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a Seat at the Table

Aligning and demonstrating measurable 
business value through learning
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Why is Learning left out?
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Without a seat …

 No respect!

 Insufficient resources to execute

 Learning becomes an afterthought
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Does Learning have a seat at the 
table in your organization?
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1. Yes, always.

2. Yes, at times.

3. No, never ïhelp!
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Getting a seat …

A-C-T
Access Credibility Trust

From the book ñStrategic Business Partner ïA Critical Role for Human Resource 

Professionalsò by  Dana Gaines Robinson & James C. Robinson
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How to A-C-T…

 Live where your stakeholders live

 Read what they read

 Think like they think

Walk a mile in their shoes é.
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Getting a seat …

 Which staff need to know more?

 Embed your people

 Self-study the functions

 Create opportunities to collaborate

 Become a business person

 Get out of your office!

 Know the metrics, learn the language
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Measure!
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Our learning organization is 
predominantly measuring é
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1. Satisfaction

2. Knowledge / recall

3. Behavior changes

4. Impact / results
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When you don’t measure …

This is the image that executives see.
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Where to start…

 Learning is not a dumping ground

 Target waste through Accounting 

 Follow the money

 Push financial literacy enterprise-wide
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Learning’s challenges …

1. Demonstrating real business impact is hard

LMS- type tools rarely measure value, give strategic insight, or show 
alignment

2. LMS tools are data rich, information poor

Over 50% of companies use workarounds to pull needed 
information from their LMS.*

Workarounds are costly, donôt scale, still produce time-delayed 
information

3. Oversight of all learning - related projects is fragmented, 
imprecise

Difficult to aggregate data across portfolio, no visibility from the 
LMS

* Spring 2007 U.S. market study with 300+ corporate and government learning managers by 

Expertus and TrainingOutsourcing.com 
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Bridging the Gap to Success

Corporate Goals

ÅRevenue

ÅProductivity

ÅCompliance

ÅMarket share

ÅShareholder value

Learning Goals

ÅReadiness

ÅPerformance

ÅAwareness

ÅEfficiency

ÅEffectiveness

Use your measurement strategy to bridge the gap!
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Learning

Strategy &

Initiatives

Key

Measures

Measure Progress

Defines Success

Work 

Effort

Projects

& Tasks
InfluencesExecutes

Measurement Strategy Model

Key Learning

Indicators
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Learning Strategy & Initiatives

Goal
(outcome oriented)

Key Learning Indicator
(measures attainment)

Objective 1
(enabling strategy)

Objective 2
(enabling strategy)

Objective n
(enabling strategy)
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Key Measure 1
(measure of progress)

Key Measure 2
(measures progress)

Key Measure n
(measures progress)
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Scorecard-based approach comprised of a high-level set of goals
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E.g. ïNew Hire Sales Program

‘Street Ready’
Speed

‘Street Ready’ 
Efficiency

‘Street Ready’ 
Impact

 Average days for 
new sales reps to 
graduate to óstreet 
readyô

 Confidence level of 
new sales reps at 
graduation

 First time pass rate

 Average training 
investment per new 
sales rep

 Quality index rating 
for óstreet readyô 
program

 Voluntary and 
involuntary drop out 
rates during training

Average days for new 
sales rep to close 1st

deal

Average days for new 
sales rep to attain 
year one quota

Voluntary and 
involuntary attrition 
rates of new sales 
reps during year one
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4 steps to keeping a seat…

1. Define Key Learning Indicators to measure 
ongoing contributions

2. Link Learningôs enablement to real business 
impact ïShow the results!

3. Collect and share success stories

4. Repeat steps 1-3.  No complacency!

Deliver the results, not just the solutions.
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Seven Key Learning Indicators

 Operational excellence

 Learning effectiveness

 Compliance

 Change readiness

 Time to competency

 Workforce proficiency

 Point of engagement 

From the paper ñSeven key learning indicators your CEO really needs to knowò, 

available from Zeroed-In at  www.getzeroedin.com
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Operational excellence

What it means

The learning organization is operating at 

its optimal efficiency for its level of 

resources and investment.  Your return 

on effort (ROE) is maximized. 

How it’s measured

Average cost per student day; training expenditures as a ratio of full time 

employees; enrollment and fill-rates, learning process maturity level; 

facility costs; training revenue; staffing levels; delivery models; 

development timelines; expenses 
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Learning effectiveness

What it means

The instructional design, delivery 

techniques, and general pedagogy are 

optimized.  Learning is applied during 

work activities and consistently proving 

value to the enterprise. 

How it’s measured

Satisfaction surveys; progress indicators; completions; learning 

through pre-tests and post-tests; job impact surveys; work-process 

improvement; business measure variation; return on investment (ROI) 
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Compliance

What it means

The organization is complying with all 

mandated regulations, both internal and 

external.  Accurate and accessible 

information streamline the audit process. 

How it’s measured

% compliant of total population; have versus have-nots; periodicity; 

average days to recertify; violations; penalties; restrictions. 
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Change readiness

What it means

A workforce is aware and prepared with 

knowledge and skills to execute a new 

business strategy, and change swiftly as 

the new strategy evolves. 

How it’s measured

Percent of workforce cross trained on alternate tasks; ability to 

communicate change: channels and timeliness, dispersed workforce; 

climate surveys: employee trust level of management, management 

respect level to employee input 



Copyright © 1995-2008 Questionmark Corporation and/or Questionmark Computing Limited, known collectively as Questionmark. All rights reserved. 
Questionmark is a registered trademark of Questionmark Computing Limited. All other trademarks are acknowledged.

Questionmark’s 2008 Users Conference  San Antonio

Slide 23

Time to competency

What it means

In the minimal amount of time and with 

the least amount of difficulty, new 

employees fully understand how to 

perform their job roles and 

responsibilities, and are ready to meet 

expectations in the job, where 

supplemental training occurs in line. 

How it’s measured

Ratio of time spent on the job to time spent learning; duration of 

orientation programs; confidence levels; proficiency levels; usage of ñjust-

in-timeò learning;  job impact and productivity surveys 
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Workforce Proficiency

What it means

Employees have all the knowledge they 

need to perform their jobs in the time 

required. Human error and 

inconsistencies are non-existent 

throughout the work procedures and 

processes. 

How it’s measured

Proficiency levels; test scores; skill gap analysis;  360-degree surveys; 

productivity; quality ratings 
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Point of engagement

What it means

Employees are energized, motivated, 

and committed to the success of the 

organization. Leaders and employees 

are meeting each otherôs needs.  Trust 

levels are maximized and integrity is a 

cornerstone of the organizational culture.   

The human capital practices of the 

organization positively affect the 

corporationôs market value. 

How it’s measured

Employee lifecycle assessment process (Gallup Q12); employee 

satisfaction; retention; attrition; punctuality; feedback to learning as a 

retention tool; commitment index; customer surveys; business results 
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Measure your success…

 Dashboard

 Scorecards

 Reports

 Success stories
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Oregon Productivity Matrix

 Indicator / Index 1  (Attainment = 65.19%)

 Measure 1 (Actual = 80, Target = 100, Attainment = 80%)
Lower limit = 0        Upper limit = 100

 Measure 2 (Actual = 30, Target = 50, Attainment = 60%)
Lower limit = 0        Upper limit = 500

 Measure 3 (Actual = 10,000 , Target = 2,000, Attainment = 55.56%)
Lower limit = 0        Upper limit = 20,000

Example of how the indicator score is calculated
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Can Learning get & keep a seat at 
the table in your organization?

Yes N
o

50%50%

1. Yes, and now we know 
how.

2. No, itôs just not worth it to 
us.
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Chris Moore, President
Zeroed-In Technologies, LLC

Baltimore, MD USA

Phone: (410) 242-6611
Fax: (443) 517-4000

Web: www.getzeroedin.com
Email: cmoore@getzeroedin.com


