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E-Learning Evaluation Measures:
___ 1. Formative Evaluation: Focuses on improving the online learning experience.
___ 2. Summative Evaluation: Focuses on the overall success of the OL experience (should it be continued?).

___ 3. CIPP Model Evaluation
: Framework of Context, Input, Process, and Product.

___ 4. Objectives-Oriented Evaluation
: Examines OL training objectives as compared to training results

___ 5. Marshall & Shriver's 5 Levels of Evaluation
: Self, Course Materials, Course Curriculum, Course Modules, Learning Transfer

___ 6. Kirkpatrick’s 4 Levels: Reaction, learning, behavior, results.

___ 7. Return on Investment (ROI): A fifth level of the model (though Kirkpatrick does not agree), which relates to e-learning investment impacting company bottom line.  According to Phillips, it compares benefits to the costs.

___ 8. Kirkpatrick Level 6 (somewhat fictional): Relates to the budget and stability of the e-learning team.

___ 9. Kirkpatrick Level 7 (somewhat fictional): Relates to whether the e-learning sponsor(s) or champion(s) are promoted in the organization. 
___ 10. Cost/Benefit Analysis (CBA)
: Do the costs outweigh the benefits?

___ 11. Time to Competency: Does e-learning 
quicken employee training.

___ 12. Time to Market: How e-learning speeds up the training of sales and technical support personnel?

___ 13. Return on Expectation
: Does e-learning meet the expectations of one’s job?

___ 14. AEIOU
: Accountability, Effectiveness, Impact, Organizational Context, U = Unintended Consequences

___ 15. Consumer-Oriented Evaluation: Uses a consumer point-of-view for evaluation.

___ 16. Other: ____________________________.
Is Your Organization Ready for Additional E-Learning Evaluation (including ROI)

Bonk & Dennen, Training 2002

(Adopted from Jack Phillips, President of Performance Resource Organization)

Rate the most appropriate level for each statement (1 = strongly disagree; 5 = strongly agree)

1. ___ Is your organization undergoing significant change, in part related to e-learning?

2. ___ Is there pressure from senior management to measure the results of e-learning?

3. ___ Does your organization have a culture of assessment that has established a variety of measures for learning?  In effect, is the culture of your company willing to accept new learning measurements?

4. ___ Does your training and learning function currently have an extremely low investment in the measurement and evaluation of e-learning?

5. ___ Has your company experienced one or more training/learning disasters in the past?

6. ___ Would your training/learning team like to be leaders in accountability?

7. ___ Is the image of the training/learning function lower than you want?

8. ___ Are your clients or sponsors demanding that e-learning solutions show some bottom-line results?

9. ___ Does the training/learning function compete with other functions for resources?

10. ___ Is there increasing emphasis on linking training/learning solutions to strategic directions of the organization, especially as it relates to e-learning?

11. ___ Does your organization or department have high employee turnover?

12. ___ Are there a wide variety of e-learning training programs in your organization?

13. ___ Are you responsible for your training budget, especially as it relates to e-learning?

If you agreed or strongly agreed with 2 or more of the above questions, additional evaluation of e-learning may be a good idea for you or your organization.
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Matching Evaluation Levels with Objectives Pretest

Bonk & Dennen, Training, 2002

(Adopted from Jack Phillips, President of Performance Resource Organization)

Instructions: For each statement below, indicate the level of evaluation at which the objective is aimed.

Evaluation Level:

1. Participant reaction or satisfaction

2. Participant Learning

3. Job Performance or Behavior

4. Business Impact or Results

5. Return on Investment; ROI = Net Benefits/Program Costs X 100 = _____ %

For example, consider the evaluation of a leadership development program with 25 participants.  The total, fully loaded costs are $88,500.  The first year benefits directly linked to the program are $230,625.  Calculation = $230,625/$88,500 = 2.605 X 100 = 260.5 percent.

Or ROI is expressed as a ratio: 230,625/$88,500 = 2.6:1 or nearly 3 to 1.

Objective and Evaluation Level









1. ___ Show a 15 percent decrease in errors made on tax returns by staff accountants participating in the e-learning certificate program.

2. ___ Increase use of conflict resolution skills, when warranted, by 80 percent of employees who had completed the first eight modules of the online training.

3. ___ Online students will display gains of at least 20 percent from pre-test to post-test.

4. ___ Initiate at least three cost savings or reduction projects during the year following online cost accounting training.

5. ___ After change management supervisors and senior level personnel complete the e-learning program on strategic planning, there will be a 25 percent decrease in the amount of time to complete a strategic plan for a client.

6. ___ Achieve a 2:1 benefit to cost ratio one year after the online sales mentoring program is implemented and 3:1 within 2 years.

7. ___ Online trainers will receive an instructor rating of at least 4.5 out of 5 on all courses.

8. ___ The online call center training program will increase the external customer satisfaction index by 25 percent in 3 months and 35 percent in 6 months.

9. ___ Employees completing the five-step training course on the Web will use this process in 95 percent of situations that arise. 

10. ___ Army officers completing the simulation training will score at least 75 percent on all gate tests.

11. ___ After completion of the training course, fund managers and development officers will meet with all direct reports to establish specific performance goals.

12. ___ At least half of the employees completing the social interaction skill training will apply these skills with every customer.

Measures and Data

Assume you will conduct an evaluation of an e-learning initiative using surveys, interviews, focus group questions, observational data, supervisor job performance ratings, and other job records.  Start a few sample questions or statements below:

Evaluation Cases

Bonk & Dennen, Training, 2002

Adapted from:

Worthen, B. (2001, February). Measuring the RIO of training.  CIO, 128-130, 132, 134, & 136. Retrieved February 10, 2002, from: http://www.cio.com/archive/021501/roi.html.

1. General Electric:

“General Electric is one company going online in a big way.  In 1998, GE analyzed the efficiency of an orientation course aimed at GE Aircraft Engine customers that required them to travel to GE’s Cincinnati’s headquarters.  The course lasted for three days and cost the company $47 an hour in lost productivity per customer and $1,500 for travel and expenses for those [customers] flown in.  In addition, the training facility needed to be upgraded at a cost of $4.5 million.  But rather than do this, GE decided to implement an online version of the training.

An ROI of the online course revealed that employees were able to absorb the same amount of learning as in the onsite training and were able to do this in only three hours versus the three-day course.  So the company was able to reduce the amount of time employees spent away from their jobs as well as save money on travel costs.”

What are the key pieces of information in the above data?  What additional data might you try to collect?  Why?  What else might you want to know to calculate ROI or perform some other evaluation measure?  Would you have any additional recommendations?

Evaluation Cases
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Adapted from:

Worthen, B. (2001, February). Measuring the RIO of training.  CIO, 128-130, 132, 134, & 136. Retrieved February 10, 2002, from: http://www.cio.com/archive/021501/roi.html.

2. Financial Services Company:

“A large financial company that DPT’s Wang worked with had a high turnover rate.  A survey of departed employees found that the reason most left was dissatisfaction with the level of training.  To address this, the company implemented a skills development program that averaged 80 hours a year per employee.  The ROI it was looking for was a decrease in turnover that would represent a savings greater than the cost of the training.

First the human resources department measured the average turnover rate—23 percent per year—and then calculated the cost of training its 100-person IT department.  The average employee wage was $35 per hour, so 80 hours of training for 100 people would cost $280,000.  Instructors, classrooms and other costs brought the total to $450,000.  The ROI calculation showed that the company reduced training hours because the data showed that employees were actually receiving too much nonproductive, expensive training hours and that less time spent in more focused training actually yielded better results.

While the CIO needs to take the initiative by requiring the ROI study, the task itself can be left to a staff member or, depending on how thoroughly a company wants the study conducted, to an outside consultant.  Either way, the CIO will have important data with which to make decisions on current and future training programs.”

Assume you are the staff person assigned to calculate ROI or perform other evaluations on this data.  What steps might you take to determine ROI or other outcomes?   In what additional ways might you probe the data?

Evaluation Cases

Bonk & Dennen, Training, 2002

Adapted from:

Setaro, J. L. How e-learning can increase ROI for training.  THINQ White Paper.  Billerica, MA.  Retrieved February 11, 2002, from: http://learning.thinq.com/press/wp_IncreaseTheROI.htm.

3. Circuit Board Manufacturing Plant Safety

In the highly competitive high technology industry, employee training is critical to survival.  A circuit board manufacturing and design company needs to put 200 of its employees through an online course in plant safety that typically takes one week. If the average hourly wage is $15 an hour, then the wage-related costs of just the training (excluding travel costs and time, opportunity costs, instructor cost, etc) would be 200 X $15 X 40 = $120,000. If all other factors remain equal, a 40% reduction in time saves $48,000. This reduction will have significant impact on ROI.  However, there was a one time cost of $100,000 to develop the online course.  Assume you are limited to a particular learning management system (LMS) already in use within the company.

Still, the impact is increased when including the savings in opportunity costs. Opportunity costs are the costs incurred by the company when production or sales are reduced due to employee absenteeism. Thus, if the 200 employees produce 10 units a day, the total loss for the week when they are in training is 50 units. If each unit then nets the company $5,000 in revenue, the total in lost revenue would be $250,000. Again, if all factors remain equal, a 40% reduction in training time would net $100,000 in lost opportunity savings. This is approximately two times the savings in wages alone.

Assume you are the staff person assigned to calculate ROI or perform other evaluations on this data.  What steps might you take to determine ROI or other outcomes?   In what additional ways might you probe the data?  What other pieces of information or critical factors might be missing or neglected in the above scenario?

More Matching Evaluation Levels with Objectives Posttest
Bonk & Dennen, Training, 2002

Adapted from:

Setaro, J. L. How e-learning can increase ROI for training.  THINQ White Paper.  Billerica, MA.  Retrieved February 11, 2002, from: http://learning.thinq.com/press/wp_IncreaseTheROI.htm.

Instructions: For each statement below, indicate the level of evaluation at which the objective is aimed.

Evaluation Level:

1. Participant reaction or satisfaction

2. Participant Learning

3. Job Performance or Behavior

4. Business Impact or Results

5. Return on Investment; ROI = Net Benefits/Program Costs X 100 = _____ %

6. None of the Above

7. Other: ______________

Allen (1996) is quoted as reporting the following "bottom line" effects of e-learning:


1. ___ Union Pacific Railroad reported an increase in bottom-line performance--on-time delivery of goods--of over 35%, which equated to millions of dollars in increased revenues and savings.

2. ___ They also reported that learners showed a 40% increase in learning retention and improved attitudes about management and jobs.

3. ___ With technology-based training, Union Pacific was able to implement new company-wide processes 12 months earlier than would have been possible with traditional training.

4. ___ Omega Corporation reported as much as a 100% improvement in "hit ratio" on sales calls.

5. ___ Sales people at Omega were more confident in making sales calls.

6. ___ And there was improvement of customer commitments from 33% to 93%.

7. ___ And achievement of nearly 50% of the yearly sales goal in the quarter immediately after training.

8. ___ The United States Air Force reported an increase in the ability to diagnose and repair aircraft systems correctly the first time by more than 80%.

9. ___ They also reported a decrease in improper part replacements of 5%, which represents millions of dollars in parts cost and downtime savings.

10.  ___ Air Force managers also reported increased ability of more technicians to solve the toughest problems--which alleviated difficult staffing problems and downtime they were experiencing.

11. ___ Managers reported on the improved morale and confidence of technicians.

12. ___ American Express stated that the real return on investment of technology-based training lies in the use of simulations and real-life scenarios to teach thinking processes or mental models.  Unfortunately, they have yet to measure such thinking skills or processes.

13. ___ The spokesperson suggested that it was easy to measure the dollars saved when a fraudulent claim is NOT paid out—note: this happens when training helps a novice representative has learned to think like a pro.

14. ___  The number of fraudulent claims that get past phone representatives were significantly reduced (Allen, 1996).

Evaluation Cases
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Adapted from:

Derryberry, A. (1999). Predicting ROI for online learning.  Proceedings of the Training 1999 conference (pp. 145-163), Chicago, IL.

4. Computer Company Sales Force

A computer company adopted a proprietary sales methodology for its mobile sales force.  Due to the uniqueness of the product and skill level requirements, there were only five authorized trainers to teach this methodology.  However, there were 1,400 salespeople to train worldwide.  This meant that it would take several months to get the entire sales force trained in the new methodology if the company relied on traditional, face-to-face instruction.  Was there another way?

Assume that you have decided to build an intranet training and support system that would be accessible by salespeople anywhere in the world via their laptop computers.  What are the potential costs and benefits of this approach?  What data might you collect to provide clear ROI analyses?  How might multiple forms of assessment be combined here?  What is missing from this problem?

Evaluation Cases
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Adapted from:

Derryberry, A. (1999). Predicting ROI for online learning.  Proceedings of the Training 1999 conference (pp. 145-163), Chicago, IL.

5. National HMO Call Center

A national HMO was implementing a Call Center to handle all internal HR issues.  All the service representatives of the Call Center would be new to the HMO, and would need to be trained on all aspects of their job; HR policies and procedures, medical ethics, using the equipment, customer service, finding answers to customer questions, Call Center protocols, etc.  What is the best way to train and support the service reps?  What might be the second best way?

Assume that your boss has decided to develop and deliver a six-week classroom-based training program covering all topics together with a comprehensive Operations Manual.  But you have other ideas.  You want to develop and implement a knowledgebase application to run on the Internet and delivered to the service reps’ PC terminal for a 2 week period.  This 2-week online training would contain all the content related to the job in conjunction with a one-week training program that would cover non-content-related issues.

What are the potential costs and benefits of this approach?  What data might you collect to provide clear ROI analyses?  How might multiple forms of assessment be combined here?  What is missing from this problem?

