
IN T H I S A R T I C L E 

Evaluation Design 

Measurement 
Made Simple 
If you ve ever B Y L E I G H A N N W I L L I A M S 

felt ill-equipped to 

measure training results, 
W H O C A N H E L P : 

here's good news. If you 

can do a traditional needs-

assessment. you already 

have the skills you need. 

THERE IS A C O M M O N BELIEF t h a t 

training design should come be-
fore a measurement discussion. In re-
a l i ty , I ' v e f o u n d t ha t w o r k i n g o n 
t r a in ing d e s i g n a n d m e a s u r e m e n t 
p lanning s imul taneously is more ef-
fective. That 's because the informa-
tion required for training design is ex-
actly the same information needed for 
solid measurement. So don't wait un-
til after the training design to decide 
what you want to measure , because 
your design may not enable the right 
data collection. 

Clarify business goals 
The first s tep in measur ing training's 
effectiveness is assessing a company 's 
business goals. This can be difficult if 
an organization's goals are vague. For 

There are many resources available 
to you. A local university can be a 
great source of expert ise on mea-
surement . Once you k n o w exactly 
what needs to be measured, a pro-
fessor or student can he lp you fig-
ure out how. The advantage of us-
ing a university is that the cost for 
m e a s u r e m e n t is t y p i c a l l y m u c h 
lower than the fees charged by con-
sulting firms. Here are some issues 
to k e e p in m i n d w h e n w o r k i n g 
with universities: 
> D o e s t h e u n i v e r s i t y h a v e t h e 
c o m p u t e r r e s o u r c e s n e e d e d fo r 
your particular measurement activi-
ties? If you need to crunch data for 
10,000 e m p l o y e e s , the univers i ty 
may not have a way to load the da-
ta. And if it d o e s , you may n e e d 
both a compu te r exper t and mea-
su remen t exper t . If they are f rom 
two different departments, how will 
budgets work? 
I If the organization commission-
ing a m e a s u r e m e n t s t u d y is a l so 
support ing a university financially, 

the univers i ty may be c o n c e r n e d 
abou t loss of f u n d i n g if the mea-
surement s tudy d o e s not p r o d u c e 
t h e d e s i r e d r e s u l t s . All p a r t i e s 
s h o u l d d i scuss this issue prior to 
the s tudy to e n s u r e objectivity in 
the research. 
I Is the university suggesting short-
cuts? I'm aware of several situations 
where a university did not have the 
computer resources for the request-
ed measurement activities. In each 
case, the university wanted the pro-
ject badly and suggested an alterna-
tive m e a s u r e m e n t me thod . Some-
times that's fine. In other instances, 
the results are less useful. 

C o n s u l t i n g f i rms a r e a n o t h e r 
good source of measurement assis-
tance. Although cost can sometimes 
be a drawback, it may be reasonable 
if a consulting firm already houses 
the organization's data. It's helpful 
t o ask t h e c o n s u l t i n g f i rm for a 
choice of ways to d o the measure-
ment. What are the strengths, limita-
tions, and costs of each approach? 
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example , a c o m p a n y might say, "It is 
ou r goal to deliver the best cus tomer 
se rv ice in t h e indus t ry ." What d o e s 
that really mean? 

T h e following quest ions clarify this 
bus iness goal and m a k e training de-
sign and measurement easier: 
ft What e lements are included under 

the umbrella descript ion of cus tomer 
service? 
I What does "in the industry" mean? 
W h i c h o r g a n i z a t i o n s a r e i n c l u d e d ? 
What are the sizes and geographic lo-
cations of these organizations? 
I H o w wil l y o u k n o w w h e n y o u r 
c o m p a n y has achieved the distinction 

of "best"? What will customers, share-
h o l d e r s , m a n a g e r s , a n d e m p l o y e e s 
see, say, and do? What auditory, visu-
al, and kinesthetic "evidence" will let 
you k n o w the goal has been reached? 
I Where is the organization today? Is 
it close to its desired goals, or d o e s it 
have a long way to go? 

S i x MEASUREMENT TOOLS 

There are h u n d r e d s of ways to mea-
sure change and results. Here are six 
examples to s h o w what 's possible. 
1. Surveys: W r i t t e n o r t e l e p h o n e 
quest ionnaires u sed for quantitative 
or qualitative measurement or both . 
I E x a m p l e : O n e c o m p a n y u s e d a 
survey to test h o w well e m p l o y e e s 
unders tood the bus iness strategy, it 
l ea rned the re w e r e m a n y d i f f e ren t 
in terpre ta t ions . In a fo l low-up sur-
vey, t h e c o m p a n y can test for im-
proved unders tanding. They can d o 
additional analysis to de te rmine the 
impact of specif ic training activities 
on improved unders tanding. 
I Note: It is no t advisable to use a 
s ingle su rvey ac ross cu l tures . O n e 
c o m p a n y translated a U.S. survey di-
rectly into o the r l anguages wi thout 
consider ing cultural differences and 
translation issues. Among other diffi-
culties, o n e Asian l anguage has n o 
equiva lent for the "yes/no ' ' distinc-
t i o n . So, t h e t r a n s l a t i o n d i d n o t 
m a k e s e n s e . E m p l o y e e s a n s w e r e d 
all the quest ions yes. And to add in-
sul t t o i n j u r y , th i s U.S. c o m p a n y 
m e r g e d t h e w o r l d w i d e s u r v e y re-
sponses into a single data set for use 
in business planning. 
2. Focus groups or interviews: Face-
to- face mee t ings to collect qual i ta-
tive information. 
ft Example : An organiza t ion might 
use these to de termine whe the r em-
p l o y e e s f e e l t h e y h a v e t h e r igh t 
a m o u n t of l a t i t u d e to m a k e dec i -
sions about their work . 
I Note: Focus g roups require s o m e 
d e g r e e of part icipant trust. In orga-
nizations where trust has e roded or 
in cultures w h e r e a misstep can hin-
der one ' s rise in the corpora te hier-
a r c h y . f o c u s g r o u p s m a y n o t b e 
useful . Peop le may wi thhold infor-

mation or say what they think others 
want to hear. 
3. Performance management: T h e 
method an employer uses to assess 
h o w well e ach e m p l o y e e is d o i n g 
his or her job. 
ft Example: It is possible to create a 
p e r f o r m a n c e m a n a g e m e n t p r o c e s s 
using the goal and evidence structure 
descr ibed on page 45. If a manage r 
and e m p l o y e e d e f i n e results a long 
with measurable evidence, then it is 
possible to assign a numeric coding 
t o p r o g r e s s ( i . e . , 1 ^ a c h i e v e d ; 
2 = p r o g r e s s m a d e ; 3 = n o p r o g r e s s 
m a d e / n o t achieved) . T h e employe r 
can then load these codes into its hu-
man resources information system to 
do various types of analysis. 
ft Note: Most U.S. employers d o not 
have this type of "rigor" in their per-
fo rmance managemen t systems. The 
systems a re looser, less formal, and 
of ten less d e m a n d i n g . To use per-
f o r m a n c e m a n a g e m e n t as a results 
measurement tool may require sub-
stantial revision of an organization's 
pe r formance management process. 
4. Case group or control group stud-
ies: A m e t h o d in w h i c h o n e g r o u p 
p a r t i c i p a t e s in an in i t ia t ive a n d a 
s e c o n d g r o u p d o e s n o t . T h e re -
sea rcher then c o m p a r e s the results 
of the two groups . 
ft Example: Division A part icipates 
in creativity training and division B 
does not. W e study the difference be-
tween the business results of A and B 
after o n e year. A outperforms B. 
I Note: For a g o o d study, it's best 
to match the case g roup and control 
g r o u p person for person. For every 
co l lege-educa ted , 45-year old male 
in the case group, it is ideal to have 
a pe rson of the s ame prof i le in the 
control g roup . This is very difficult 

to a c h i e v e in an e m p l o y m e n t se t -
ting. Also, it is almost impossible to 
k e e p t h e c a s e g r o u p a n d c o n t r o l 
g r o u p intact in the workplace . Nor-
mal attrition will affect the composi-
tion of bo th groups. If attrition is sig-
nificant, the results of the study may-
be suspect or totally unusable. 
5. Analysis of raw data: Looking at a 
data set and drawing conclusions di-
rectly f rom the data set. 
I Example: Last year. 60 percent of 
the e m p l o y e e s a c h i e v e d their per-
f o r m a n c e goals . This year , 75 per-
cent did. 
I Note : If a n e m p l o y e r only cares 
that things are m o v i n g in the right 
direction, then this type of analysis 
is of ten e n o u g h . And it l ends to be 
inexpens ive , c o m p a r e d with o the r 
options. 
6. Multivariate analysis: Statistical 
analysis that lets the researcher re-
move variables that have nothing to 
d o with the issue under study. 
ft Example: When measuring the ef-
fect iveness of health educat ion, w e 
n e e d t o " level t h e p l a y i n g f ie ld . " 
S o m e p a r t i c i p a n t s m a y h a v e h igh 
blood pressure; some may not. Some 
may have a g rade school educat ion 
only. O the r s may have col lege d e -
grees. We can use multivariate analy-
sis to level the influence of all these 
factors so that w e can isolate the ef-
fectiveness of the health education, 
ft Note: Multivariate analysis can b e 
extremely expensive. If an organiza-
tion wants to publish its results in a 
t e c h n i c a l j o u r n a l , it m a y w a n t to 
cons ide r this t y p e of analysis. O n e 
o r g a n i z a t i o n c h o s e t h i s t y p e of 
analysis because it n e e d e d defensi-
ble results for union negotiations. In 
most cases, however , organizat ions 
do not need analysis of this rigor. 

4 4 Training & Development, July 1996 



Once you define what tangible ev-
idence you are looking for, you have 
the foundation for training design and 
measurement activities. Then, training 
design becomes a vehicle for achiev-
ing goa l s and a t t a i n i n g e v i d e n c e . 
And, m e a s u r e m e n t conf i rms if you 
have attained the evidence. 

Stairstep connection 
Now that you k n o w w h a t y o u ' r e 
looking for. you will need ways of at-
taining the goals. Showing a direct 
connect ion be tween a training pro-
gram and business results can be dif-
ficult. However, showing a "stairstep 
connection" is easier and is generally 
acceptable to senior management . A 
stairstep connection is a more gradual 
path, with more s t eps in -be tween . 
Hewitt Associates, an internat ional 
human resources consulting firm, of-
fers the following stairstep questions 
that are useful for training design and 
measurement conversations: 
ft What business results is the organi-
zation trying to achieve? For example, 
is the organization trying to increase 
profitability by 10 percent? Is it trying 
to increase market share in China by 
25 percent? 
ft What business strategy is the orga-
nization using to deliver those busi-
ness results (such as reengineering, 
new product launches, downsizing)? 
ft What do employees need to do or 
do differently to execute the business 
strategy? 
ft What are the employees ' needs? 
Employees may need training or oth-
er r e sou rce s to meet e m p l o y e r re-
quirements. 
ft What is the human resources strat-
egy? Does the o rgan iza t ion have a 
strategy to help employees do what's 
needed? 
ft What HR initiatives s uppo r t that 
strategy (such as training programs, 
pe r fo rmance m a n a g e m e n t process , 
compensation, benefits)? 

While it is difficult to link a training 
program, or other HR initiatives, directly 
to a business result, it is possible to 
measure the effectiveness of a training 
program by assessing a behavioral shift. 
Take a look at the following statements, 
which combine the evidence discussion 
with the Hewitt Associates' questions: 
ft Desired business results need spe-
cific evidence; business strategies are 

vehicles for reaching these goals, 
ft Demands on employees and em-
p loyee n e e d s r equ i re spec i f ic evi-
d e n c e ; HR s t ra tegy and ini t ia t ives 
help attain these goals. 

While this f r amework may seem 
simple, it is difficult to elicit the goals 
and the evidence in many organiza-
tions. Many companies go straight to 
designing the vehicle without defining 
what the evidence is. This can make 
measurement discussions difficult, if 
not impossible. It can also make train-
ing design tough. In many situations, 
management tells train-
ers it wants a creativity 
training program or a di-
versity training program. 
It's easy to say yes and 
p r o c e e d with the re-
quest . However , with-
out information on the 
goa l s and e v i d e n c e , 
it 's d i f f icul t to k n o w 
w h e t h e r the organiza-
tion really needs these 
programs—or whether management 
just thinks so. 

Even in the best case, obta in ing 
goals and concrete evidence can be 
challenging. There are many variables 
to consider. For example, in a large 
o r g a n i z a t i o n the b u s i n e s s resu l t s , 
s t ra tegy, and p e o p l e r e q u i r e m e n t s 
may differ among divisions or units. 
Additionally, within a division, what 's 
asked of individual employees may 
be d i f fe ren t—so HR initiatives may 
need to vary by audience. 

The measurement 
discussion 
After information is collected, the fol-
lowing quest ions will help you shift 
from a business results discussion to a 
measurement discussion: 
ft How are you measuring your busi-
ness results? 
ft How are you measuring the effec-
tiveness of your business strategy in 
delivering those results? 

If the o rgan iza t ion can' t a n s w e r 
these, here are some additional con-
siderations: 
ft Is measurement really important to 
this organization? Does it really care 
about measuring training? If so, why 
does it care? 
ft If the organization wants to mea-
sure, your measurement methods will 

need careful documentation. 
ft What are the politics of measure-
ment? Is there anyone w h o could suf-
fer if the results do not turn out as 
expected? 
ft Let's say a training program costs 
S 100,000. What percentage of this is 
the organization willing to spend on 
measurement? Ten percent? Fifty per-
cent? Money is no object? 
ft Do you need qualitative or quanti-
tative measures? Or both? 
ft How scientific does the measure-
ment need to be? If we show that things 

are "going in the right di-
rection," is that enough? 
Or do you need some-
thing you can publish in 
a technical journal? 

Up to this point, your 
needs-assessment skills 
s h o u l d yield a g o o d 
m e a s u r e m e n t d iscus-
sion. However, for the 
remaining three ques-
tions, you may want as-

sistance from a consulting firm, univer-
sity, or o ther m e a s u r e m e n t exper t . 
(See box on page 43.) The next few 
questions are the bridge between in-
formation gathering and beginning an 
actual measurement study: 
ft What kinds of data are needed to 
measure the evidence? 
ft Is t h e r e e n o u g h data to c r e a t e 
some sort of baseline measure? If not, 
w h a t can b e d o n e to c a p t u r e t he 
needed data? 
ft What m e a s u r e m e n t me thod will 
you use? If applicable, what statistical 
technique? 

You can use t h e s e q u e s t i o n s to 
learn the current position of the orga-
nization, the results the organization 
wants to achieve, and the specific evi-
dence that will let the organizat ion 
know it has succeeded. 

So, next time senior management 
wants to see training's impact on re-
sults, you can s tep u p to the chal-
lenge with confidence. • 
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• C omp anies 
often design 
the vehicle 

without 
defining the 
evidence • 
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