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biytikligu, icerik ve insan sayisi agisindan her yil bilyiimekte, ancak bu yatinmlarin

Egitime ve diger insan kaynaklan (IK) projelerine yapilan yatinmlar; yatinm

cogu “Olciillemez” olarak distinilmektedir. Giinimiizde her kurumun (izerinde
bulunan rekabet, zaman ve fizibilite baskisi disiiniildiginde, sadece CEQ’lar, genel
miidiirler ve genel miidiir yardimcilan degil, onlann ekiplerindeki egitim ve IK uzmanlan ve
yoneticileri de birer is adamy/kadini olarak kendilerini gelistirmek, rakamlarla konusup karar
vermek, verdirmek ve yatinmlann fizibilitesini ispatlamak zorundadirlar. Ancak, cogu IK
yoneticisi ve bolimi biyik egitim yatinmlanni bile talep ederken rakamsal fizibilite verileri
sunamamaktadir. Ustelik cogu, yatinma sayisal verilerle yaklasmamakla ve yeterli verimlilik

bakisina sahip olmamakla elestiriimektedir.

Tiirkiye'de ve diinyanin dider iilkelerindeki egitim ve/veya IK departmanlarinin 2013-2014
giindemindeki bazi 6nemli proje drnekleri sunlardir: Bilyik bir sirketin iist ve orta diizey
yonetim ekibi icin diizenlenen, 1 milyon ABD dolan maliyetli 12 aylik Liderlik ve Yoneticilik
Egitim Programi; bir perakende bankanin 2+ milyon ABD dolarn maliyetli 14 aylik Satis

Sekil-1: IK Yatirimlarinin Olciimii

MEASURING TRAINING'S
RETURN ON INVESTMENT (ROI)

terms of investment size, content and number of people exposed, while at the same

time many of them are considered to be “non-measurable” investments. Given the
pressure of competition, time and feasibility on all types of corporations, today’s CEOs,
GMs, VPs in general and training and HR officials and managers in particular have to
be much better business people, speaking and making decisions with facts and figures
and justifying the feasibility of the investments. However, many HR executives and their
departments in the position of requesting large investments, but being unable to deliver
any factual feasibility data. Moreover, many of them are criticized for not being factual and
lacking business sense.
The following are some examples from important projects in the training and/or HR
departments’ 2013-2014 agenda in Turkey and in some other countries we gave ROI
consultancy: A 12 month long training program by a university in arrears leadership and
management for the top and middle management team of a large corporation, costing US$

Investmems in training and other HR projects have been increasing each year in

q o - Mevcut Durum* Hedef*
Seviye | Olciim Kategorisi Tipik Kurumunuz Tinik Kurumunuz Mevcut Durum Hakkinda Yorumlar ve Ornekler
0 | Girdiler/Gostergeler
l Program sayisi, katilanlar, kitle, maliyetler ve %100 ... %100 ... T, S R LT
— verimlilikler gibi girdileri 6lcer. [ L
1| Tepki . .
l Deneyim, icerik ve program degerine verilen tepkiyi | %100  ........ %100 T G 2D G ) R L
— oleer. L
2 | Ogrenme Godu program icin basit 6grenim olcimleri
l Katiimcilarin ne 6grendidini (bilgi, beceriler ve %30-40 ... %80-90 kullaniimahdir.
=% itibatlar) 6lcer. |
3 | Uygulama ve Hayata Gecirme P,
l Program sonrasi ilerleme durumunu (bilgi %10 %30 . Daha fazla takip ediimelidir.
— kullamimi, beceriler ve irtibatlar) élger. |
i Etive SOnu?Iar L . Bu, programin etkisinin diger faktérlerden yalitildig, is
l Programla baglantili tiretim, kalite, zaman ve %5 %10 lizerindeki etkiyle olan baglantidr.
maliyet gibi is tizerindeki etki degiskenlerine iliskin
— degisiklikleri lcer. ||
; BOI Nihai degerlendirme seviyesi
l Is Uizerindeki etki 6lciimlerinin parasal faydalarnyla %1 %
— program maliyetlerini karsilagtinr. |

*Bu seviyede deerlendirilen program yiizdesi
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Egitimi ve Danismanlik Programi; biiyiik bir enerji sirketler grubunun calisanlarina yonelik esnek
maas ve yan haklar paketlerinin faydalan ve dezavantajlar; sinif egitiminden uzaktan veya karma
egitime gecen bir bankanin teknik bankacilik programlar; tilke capinda 2000°den fazla acentesi
olan bir sigorta sirketi icin gerceklestirilen driin ve hizmet egitimi; bir firma icin kurumsal akademi
kurulmasi vb.

Bu tiir projelerde “ROI Metodolojisi”, bu kararlan subjektif onerilerden saglam, makul, her yoniiyle
Olciimlenmis savlara doniistiirmede kilit bir rol oynayabilmektedir.

ROI METODOLOJISININ GECMISI

Harvard Business Review tarafindan 1920’lerde sermaye yatinmlarinin getirilerine deger bicmeyi
saglayan bir enstriiman olarak ortaya konulmustur. Gegtigimiz yillarda bu konseptin uygulamasi,
IK yatinmlan da dahil olmak izere her tirlii yatinmi icine alacak sekilde genisletiimistir. 1K
yatinmlannin ihtiyacini karsilamak icin, gercege dayanan senaryolarda calisilan sertifikasyonun
temelini olusturan Phillips ROI MethodologyTM, 1970’li yillarda Lockheed-Martin’de uygulanmaya
basladi. Dr. Jack Phillips burada, birlikte calisan 350 dgrenciyle sirketin ortak egitim programinin
ROI calismasini gerceklestirdi. O giinlerde bile sonuglarin gésterilmesi konusunda bir baski vardi.
Bugiin gogu sirket, [K yatimmlarinin ROI'sini ve IK departmanlarinin katkilanni éigmek igin Phillips
ROI MethodologyTM yontemini kullanmakta ve bu sayede tartismalan daha somut bir zeminde
gerceklestirmektedir. 4000’den fazla kisi, su an Tiirkiye dahil Orta Dogu ve Avrupa’daki 30’dan fazla
iilkede gerceklestirilmekte olan sertifikasyon atlyesine ve stirecine katilmistir.

DEGERLENDIRME CERGEVESI
Sekil-1, dlciilen veri tiplerini ve bunlan ROI siirecinde toplayip analiz etmede ne kadar ilerledigimizi
gOstermektedir.

1. Seviye: Katilimcilarin; egitimin igerigi, ise uygunlugu, egitimei performansi gibi unsurlara tepkisi,
cogunlukla genel anket ve soru formlariyla 6lgilir.

Figure-1: Measurement of the HR Investments

1 million; A 14-month Sales Training and Coaching Program for a retail bank, costing US$ 2+
million; benefits and disadvantages of flexible salary and benefits packages to employees of a large
energy group of companies; technical banking programs transitioned from classroom training to
e-learning or to blended learning; product and service training for a large insurance company which
has over 2,000 agents nationwide; establishment of a corporate academy, etc.

“The ROI Methodology” is the key to transforming these decisions from subjective arguments into
reasonable, well measured arguments based on solid metrics.

SOME BACKGROUND INFORMATION ON ROI METHODOLOGY

The Harvard Business Review proclaimed ROl as the tool to measure the payoff of capital
investments in the 1920s. In recent years, the application of the concept has been expanded to all
types of investments, including human capital investment.

Inresponse to the need, The Phillips ROI Methodology TM, which forms the basis for the certification
described in reality-based scenarios, started to be implemented in the 1970s at Lockheed-Martin.
There, Dr. Jack Phillips conducted an ROI study of the company’s cooperative education program
involving 350 co-op students. Even in those days, there was pressure to show results. Today,
many corporations use The Phillips ROl MethodologyTM to measure the ROIs of HR investments.
Over 4,000 individuals participated in the certification workshops, where process which is now
conducted in over 30 countries, including Turkey, the Middle East and Europe.

THE EVALUATION FRAMEWORK
Figure-1 shows the types of data measured and our progress with collecting and analyzing it in
the ROI process.

Level 1: In this level of measurement, the reactions to program’s relevance, appropriateness and
trainer’s performance from participants are measured with generic questionnaires and surveys.
Level 2: Learning measurements focus on if participants learned new skills, knowledge, and know

Level Measurement Category

0 | Inputs/Indicators
Measures inputs including the number of 100% ... 100 %
programs, attendees, audience, costs, and
efficiencies.

Current Status* Target*

Comments Examples About Present Status

This is being accomplished now.

1| Reaction
Measures reaction to experience, content, and 100% ... 100 %
value of the program.

Learning

knowledge, skills, and contacts.

Measures what participants learned—information, 30-40% ........ 80-90 %

3 | Application and Implementation
Measures progress post-program-the use of 10 % ... 30 %
knowledge, skills, and contacts.

I |l |

Impact and Consequences

Measures changes in business impact variables
such as output, quality, time, cost-linked to the
program.

5% 10 %

o

This is the connection to business impact, where
impact of the program is isolated from other factors.

ROI
Compares the monetary benefits of the business 1% 5%
impact measures to the costs of the program.

I

*Percent of program evaluated at this level.

DR



ARTICLE

36

2. Seviye: Ogrenme Glciimleri, katlimcilanin IK programi hakkinda neler ogrendigine
odaklanir. “Yoneticilik ve Liderlik Gelisimi” programi 6rnegimizde, calisanlar farkh
motivasyon yéntemleri, durumsal liderligin dort farkl asamasi, kariyer gelisimi ve
calisanlarina geribildirim verme yontemleri gibi konular 6grenmek zorundadir.

3. Seviye: Bu dlciim seviyesi; 6grenilen bilgi ve becerilerin iste kullaniimasini, kullanim
sikhigini, uygulamalan ve stirecleri icerir. “Yoneticilik ve Liderlik Gelisimi” programi
ornegimizde yoneticiler; yonlendirme, motive etme ve kocluk yapma gibi becerilerini
calisanlar icin uygulamalidir. 2. ve 3. seviye degderlendirmeler Gnemli olsa da is sonuglan
iizerinde olumlu bir etki yaratlacadi veya yatmmin geri donecegi (ROI) garantisini
saflamaz.

4. Seviye: Is iizerindeki etkinin dlgllmesi, gercek is sonuglarina (iireim-operasyon
verileri, kalite, satig, maliyetler, zaman, calisan bagliligi veya sirkiilasyonu ve miisteri
memnuniyeting) odaklanir. Tipik bir is 6lcimi; “Yoneticilik ve Liderlik Geligimi”
ornegimizde olciilecek is sonuglar; satis, siire¢ zamani veya kalitesi, zamaninda teslimat,
tahsilat siiresi ve stok devir hizi alanlarindaki iyilesmelerin yani sira ¢alisan sirkiilasyonu,
ihlaller, dolandinciliklar, uyusmaziiklar ve diger bazi kayiplardaki azalmalari igerebilir.

5. Seviye: Nihai degerlendirme seviyesi olan ROI'de IK programinin parasal faydalan
maliyetlerle karsilagtinlir. ROl Metodolojimizde, egitim ve IK idarecilerini cesitli
elestirilerden korumay! amaclayan muhafazakar bir yaklasim oldugu icin dogrudan ve
dolayli maliyetlerin tiiminiin déhil oldugu bir maliyet hesaplamasinin kullaniimasini
Onermekteyiz.

ROI’Yi HESAPLAMA
ROI (%) = (programin faydalar - programin maliyetleri) / programin maliyetleri

Yukardaki “Yoneticilik ve Liderlik Gelisimi” programinin tiim giderler hesaba katilmis
maliyeti 202.348 $, tiim harici faktorler yalitilarak hesaplanan kanitlanmis faydalari ise
583.426 $ olsun. Bu durumda ROl = (583.426 $ - 202.348 $) / 202.348 $ = %188'dir.
Metodolojimizdeki kritik unsurlardan birisi; 12. aydan sonra olusan maliyetler mutlaka

how about the training or HR program. Inthe “Management and Leadership Development”
program example, employees must learn subjects like different motivational methods,
four different phases of situational leadership, career development and ways to give
feedback to their employees.

Level 3: This measures application to the business and includes all the steps like
the frequency and use of learned information, knowledge, and skills, actions, tasks,
and processes involved. In the “Management and Leadership Development” program
example, managers must take actions like guiding, motivating and coaching their
employees. While the Level 2 and 3 evaluations are important, they still do not guarantee
a positive business impact and/or a positive ROI.

Level 4: Measuring business impact focuses on the actual business results (like output,
quality, sales, costs, time, employee engagement or turnover and customer satisfaction).
In the “Management and Leadership Development” example, business impact might
include improvements in sales, process time or quality, timely delivery, collection rate,
inventory level as well as reduction in employee turnovers incidents of violations, fraud,
discrepancies and some other losses.

Level 5: ROl is the ultimate level of evaluation, where the HR program’s monetary
benefits are compared with the costs. Since our ROI Methodology is deliberately a
conservative approach protecting training and HR executives from various critics, we
recommend, direct or indirect, all expenses to be fully loaded to the cost figure.

CALCULATING ROl
ROI (%) = (program henefits - program costs) / program costs

If the fully loaded cost of the “Management and Leadership Development” program
above is $202,348, while the proven benefits calculated (through isolating all the external
factors) are $583,426. Then the ROl = (8583,426 - $202,348) / $202,348 = 188%.

One of the most critical issues of the Methodology is that all the costs including the ones
after 12 months after the implementation have been included, while the benefits after

Sekil-2: ROl Siirec Modeli

Lirenindes Etki

dikkate alinirken, kisa vadeli programlarda faydalann ilk 12 ay boyunca, tasarruf
edilen veya kazanilan tutarlar ile simirlandinimasidir. Giinkii faydalar birinci yildan
sonra devam etse de etki genellikle azalir ve yalitim hatalar artabilir. Bu yiizden de 12.
ay sonrasl getiriler hesaba katilmaz. Ancak yoneticilik, liderlik, kogluk ve mentorluk
egitimleri veya ERP yatinmi gibi uzun vadeli yararlan daha belirgin olan programlarda
bu durum, calismanin basindaki planlama asamasinda, veri toplama baslamadan
belirtilir ve 12. aydan sonraki getiriler de hesaba katilabilir.

Metodolojinin egitim ve IK yoneticilerini korumaci tasarimi sayesinde, yonetime
sunduklari rakam kag olursa olsun (6rnegin %188 ROI), kimse bu yatinmin getirisinin
daha az (6rnegin %180) oldugunu iddia edemez. Modelin bu muhazafakar yoni,
yonetimin metoda ve dolayisiyla egitim veya IK departmanina duydugu gtiveni arttinr.

ROI SUREG MODELI

Degerlendirme planlamasi: Ik planlama adimi, egitimin amacina uygun nihai
hedefleri belirlemektir. Bunlar Tepki (1. Seviye) icin hedef belirleme ile ROI (5. Seviye)
icin hedef belirleme arasinda degisir. Bir egitimin birkac seviyeli hedefi olmalidir.
Hedefler belirlendikten sonraki adim, iki dnemli planlama dokiimani hazirlamaktir. Veri
Toplama Plani; toplanan veri tirlerini, veri toplama yontemlerini ve zamanlamasini,
veri kaynaklanni ve veri toplama sorumlularini belirler. ROI Analiz Plani; sonuglarin
egitim disindaki etkilerden nasil yaltldigini, verilerin parasal degerlere nasil
doniistiriildigund, uygun maliyet kategorilerini, beklenen soyut élctimleri ve iletisim
icin ongoriilen hedef kitleyi ayrintilanyla aciklar.

Veri toplama: Egitim programi dncesinde ve siiresince toplanan veriler, program
tamamlandiktan sonra toplanan verilerle kargilastiniir.

IK/egitim programimin etkilerinin yahtilmasi (izole edilmesi): Bir egitim
programi hayata gegirildikten sonra is sonuglarini baska bircok faktor etkileyecegi
icin bu adim oldukga 6nemlidir. Bu adimdaki belirli stratejiler, egitimle dogrudan iligkili
olan gelisimin miktarini kesin olarak tespit eder. Sonug olarak ROI hesaplamasinin
dogrulugu ve giivenilirligi artar. Bu dnemli adimda 10 farkli stratejiden en az birisi

12th months are excluded in the ROI calculation. Even if the benefits may continue after
the first year, the impact usually diminishes and isolation mistakes may arise. Therefore,
benefits after the 12th month are excluded in short-term projects. However, in some HR
projects like Management, Leadership, Coaching and Mentoring traininings or ERP HR
module implementations, where the long term benefits are evident, this fact is evidenced
at the planning stage before the data is collected and benefits after the 12th month are
also taken into account.

Thanks to this protective approach of the methodology for the training and HR executives,
whatever the figure they submit to the management (i.e. ROl as 188%), virtually
nobody can claim that this investment was indeed less feasible (let's say 180%). This
conservative side of the model increases the confidence of the whole management in the
method and hence in the training or HR department.

ROI PROCESS MODEL

Evaluation planning: The first step of planning is to develop ultimate objectives for the
training. These range from developing objectives for Reaction (Level 1) to developing
an objective for the ROI (Level 5). A specific training should have multiple levels of
objectives.

With the objectives in hand, the next step is to develop two important planning
documents. The Data Collection Plan indicates the types of data collected and its
sources, the methods for data collection, the timing of collection and responsible people
for collection. The ROI Analysis Plan details how the results will be isolated from other
than training influencers, data will be converted to monetary values, the appropriate cost
categories, the expected intangible measures and the anticipated target audience for
communication.

Collecting data: Data collected before or during the launch of the training program is
compared with post-program data.

Isolating the effects of the HR/training program: While this step is often overlooked,
itis indeed one of the most critical issues in most evaluations in our works. It is essential

Figure-2: ROl Process Model
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kullanilir. En ¢ok kullanilan ii¢ strateji sunlardir:

1. Programin etkisini yalitmak igin egitim programina katilan denek grup, programa
katimayan karsilastirma (kontrol) grubuyla karsilastinlir.

2. Egitim programi 6ncesindeki verilerin trendi belirlenir. Bu egriler egitim olmasaydi
varsayimi ile sonraki donemlere uzatilir ve orada gerceklesmis is sonuclari ile arasindaki
farklar alinir.

3. Katilimcilar/paydaslar egitim programindan kaynaklanan iyilesmeleri tahmin ederler.
Bu tahminlerden, diger faktorlerden kaynaklanabilecek olasi hatalar diisiiliir ve boylece en
givenilir iyilesme verisi kullanilir.

Verileri parasal degerlere doniistiirme: ROI'yi hesaplamak icin is sonuglari (izerindeki
etki verilerinin parasal dederlere doniistiriilmesi ve IK/editim program maliyetlerine
oranlanmasi gerekir. Bunun igin IK/egitim programi faydasi ile ilgili her veri birimine parasal
bir deger atanmalidir. Verileri parasal degerlere doniistiirmek icin 10 farkl strateji vardr.
iK/egitim programmnin maliyetini hesaplama: Ik analiz ve degerlendirme, IK/egitim
programinin gelistirme/tasanm maliyeti, program icin harcanan katilimey/paydas zaman,
uygulama ve gelistirme maliyetleri, idari giderler, degerlendirme ve raporlama maliyetleri
cokca kullamilan maliyet bilesenleri arasindadir. Muhafazakar yaklasimimiz nedeniyle, tiim
bu maliyeleri toplam maliyet igerisine dahil etmekteyiz.

Sonuclan raporlama: ROI siirecinin son operasyonel adimi, IK/editim programiyla
ulastlan sonuglar belgelendirmek icin bir etki calismasi olusturmak ve bunlan cesitli
hedef kitlelere, 6rnegin siireci bilen yoneticilere iletmektir. Buradaki raporlamada, yukarida
aciklanan tam kapsamii bir etki calismasi ile bir sayfalik yonetici 6zeti arasinda degisen
uzunluklarda farkl rapor veya formatlar kullanilabilir.

UYGULAMA VE OLGOM METRIKLERI

ROI' metodolojisinin bir baska 6nemli dgesi de uygulamadir ve ROl Sertifikasyonu
katiimeilannin sertifika alabilmeleri icin en az bir ROl projesi yiiriitmeleri gerekir. Yiriittilecek
proje; kapsami, olgiim seviyesi ve biyiikligu agisindan her bir katlimei icin ¢ok farkli
sekilde olabilir. Olciim metrikleri de projeye gdre cok farkl olabilir. Ornegin; tiretkenlik/
(iretim, kalite, stirecte zaman tasarrufu, verimlilik, maliyetler, calisan memnuniyeti anketi
sonuglan, miisteri memnuniyeti dlciimleri bir Kogluk Programi ve/veya Yoneticilik ve
Liderlik Gelisimi Egitimi 6lcimlemesi igin kullanilabilirken, tasarruf edilen zaman, ¢6ziim
siresi, kalite, biitce hedeflerinin tutmasi, tekrarlanmayan problem sayisi bir Proje Yonetimi
veya bir Problem Gozme Egitimi 6icimlemesinde kullanilabilir.

ROI KULLANIMININ FAYDALARI VE SONUG

Kapsamli bir ROI 6lgtimiinii gerceklestirmek ve sunmak, (st yonetim ekibinin saygisini
ve destegini kazandinr. Program etkili degilse ve yeterli sonuglar elde edilemiyorsa ROI
sireci degisiklik veya diizeltme yapma inhtiyacini da ortaya cikartir. ROl metodolojisi
basarli olmakla birlikte, cogu iilkede IK ve Egitim béliimlerinin sadece %10-%15'inin
bu metodolojiyi kullandigi tahmin edilmektedir (Bu oran Tiirkiye’de daha da duisiiktr.).
Arastirmalar bunlarin %75-%80’inin ROl metodolojisini kullanmayi planladigini ve/veya
istedigini gdstermektedir. “Gercek kullanim” ile “plan/istek” arasindaki bu bilyiik fark (bkz.
Sekil-1) hem biiyik bir zorlugun hem de biyik bir firsatin varligini géstermektedir. Daha
fazla kurum bu metodolojiyle neler yapilabildigini gosterdikce hem metodu kullanan kurum
sayisl, hem de projelerine kurum iginden saglanan destek ve finansman tutan artacaktir.
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because many factors will influence performance data after a training program is implemented. Specific
strategies in this step will pinpoint the amount of improvement directly related to the training. The result is
increased accuracy and credibility of the ROI calculation. At least one of the total of 10 strategies is used to
address this important issue. Here are the three most common strategies:

1. A pilot group of participants in a training program is compared with a comparison (control) group not
participating in the program to isolate program impact.

2. Atrend line is determined from the pre-program data. This trend is projected to the post-program period
as if the training program had not taken place and the difference between the trend line and the actual post-
program data are taken.

3. Participants/stakeholders estimate the amount of improvement related to a training program. Then
the potential errors due to other factors are discounted from these estimates and hence the most reliable
improvement data is used.

Converting data to monetary values: To calculate the ROI, business impact data need to be converted to
monetary values and compared with HR/training program costs. This requires a monetary value to be placed
on each unit of data connected with the HR/Training program benefit. 10 strategies are available to convert
data to monetary values.

Tabulating the cost of the HR/training program: The denominator of the ROl formula is the cost of the HR/
training program. The typical cost components are: initial analysis and assessment, development/design cost
for the HR/training program, participant/stakeholder time for the program, implementation and improvement
costs, administration expenses, evaluating and reporting costs, etc. Due to our conservative approach, we
fully load all these costs to the total cost figure.

Reporting results: A final operational step of the ROI process is to generate an impact study to document
the results achieved by the HR/training program and communicate them to various target audiences, including
managers who knows the process. A variety of different reports and formats can be used in this reporting
process, ranging from a complete impact study described above to a one-page executive summary.

APPLICATION AND MEASURES

Another major element of the ROl methodology is application and participants involved in ROI Certification
are required to conduct at least one ROI project study before they receive a ROI Certification. The types of
projects undertaken vary and represent any type of project, program, event, or initiative imaginable. Wide
range of different metrics can be used in different projects. For example, productivity/output, quality, process
time savings, efficiency, costs, employee satisfaction survey results, customer satisfaction rates are typical
measures for Goaching and/or Leadership and Management Development Programs, while time savings,
solution time, quality, budgets met, problems not repeated are for a Project Management or a Problem Solving
Training.

BENEFITS OF ROI USE AND RESULT

Measuring and presenting ROI with a complete set of data result in earning the respect and support of the
senior management. If a program is not effective, and the results are not materializing, the ROI process will
prompt changes or modifications.

While the ROI methodology has enjoyed success, it is estimated that in most countries only 10%-15% of
HR and Training departments are using this methodology (the rate is lower in Turkey). Yet, researches show
that as many as 75%-80% of them plan or wish to use ROI. This huge gap between “actual use” and “plan/
wish” (please refer to Figure-1) shows both a great challenge and a great opportunity. As more organizations
understand the success that can be achieved with this methodology, more organizations will embrace it,
where the internal support and financing for their projects will also increase.
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