The Returning Caach

they fit with company strategy? This process is best dane with the coaching company so that you can focus on resoly-
ing roat causes. IUs fikely that the ultimate purpose of coaching will be 8 combination of learning outcomes and bot-
tomdine results. It's important to distinguish between:

+  behavioural objectives [interpersanal skills, time management skills, o
+  attitudinal objectives (being an ambassador for the company, exhibiting personal responsibility
+  economic objectives (increasing prafits, reducing absenteeism

ching skills

For each of these areas you need to agree specific and measurable objectives, with an end date and review dates for
evaluation. And you need to identify measurable criteria, which raises the next question...

How will you know when you're there?
For each of the coaching objectives, you need to be clear about how you will know when they are achieved. This will
depend on clarifying the critaria. There are two approaches here.

The first is to set @ macro criterion which, if met, will convince stakeholders that the individual objectives have been
achieved. For example, if the target coachees work in customer service, one macro criterion for interpersonal skills
may be reduction in customer complaints over six months. The percentage reduction becomes the measure by which
you assess the impi in interpe skills. ive? Yes. Specific, and relevant Lo the
coschee and the organisation? Yes.

The second approach is to set micro criteria. In a sales, logistics or target-driven environment, this is straightforward.
In @ service-based environment, and for behavioural and attitudinal objectives, creative consideration is required. For
example, criteria for measuring a coachee's interpersonal skills might include:

*  how many hours of face time doas s/he spend coaching his team per month [tangible)
+  what percentage of annual appraisals were completed on time in the last year [tangible)

But what about how well s/he gives feedback? That's important but it's not tangible. In this case it needs to be re-
framed, for example:

+  the quality of feedback assessed by members of his/her team on a scale of 1-10 in terms of clarity,
promptness and empathy.

Establishing clear eriteria allows you to move to the starting fine so....

Where are you now?

It’s vital to have clear metrics on the current level of performance, prior to coaching. For ROI calculations for coaching
to be meaningful, consistency is key. In addition, you need to account for the fact that people are, well, different. Innes
Henry, director of The Change Manifesto explains: "In coaching, & group of people are usually normally distributed
according to aptitude. They all start from different places. So it's mare relevant ta measure results from an individual
basis. What level of performance are they starting at and how far have they moved? What is a stretch goal for each
of them?"

Do you have a compass?

The means of assessment are as critical as the criteria that are measured. There are a variety of tools to assess

g ive and data - i e, the ubiquitors 360 degree feedback, customer sur-
veys, balanced scorecards, independent assessment tools and anecdotal evidence - a powerful tool and not to be
under-rated. Remember that these provide a snapshot at any given moment, 5o it's useful to re-evaluate at regular
intervals. This will show any knock-on effects after a period of coaching

In addition, your compass should be used st various stages of the journey. Coaching, unlike other training, has an
interesting results cycle. With group programmes, thers is oftan euphoria at the end of the initial coaching event, fol-
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lowed by dramatic shifts in performance. Goaching is also highly interactive and any good programme will leave
coachees knowing that they know it'. So evaluating the coaching pracess along the lines of Kirkpatrick's Four Levels
Mode! can also provide useful feedback, especially in areas which are less tangible.

Level 1 - Reaction: Coachee's initial reaction to coaching event based on 34 criteria such as
usefulness of materials, stickiness of content, quality of facilitation.

Level 2 - Learning: What skills, knowledge, or attitudes have changed? And by how much?
It is therefare useful to have a pre- as well as post-coaching assessment’

Level 3 - Behaviour: Did the coachees change their behaviour as a result of the coaching?
Was the learning transferred to the workplacs?

Levsl 4 - Results: In what ways did the change in behaviour impact the organisation? This can
be unpredictably widereaching both during and after the coaching process.

And finally ...

[text] Whatever method you decide to use, the results will ultimately be an informed estimate. Many factors on top of
coaching effectiveness may contribute to the economic benefits it brings - market conditions, new products and tech-
nologies, personal life events and the receptiveness of the person being coached.

Coaching serves many needs: The grass roots employee may want stress relief and recognition, the manager may
walug increased output and employes retention, whilst the directars may be focused an cash flow and stock price. The
best you can do is find the right benchmark to measure how effective it can be.

Hi-Tech High Returns?
David Wilson, managing director of eLearnity, Europe's leading independent market ana-
lyst and elearning strategist, suggests elearning is leading the way in proving its worth.

[main txt] Look at any major e-learning or learning conference today, and you cannot possibly
escape sessions with RO! in the title. The Return on Investment question is one that has
plagued the e-learning industry much more heavily than corporate learning as a whole - at
least historically. In future, | am not so sure. | believe this is something all learning projects
and department will have to deal with.

Transiating those

simple terms - net
benefit and total cost -
The ROI question should be fairly simple; calculate net benefit over total cost as a percent- into meaningful
age. It sounds simple anyway. The answer is less simple, as anyone wha's tried to work numbers is where
this for learning projects can testify. Translating those simple tarms, net benefit and total the problem lies.
cost, into meaningful numbers is where the problem lies. | emphasise the word meaningful
here, particularly related to the net benefits number. Most people can come up with the
cost but it's when we look at benefit that it all gets a bit hazy.

Benefits of learning projects are historically difficult to measure, and even more difficult to actually attribute specifical-
Iy to the learning and not to some other external factor. As an analyst who has been reviewing corporate best practice
with many major companies, it is quite clear that this is where they start to struggle. But let me defer this discussion
slightly for a second, and ask one additional question, why are you asking for the ROl in the first place?

The mativation for laoking at ROl tends ta be for one of bwa primary reasons; either you need it Lo justify a project you
want to do, or you need it to measure the effectiveness of what you actually did. A third, and less common reason, is
to explore the potential ways of ding it and determining the best way to maximise the effectiveness of it. Mostly RO
is examined in advance, and frequently this is not followed up with a retrospective review of whether the ROI was actu-
ally achisved.

This is not just cynicism. It significantly affects the process of working out the ROI. If we're doing it to justify a project
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