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Context

= Recognition of the value of human capital

= Recognition of learning as a driver of
numan capital and organizational
performance

= Pressure on the learning function to

* demonstrate its value Iin business terms

* improve its operational efficiency (“run learning
like a business”)

= Globalization, innovation, increased speed
of change
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Trend 1

Investment, Governance, and
Alignment
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Figure 2: Average Expenditure per Employee
(U.S. Dollars)
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n=270-367 n=17-27 n=29

Expenditure up in 2004, partly due to better governance
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‘ Aligned Q3. What is your learning investment process?
@ Varying
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Source: ASTD/IBM Strategic Value of Leaming Research Report, 2005

Learning governance involves investment planning,
allocation, and management
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Management

[ |look to the governance process to
- match my requirements for learning to
the realities of what can be

accomplished in the business climate.

— B s

We'll scale back in some areas and
emphasize others based on the needs of
the business.

In our model we have the funding in
lace and secured for learning before the
organization has done anything.

S—

[We have decentralized learning functions]
‘managed by a learning council. We work'
though a rather
heated prioritization process for

learning initiative investments.
e B e R .

. Right now | have allocated the biggest
part of our learning budget to our
biggest business issue.

s e —— e

. If learning is budgeted and managed as :
separate function it is more likely that it
will not be as closely aligned to the

needs of the business.
— B SN

| see myself as the product manager for
learning for the enterprise. | ensure that the
learning spend per employee is appropriate
and that the distribution of that spend is
aligned strategically.
G i

FMy goal is to ensure that learning was planned 3}
for like any other investment within the
. business. | went around to the business leaders °
and said, you know you are spending dollars on
training but you’re not managing that
investment with the same discipline as other
parts of your business such as marketing or

S opera’g_o_rlg.______‘_ NSRRI
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Value and Measurement
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Describe the number one challenge you face in your current position.

Communicating and measuring value

Content consistency and delivery

Leadership development _ 4

Learning staff _ 3

n=92
Source: ASTD/University of Pennsylvania Chief Learning Officer Profile Research Report, 2005
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Emphasis on learning’s value is increasing




@ Aligned _ o _ o
Q1. How does the learning function provide strategic value to your organization?
@ Varying

Tanstormeton [
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Business
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Perf. Improvemen 9
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Capabilit
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B CX0
Frequency
Source: ASTD/IBM Strategic Value of Learning Research Report, 2005 mCLo
Learning provides strategic value at 3 levels )



Usage of Program Evaluation Methods (BMF)

Return on
Behavior/Tra Results/ Investment Return on
Reaction Learning nsfer Impact (Level 5) Investment
(Level 1) (Level 2) (Level 3) (Level 4) Projected (Level 5) Actual
All
Programs | 91.3| 53.9 22.9 7.6 3.2 2.1

How does your organization report the success of the enterprise learning
function?

Rollup of program evaluations 63.2%

Scorecard or Dashboard 73.7%

Source: ASTD Benchmarking Forum, 10/2005

Shift from program evaluation to enterprise level
measurement 19




2005 BEST Award Winners

= Emphasis on front-end
* alignment of learning with business goals
* agree on value metrics before solution

" Scorecards, Dashboards
* investment, operations, impact
* one third mentioned the “levels”

= Efficiency is as important as effectiveness
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Balanced Scorecard for WLP

Financial Perspective

= Spend per FTE

= Budget breakdowns

Staffing, processes

Time to create and
maintain content

Customer Perspective

Innovation Perspective

= Learner satisfaction

= Qrganization (management)
satisfaction

= External customer satisfaction

Growth of the learning
function

Role of learning in driving
organizational growth
and innovation
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WLP Scorecard Report

Financial Indicators monitor and compare financial
aspects of the learning function. They cover
expenditures and cost ratios.

Operations Indicators monitor and compare
operational aspects of the learning function. They cover
staffing, processes, and output indicators.

Customer Indicators monitor and compare internal
learning function's customer behavior and satisfaction.
They cover usage, learner satisfaction, and manager
satisfaction.

Innovation Indicators monitor and compare innovative
aspects of the learning function. They cover integration,
work-based learning, and performance improvement.
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Sample Scorecard Report

‘A http://research.astd.org - WLP Scorecard - Microsoft Internet Explorer

/\3 . . .
- 4 Integration of Learning with Work (2005)
\S/ASTD WLP Scorecard

Linking People,
Learning & Performance

3 Your Organization

Overview | Organization Profile | Input | Scorecard Re|

4045 B All Organizations Mean

Scorecard Reports 2005

Source: ASTD WLP Scorecard

ALELHEIRE e EE G ERR TR G - Innovation PR GG IFERE ]

Your @Done ® Internet =
. . . . AI UTUANMaaLluT=
Innovation Indicators Organization
Walue Rary Mean | Median Min Max n

Percentage of All Learning Usage that is 65.65 a 91.73 91.95 65.65 50.95 130
Work-based
Ratio _c-f Reference Content to Formal 4ot a 01 01 0.01 016 130
Learning Content
Integration of Learning with Work 10 0 40.46 40 10 100 131
Integration of Formal and Work-based
Inte r_atmn of Formal and Work-baszed 10 0 26.05 8 10 60 130
Learning
PerFentaue of Formal Learning D@vered 515 a =1.99 =2 =0 53 130
Online
Automaticn of Learning Function Processes 20 0 44.81 45 20 50 130

. .
Peru:EﬂtagE of Learning Staff T|me Spent on 1o.5 0 12.59 13 10 15 130
Proactive Performance Analysis

. .
Percentage of Learning Staff .T|n'|e Spent on 6.5 0 5.55 - 3 10 130
Exemplary Performer Analvsis
Peru:enta-:l.e of Lear_nu‘la Staff Time Spent on 20 a 20 20 = 35 130
Non-learning Solutions
Number of I—!o_urs of Knnwledge Sharing 165 o 1.73 165 1.65 11.9 130
Planned/Facilitated per Learning Staff Member
Modularitv of Formal Content G0 0 60 G0 60 60 129 o

:g Start 2} http:/fresearch.astd. .. 3 http:/fresearch.astd. ... I Documentl - Microsof... m "..-'ﬁ G C  12:03PM




‘2 http://research.astd.org - WLP Scorecard - Microsoft Internet Explorer ._ IrE|rz|
File Edit View Favorites Tools Help ’

Organizational Profile | Input | Scorecard Reports | Index Reports | FAQs | Contact Us
WLP Index Report

LRl Io @ Alignment | Efficiency | Effectiveness | Sustainability | BMF

Alignment

Efficiency

WLP Index
47

Effectiveness

Sustainability

[

ﬂ Internet
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WLP Index Report

The Alighment Index measures the extent to which the
learning function is aligned with organizational goals and
other aspects of the organization.

The Efficiency Index measures the efficiency of the
learning function.

The Effectiveness Index measures organizational
productivity, human capital, financial performance,
employee retention, and satisfaction.

The Sustainability Index measures the extent to which
the learning function can sustain its current level of
success.

The WLP Index is a combination score based on
alignment, efficiency, effectiveness, and sustainability
scores. The WLP Index represents that overall quality of
the learning function.
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Sample Index Report

‘A http://research.astd.org - WLP Scorecard - Microsoft Internet Explorer

File Edit WView Favorites Tools Help

o,
\SJASTD WLP Scorecard

Linking Peaple.
Learaing & Performance

Overview | Organization Profile | Input | Scorecard Reports | Index Reports | Help
WLP Index Reports 2005
WLP Index | Alignment S3l{l-,[<"8 Effectiveness | Sustainability | EMF

Current MNe

<l

Efficiency Efficiency
[l Wal
. =an valus L Change Your
Predictor Your Value of Top Priority
Score
Scarers
Expenditure per employee (direct formal) 1273.15 1445.9 I:I
Expenditure per employee (total formal and —— —— I:I
work-based)
Expentltur.e {direct formal) as pE.rcentagE of 2255 .07 |:|
payroll {without taxes and benefits)
Percentage of expenditure on external services 50.33 50.01 I:l
Percentage of expenditure on technology 42 42 I:I
infrastructure
1

[

[

T

# Internet
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Aligned
2 g Q5. How do you measure the learning function's value contribution to your organization?
Varying

Biz Qutcomes

ESAT Organization

CSAT: Outcomes

Turnover

Capability ? Human
Time to Perf 3 Capltal

Usage Learning
Cost Ratio : Operations
R ——————————————————
LSAT Perceptions
Exec Per
Challenge

ROl ]

Measurement
Benchmarks g
Compariso g
0 5 10 15 20 25 30 35
Frequency mCXO
Source: ASTOVIEM Strategic Walue of Learning Research Report, 2005 mCLO

Effectiveness indicated by business outcomes,
human capital, and perceptions (also in BMF) 20



‘ Aligned Q6. How do you know the learning function is performing as efficiently as possible?
@ Varying

Usag

Technolog

Process |

Alignmen

Standardizatio

I I
I

Qutsourcing

Learning
Operations

YtoY Reduction

Benchmarkin

Cost Per Uni
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0 5 10 15 20

Frequency

Source: ASTD/IBM Strategic Value of Leaning Research Report, 2005

25
mCXo

mCLO

Efficiency indicated by costs and operations
(also in BMF)

21
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Efficiency Indicators
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Figure 9: Average Learning Hours Received per WLP Staff Member (BMS)
(adjusted for outsourcing)

5,565

4,700

Hours

BMS BMF
@ 2003 m 2004 0 2005 Projected

Ratio of learning hours consumed to learning
staff is increasing
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Figure 17: Average Percentage of Learning Hours Provided via Different Delivery Methods (BMS)
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Figure 18: Average Percentage of Learning Hours Provided via Technology-Based Delivery Methods (BMS)

2005 Projected

2004
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O Self-Paced Online (Networked)
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O Instructor-Led Remote

O Instructor-Led Online

O Non-Computer Technology

Technology use, especially online, is increasing 24




Figure 4: Average Expenditure Distribution (BMS)
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Outsourcing is increasing
Outsourcing decisions are becoming more strategic
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Expanded Definition of Learning
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Figure 23: Average Percentage Of Employee Access to and Usage of Different Learning Opportunites (BEST)

Job Aids 87%

Formal (Event-Based) Learning Activities 89%

Hectronic Performance Support 7%

] 81%

Know ledge Bases ©60%

] 71%

Know ledge Sharing 51%

|

] 70%

Mentoring and Coaching pirin/

Financial Support for Memberships in Professional Associations _ 4%, | 45%
] 49%
Employer-Supported Conference Attendance >

i ] 42%

Job Rotation _ 6% ’
o . ] 78%
Tuition Reimbursement _ 13% °

@ Access B Usage

|

Increased legitimization and provision of non-formal
learning opportunities

27
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Trend 4

Expanded Scope of the
Learning Function
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Figure 23: Average Percentage of Learning Function Devoted to Performance Improvement

Learning/Training Activities
Organizational Development
Process Analysis and Improvement
Talent Management

Knowledge Management
Job-Specific Tools and Resources
Performance Feedback

Performance Expectations
Non-Incentive Motivational Strategies

Incentives

Solutions (BEST)

— 57%
| 9%

E—

[ ]6%

5%

5%

4%

4%

2%

I 1%

43% of the learning function’s resources in BEST winner
organizations are allocated to non-learning performance
Improvement activities

Titles are changing too, e.g., VP of Learning and Organizational

Effectiveness:

VP of Learning and Talent Management  2°




N T T Information Resources Motivation
Driver
Performance
Expectations (4%)
Environment/ Knowledge Tools and o . o
Organization/ Management (5%) Resources (5%) Incentives (1%)
Svstem/ Performance Processes (7%) 35%
y Feedback (4%)
Workplace
Organizational Development: 9%
. . . Talent Motivational
) (0]
Individual Learning (57%) Management (6%) | Strategies (2%) 65 /°

Gilbert, T. (1978). Human competence: Engineering worthy performance. New York:

McGraw Hill

Performance consulting/improvement role of the learning
function is partly due to analysis and measurement
capabilities of learning staff



Summary

= Four major trends in the US

* Increased investment, governance and
alignment

* Focus on value and measurement
efficiency and effectiveness
perceptions are important

* Expanded definition of learning
* Expanded scope of the learning function

Thank you
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