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“Learning Scorecard” 
Collaborative Project

eLearnity collaborative research project 
• Sept – Dec 03
• B&Q, BP, BT, Coca-Cola, HSBC, Marks & Spencer, Vodafone

Structure
• Independent profiling 
• Best practice research
• 3 Workshops

• Internal practice, External best practice, Solution synthesis

Exec Paper / Slides = Email : davidw@elearnity.com
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Fundamentals

Original Kirkpatrick Model 
(1959)
• Level 1: Reaction
• Level 2: Learning
• Level 3: Behaviour
• Level 4: Performance

ROI
• Net Benefits/Total Costs * 100
• Expressed as a percentage

You should already 
know this!

Simple Addition
• Level 0: Activity

• were they there?
• did they do it?
• did they complete it? 
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Measuring Value - Thinkers

Jack Phillips
• ROI = Level 5 of evaluation
• Graded application
• High profile in US

Dean Spitzer (IBM)
• Learning Effectiveness 

Measurement
• Predictitve Focus / Causal 

Chain

Greg Wang
• Runs ROInet
• Metrics-based approach

Learning Effectiveness Measurement (LEM)

Predictive
Measurement

Formative
Measurement

Baseline
Measurement

In-Process
Measurement

Retrospective
Measurement

Business 
Results

Organizational 
Performance

Individual 
PerformanceBehaviors 

Knowledge,  
Skills & 

Attitudes
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Realities – Organisations

Standard reference point is Kirkpatrick (1-4)

The Typical Corporate Profile …
• Level 1 : Reaction Generally extensive 
• Level 2 : Learning Sporadic, specific programmes
• Level 3 : Application Rare, one or two programmes
• Level 4 : Impact Almost none, some pilots

Variations
• A couple of organisations had very little focus on L1
• One organisation was primarily focused on L2 assessment
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Realities - Methodologies

Kirkpatrick 
• The standard training industry communication model
• Missing pieces, implication of false causality, start with L1
• But is it too ingrained to change? 
ROI
• ROI is not another level, it’s a way of presenting business 

information
• The ROI equation is simple, it’s the data that isn’t
• Typically retrospective and defensive
• Very difficult to get to attributable impact data in most cases
• Estimation by learners is just that, an estimate
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What about Reactionnaires?

KP L1 (Reaction) is not a measure of value
• Feedback on the learning process only
• Some use for learners = opportunity for constructive feedback
• And learning management = opportunity to tune learning process
• Should be a background process
Not a primary focus for valuable resources unless
• Specifically demanded by the intervention

• E.g. pilots, high cost, high sensitivity

• Sampled in scale
Recommend
• Capture Activity information and focusing on the other levels!
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Learning Value Needs To…

Align with the business 
• Performance metrics, business scorecard
• Business credible

Be viable
• What’s the ROI of working out the ROI?

Need to deal with the specific and the general
• Core Competency, On Demand, Project-Driven (= the Learning Portfolio)
• Capable of aggregation

Value can be assessed at all levels
• As can ROI, don’t need always to get to KP4

More Predictive value  = Shaping the Future
Some Retrospective value  =  Analysing the Past
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Process

Aggregated Learning Evaluation Framework

Core Competency On Demand Project-Driven
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Valuing Learning 

Core Competency
• The business defines the value (the Human Capital / Asset)
• The value of the learning = the increasing value of assets
• Learning is an ongoing process not an event!
• L&D is not responsible for performance, the business is!
On Demand
• Measure activity and successful completion
• Meaningless to value in the specific, must be in the aggregate
Project-driven
• Need specific measures of outcomes up-front
• Type of outcomes depend on the project
• The project should put a value on those outcomes
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Creating a Value Framework

Value = Issue Units x Exchange Rate

Issue Unit = Units of measure of outcome
• Could be learning, behaviour or impact depending on portfolio
Exchange Rate
• Standard value for that Issue Unit

Types of Outcomes
• Intangible = can’t define the Issue Unit
• Tangible = can define the Issue Unit but not an Exchange Rate
• Commercial = can define both
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Portfolio Dynamics

Valuing the 
Learning 
Portfolio

Core 
Competency

On Demand Project-Driven

Driver Organisation Individual

Addressed specific 
learning needs

Level of 
Assessment

Behaviour (L3) & 
Learning (L2)

Learning (L2) Defined by project
Often Impact (L4)

Aggregated
(Benchmarked)

The Business 
Project

Success Performing role 
with requisite 
knowledge/skills

Meet specific 
project learning 
goals

Valuation Organisationally
(Human Capital)

Directly  
(Outcomes)



© 2004 Copyright eLearnity limited. All rights reserved.

Learning Evaluation Framework
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Putting it Together
The “Learning Scorecard”

Learning 
Scorecard

Core 
Competencies

On Demand 
Learning

Project-Driven
Learning

Value

Effectiveness

Activity
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A Value Management Tool?
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Next Steps

Further Research = developing & validating further
• Piloting in specific organisations / projects
• Philosophy / Process / Tools / Application
• Please email me if you would like to explore further

Also a public domain Executive viewpoint paper

Information on becoming a research client 
• Access to underlying research and tools
• Access to other research areas, content and market analysis

Email = davidw@elearnity.com
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