht'
la.k ol lin€ manageffcnt suPPort.

This failurc k) hanslate learn.d
skius into sorkPldcc Productility is

a c.itical issue. "Th. ha.dest Part of

app l t rng  l .a rnLng rc  th r  vJn \ i t iun
r rom I  lnDs hr r$  i t  l l u i tbe t tu r  to
actunlly doing it," saYs D.rid
Parde], head ofrcsear.h an.l Policy
al the Institute ofLeadershiP &
Managcment. 

"When nn cmPbv.c >
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DEVEIOPITIEIII EVALUATION
II'5 IMPORTANT FOR
THE EXECUTIVETEAM
TO BE VISIBLY ENGAGED
WITH THE PROGRAN4N4E,
OFFERING 5U PPORT
AND ENCOURAGE14ENT
ATTHE HrcHEsT LEvrL(Jl

< come! b..k from trdining, $ork
hd\ usunlll piled up,.nd cvcryone

tumps on them b do r, y and z.
I he) r.\ert to then prid st.rte,
n l thorgh  th r . !  mrght  h rvc  b&11
edY to  do  th ings  d i f f c rcn t lv  b r
i f f l y ing  th .  n r$  l ta rn inS Ins t { id ,
lh.lin. m.nagef should Lrke
some time.ut \tith then and arl.

luestntrr! such.s 'Wh.t d you
lL in ' r ' i nd  ' l l d !  . in  I  he lp  rou
ipplt thit lenrningl"'

Tte fiirftpati.ft lranewort ir . fve |€vel evaluilion nodel.
The (omplele pmgramme .or€n inilial tcedbadt i0 tinan.ial
rerlrn on invertre||i, t{i mon tonpaniei toor on level r
lmeau'ing 'eerior, aid lawl r tvalue ol leamins, urinq
qu.nionran6. 16. degR teadbad ad lNr Eoupr

T H t  F t V t  l t V t a t  A R l i
t e v € r 1 :  r - i  r i : i  ,

, . ' . ] ]

o l t ink l ra in rn l ln i l ra r rver  r  - i

02Workou l rvha lyou wan l  I
o t  Don l  eva lua le  €very rhrng  -

o {  work  o ! rwha|h€  l ink r  a re

business ti) osn thc ROI inilintl\t
and  e . l i s ln rg  s .n i { r  c \c (u t l \ .
sponso.sh ip  s ' i1 l  m.k . .  l i u tc
d i t fe ren . . .  Th is . in  b .  as  s imt l .
.s a senn)r menrbersendin! nn
cnr i lnbox t  the  impor tnnce o i

Th . t  s  $h !  t r i in rng  nr i t i . r t i ! . s  n l
.onrp.nics s!.h is Il.Donnlds tu)d
to be su...sslul. "Th. dc!.l,rfnNrt
o t  l . len t  i s  an  nnpr . lanL in \ .s tm.n l
in onr busnrss, rLhi.h d.lnars
signilirant returns bolh in Lh.
short te.m through the rnhan..d
.onPeten.e.nd coni en.c ol our

tcopl.., md in the l(nger tcrm br
cns ! . ing  th i t  sc .nn  i rd  tu t . ) i r
lh . .ommi tnDr t  o l  thcsc  k . !
n rd i r idua ls ,  '  r . \ ' s  D. \  id  F i i rh ! rs t ,
HR d i .ec t ( r ' .1  N lcDona[1 's  UK.

"lfan o.!!anis.fiD i\ serious
.tout these issnes, it'\ nnP(irtnnt f..
$e exe.utire team n, be \ isibl)
engaged with the pn,grunme
Jnnling tnnr to denlrstritc $hY
thc busnrcss is.hoosl.g to nrr L'st ir
i t s  t .L r t l c .nd  o f l$ in t  so tpo . tnnd
en.ouraE.m.nl trom th. hith.sl
lelel." Thc relu.n .n lr.innrB at
\'l.Donald'\ speaks fd it*lr n.l
justin monetarv terms, bri in t{rms
o la$ards  \u .h  ns  $ innnr8  the  ts . \ t
l)l.r.e t() \4rorl in H.spitilit\ .$a.d
fo. the h5t tirce rrd.s. No rvonder
il.ontinucs nr s}r.'nd €lil or

ro .us inB o f  lh . I ron t .nd  o f
trninin6 lLill par dirid.nds latr{,
addsCammir  "Be i , i . .  ! .u  in l f sL  in
an\ p,ogr.mn,e, aEref obs.^ rbL,
outputs rlhat do lou e\F..t til
see  n5 . .esu l l  o t  n res tmrn t  n r
n id i \ idur l / team t  eh . \  n )ur ,  w i th  th .
Liusines! .nd ..) €\tc.ndl prrtner\?
Ii you spc.if) utfrort s|nt Iou
crfc.l (r scc, cr.luntion bc.onr.s
nruch c.sidb..nus. thc right
measutus \ r i l l  n l f tadvL) t  i .  f l . . f  

"

ln  shor t ,  i t  rou . rea t r ' th .

l. .eilrt! this does. t hnpp..,
sn \s  tndr . ! :  "F , rms spcnd sev .o l
tho !s .nds  Lr f  founds  on  t rn in lng ,
\11 lh.r'don'l sp.rn.l a r.{ hundftrl
more n)ensure the traininli ha\
been eite.tne br investing rn su.h
,LorkFli.r i,pport "

KL\  in  Lo ! . l l ,  l .a rn inB s t rn t ( 'g !
d i rc . to r  i t  Kno$ lcdBc lod ,
siys "WhL.. lorrn.rs tu c.irr.
l l nc  m.n i tc r  s ! f | )o r t ,9 .1 ' , ,  go
.n  t t )  np t ly  whnt  lh . l  l . . rn t ,
d .m)ns l f , r t inS a  P( )s i t i ve .o r . la tn rn
t'eh!.'€n the tr.nst€r of learning t{r
the \!orkpla.e, linc man.ger support
rnd prrtorn.nc€ ifr pdemcnt.'

Of  .o ! rn ,  wo.kp l . r . .  ippor t
iq!irr.s skills, s!.h is cff..ti!c
.onch ing  ind  m.n tor ing ,  wh i .h  . l l
Ine  mi fng . rsnrn l  no th i rc  "So.n

in rcs tm.n t  th . rc  $ ,  l l  a iso  mik .
s.ns.," sayr Prkl.!: "Wh.n

management suppoft is ottere.l t(i
n rdn  ru ls  th . t  $dnt  to  pu ta
.h.nge pl.h int{, prnctice.ftcr
t rn in ing , . . l .n r  f i . inc in l  ROI
. ! ! lY . [ .n t  t ( r  i  s . r ing  o fb . twc .n
i2,000.nd {i5,1100 p.r trcjr.ct
hns bc.n d.nDnsnit.d 5o ro!'ll
gct m!.h b.thY i.ccss to ROI ii lr.r
nrnf ig.rs t.rk. i(.sl)onsibilitv for
t rn in inE and.nsuf t  lh . t  karn ing

ROBUST EVIDEIIICE
On.. Jou kno$ trirnrng is benrg
s ! f to r t .d /  vor  . in  .o rcent r . t .
on  mpl .m.n i ing  i  foL  rob ls t
n ! .s !  rcs  to .nsur .  r . t ! rn  "B ! i ld

ih. busin.ss.ns. h\' .l{.mo nstr. tint
h . r ' vour  t ra in inE is  go in8  k r . l . l l ! . r
Lh. sl.ntu8rt" snls \1arv Louis.
Angoui.r.t, m.naging direct(r.l
connnunirntn,n speci.rlists Rnpporta.
"And gct busin.ss dn.'.tors nnd line
nn.igrYs i.\olr.'d C.ttnrg thr
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busnresr cas! f(r t..innr8 b! linkins
rl $rth the compan!'s (rateg\',
in \es t  the . iEh t  f ( ) .n  o f  i rus rd
tr.rnrng and ensure th.t the
lenrning i5 Lr.n\g tr.nilerred uith
rr.e n ari gdnL.n t sutport, \ou re
mor.llkch to s.c i good (trnr
n i th .u r  g . t r i .g  h rd  bogg.d  d .$n
in  R( ) l  . . l .u l . lnnrs .  I


