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III. Measuring What Matters 

or 

Leader Development Impact Measures

How can the results, outcomes or impact effective leader development programs be measured?   How do we know our investment will provide significant benefits for increased ministry impact through a more effective leader?

While measuring the impact of leadership development programs is not easy, it can and must be done. 

In this section, four principles are suggested to guide the evaluation of leader development programs.  In addition, four levels for evaluating the effectiveness of leader development training programs are suggested.

Level one 
– REACTION

Level two
– LEARNING

Level three
– BEHAVIOR

Level four
 - RESULTS

Principles for Leader Development Program Design and Evaluation

1. Defining Outcomes:  What does the program intend to achieve?

Often leader development programs are poorly designed, without any specific measurable outcomes.  This makes it impossible to determine what was achieved. 

For example, one leader development program had the goal of “inspiring leaders to greater effectiveness.”  How will you know when leaders have been inspired?  What are they doing more effectively, and how will you know what is greater than before?

Defining measurable objectives for the leader development program is crucial for determining what the program is intended to achieve.  The more specific the objectives of the particular training intervention, the better chance of determining impact.

Defining objectives in behavioral terms, where possible, allows the person to rate him/herself, or be rated by others as they observe in an objective manner.  

While spiritual growth may not be objectively measurable, the scripture teaches there should be observable fruit from spiritual growth.  What are the anticipated “fruits” that can be defined in behavioral terms?

What behavior would illustrate – love, patience, kindness, self control, etc., in a particular organizational and cultural context?  Such behaviors can be identified and provide a basis for establishing measurable outcomes of training focused on developing spiritual growth in those areas.

More skill-based training, such as developing and implementing plans, can utilize the production of a plan that meets agreed-upon criteria as a measurable outcome.

The key is focusing the purpose and approach of the training to achieve something specific which can be determined.

2.  Establishing leadership competencies
Identifying specific leadership competencies (the combination of knowledge, skill traits and attributes that collectively enable someone to perform a given function) is one way to establish measurable leadership training outcomes.   While these will need to measurably-defined for the organizational and cultural context of application, a few examples for consideration are given below.  

In each of these examples, the organizational and cultural context would determine the kind of behavior that would demonstrate this competency.  Such behavior would need to be defined and illustrated as a benchmark for an objective self-, or other person, rating.

If the leadership program is intended to develop Biblically- based leadership characteristics, such as “servant leadership”, the following competencies might apply:

· Serves others willingly - Very willing to help others.  Serves others with humility and love.  Shows concern for the welfare of others.

· Is a good listener - Seeks to understand others before trying to be understood.  Seeks clarification when needed.  Others feel understood even when presenting difficult information.

· Practices ethical business principles - Is honest and forthright in all business dealings within and outside the organization.

If the leadership program is focused on areas of strategic leadership, the following competencies might apply:

· Builds and maintains a shared vision - Is effective in engaging the hearts and minds of others in a shared vision for the work.  Keeps the vision alive and others focused on it.

· Focuses on results - Works persistently to achieve goals and overcome obstacles. Demonstrates accountability for results.  Takes action.  Is proactive

· Effective at both long- and short-term planning - Works to establish strategies, policies, guidelines, plans, and priorities.

· Is efficient in implementation of plans - Monitors progress and evaluates outcomes.  Assures that plans are accomplished.

A leadership program focused on key management areas might use the following:

· Plans and facilitates productive meetings - Prepares realistic and meaningful agendas, encourages participation and creativity in meetings.  Meetings are focused and effective.  Action items are agreed upon and are followed up on.

· Shares responsibility and delegates effectively - Willingly and effectively delegates tasks and responsibilities.  Provides appropriate authority, monitoring, and assistance when needed.

· Practices effective financial management - Understands and applies standards and practices of business accountability and control. Prepares, justifies, and monitors budgets.

3.  Pre- and post-training assessments on leadership performance

Determining a person’s pre-training starting point and then assessing what changes can be credited to the training program is also helpful.  When training is focused on competency areas, the person can judge him/herself and/or others who work with them can make assessments on their leadership performance before and then after the training.

This can be as complicated as the use of a 360-assessment tool, or as simple as asking people to rate themselves with feedback from others on the areas where training is focused.  A 360-tool is used to make comparisons of the person’s view of their performance in relation to their subordinates, their peers and their supervisor.  This provides  a well-rounded view of performance from various perspectives and working relationships. 

For example, “listening” is consistently identified as a key competency of effective leaders.  A person may consider him/herself a good listener and give him/herself a high rating. Yet, listening is a skill determined by people who the leader is supposed to be listening to.  

So it is helpful to know how one’s employees rate one in listening ability, as well as a supervisor and those whom one works with.  These various inputs provide a more accurate view and show where improvement might take place.

If a leader has a “low” or “average” score on listening and attends a leader development training focused on improving listening skills, there should be some improvement on the score once he/she practices increased listening ability from the training.  Others could provide examples of when they had experienced the leader’s increased listening ability.

This would be true for other leadership competency areas noted above as well. 

4. Progressive levels for evaluating the effectiveness of leader development training programs 

Four levels for evaluating the effectiveness of leader development training programs are suggested.
  Each becomes progressively more difficult, and more important.

Level one 
– REACTION

Level two
– LEARNING

Level three
– BEHAVIOR

Level four
 - RESULTS

Effective leadership development, focused on Kingdom ministry achievement through a particular organization, should ultimately result in that ministry’s increased effectiveness of its mission achievement.  

For this to occur, leaders must not only be learning more about leading and managing effectively, but also about turning that learning into changed behavior that results in ministry and organizational improvements.  Whatever the approach to develop leaders, these four levels are helpful in assessing the impact of learning that moves from just being a good experience.  The result should be changed behavior applied in the real work context, impacting the organization’s effectiveness.

Level I  - Reaction:  

How do participants react to the content and approach during the training on a daily basis and at the end of the session?   Did they have a positive experience? How well did the trainees like the training program? Do they think they learned something? 

They probably did not learn much if they were bored, did not understand the approach, felt the material was over their head, or the training facilitator did not know what they were talking about.   

Reaction seeks to assess this initial response. If a training approach is well-designed with an awareness of the needs, learning styles and context of the participants, then the participants will probably have a good experience, and, at least, enjoyed the training.  Enjoying the training experience is a first step to learning something, but does not guarantee it. 

Methods used for “reaction evaluation”:

At the end of each training module or day, an evaluation, such as a sheet of three to five questions seeking feedback on the effectiveness of the session is helpful. These can include: “Was the subject pertinent to your needs and interest?”  “What went well today?” “What’s one thing you learned today?”  “Give one suggestion of what could be improved?”

Reviewing the answers to these questions will help improve course delivery, curriculum development, and facilitator preparation during and after the sessions.

Level one is a critical first step because, if the content and delivery methodology are not effectively designed, the chances of going to the next level of retaining and applying learning are remote. 

Level II:  Learning 

Having a good time in the training is one thing, learning something new is another.  Assessing what was learned and retained beyond the event and providing a chance for application back on the job is critical. This level measures changes in attitude, improved knowledge and skills and/ or acquisition of particular competencies.

Methods used for assessing learning:  

An evaluation at the end of the workshop, assessing what the person retained, is necessary.  In a training session focused on new knowledge, such as understanding the key characteristics of Biblical servant leadership, a person might be asked to demonstrate that he/she have acquired this new knowledge by writing a paper on the subject and demonstrating how this might be applied in their ministry organizational context.  

As mentioned earlier, where there is a skill involved, such as “listening”, the person might demonstrate his/her ability to practice the skill in a role play.  If the training focused on how to develop a strategic plan, then actually producing the plan would demonstrate acquired learning.  The method and approach will vary depending on the nature of the learning.

Level III: Behavior:  

This level identifies changes in behavior and application of what was learned in their context.

Learning and retaining a new knowledge or skill is critical.  Application of the new skill or knowledge back on the job in the person’s real ministry context is even more important.  Only then can there be impact on improved effectiveness of the ministry.  Therefore, assessing what happens back on the job is vital.

As mentioned earlier, there must be organizational support for the development of leaders.  Encouraging a person to develop new knowledge and skills without providing the opportunity to apply his/her learning back on the job is counter-productive.  The organizational context that provides the opportunity to apply learning is critical.

In order for this level of impact to occur several conditions must exist. 

· The person must want to change.

· They must recognize their weaknesses.

· They must work in a permissive organization that will support the change.

· They need support from a coach, mentor or supervisor who is interested and skilled.

· They must have the opportunity to put the new skill into practice. 

Methods of assessment:  Behavior, or the use of the knowledge or skill, must take place in the real world context.  This helps determine if the knowledge or skill is relevant and enables the person to make adaptations based on context.  

As a ministry leader, the person has learned a framework for clarifying his/her ministry’s vision, purpose and mission for developing a strategic plan. The training focused both on providing a conceptual framework for mission clarification and strategic planning as well as modeled a process for how to involve others.

The strategic plan, linked directly to the ministry’ mission, will help clarify priorities and provide donors with a clear understanding of how resources are being used to achieve specific ministry goals. This could help increase donor confidence and result in increased giving.

Once back on the job, the person discovers that they must change some of the concepts to communicate more effectively to the staff.  The steps suggested for involving a wide range of staff are not feasible, given current time and resources, so adjustments are made. But there is an effort to involve key senior staff in this first effort.

A key indicator for this level of assessment is “Did the person take the learning, adapt it and use it back in the real work context?”  This can be determined through a variety of methods depending on the nature of the learning.

Such approaches and methods include a follow-up interview or a person’s self-report of what was applied; a 360 assessment or a pre-test before the training and a post-test after the training.  A performance appraisals by a supervisor could also provide useful feedback on learning applied. 

This level of assessment can provide a basis for assessing the effectiveness and relevancy of the curriculum and program delivery.  It can also identify areas of potential organizational impact and indicate the degree to which new competencies are applied back on the job.

Level IV: Results or Organizational Impact:  

This level measures the impact on the organization - improved performance, personal and organizational effectiveness and return on investment.

Ultimately, if what the person learns and applies does not improve the ministry or help the ministry achieve its mission in some tangible way, then there will be little lasting value from the training.

So, as noted above, if the person learned and is practicing an approach to mission development and strategic planning which engages staff, we might expect to see the following organizational impacts:

· The establishment of clear organizational mission, relevant to the context and organizations resources.

· Motivated staff who understand the mission and are excited about their role to help achieve that mission.

· A plan that prioritizes resources to clear goals and will show progress toward mission achievement.

· Possible increased donor confidence and increased income as the plan is implemented and goals are achieved.  

Methods of assessment:  Seeing the plan and hearing what staff and/or board members have to say is one practical means of determining this impact.  At the end of the year, is the organization able to demonstrate that organizational goals have been achieved, staff is motivated to serve, and resources have been used effectively to accomplish stated goals?  

Some investors are eager to show a ROI (return on investment), or a specific cost-benefit.  Did the costs of the leader development training result in organizational improvements that, at least, outweigh the costs or show significant multiplication by more effective use of resources?

For example, one leader participated in a training that taught the value of research (collecting objective information) for making decisions and designing programs. The techniques learned were applied to designing a particular marketing program for to raise local resources in India.  According to the person, by using what was learned, they were able to increase their income by 40% and see a 20% increase in donor retention.  The approximate dollar value of these improvements amounted to around US $150,000.  The cost of that particular training was approximately $5,000 US. This represents a return on the training investment of some 3000%, which is very significant.  Yet, all training does not need to show such a dramatic return to be significant.   A ten, 15or 20% return can be significant.  

Determining ROI ratios on a training investment must be approached with caution and humility.
There are many variables that may result in a person’s improved performance and the resulting organizational impact.  All of these should be recognized, and caution taken when demonstrating cause and effect. At best, we want to demonstrate that things have not gotten worse, and a positive relationship between what the leader is doing and the effectiveness of the ministry. 

Chart 1 provides a summary of tools and methodologies to use for each of these levels to implement measuring effectiveness.

Chart 2 shows how this framework might be used as an assessment tool for planning leader development programs or assessing leader development proposals.

Chart 3 shows illustrations of completing the frame work on a couple of different kinds of programs.

Four Levels of Evaluation for Assessing Training / Leader Development Programs

	Level
	Measures
	Value-Adding Components
	How Assessed

	Level 1

Reaction to learning

experience
	Measures: how a participant reacts to the program in terms of: content, relevancy, use of format, methods, media;

Only measures the learner’s perception


	· Needs analysis conducted

· Instructional design and development

· Course materials

· Instructor’s delivery skills 

· Learning facilities


	One-page “Survey” or evaluation sheet (3-5 questions) or attitude questionnaires, at the end of a session or on a daily basis. 

Important to note: does not indicate the training’s return on investment or what will transfer to workplace.

	Level 2 

Training or Learning acquired
	Measures the extents to which participants’ change attitudes, improve knowledge, and increase skill.  


	· What knowledge was acquired?

· What skills were developed or enhanced?

· What attitudes were changed?


	Requires pre- and post- assessment. 

Important to note: does not demonstrate that newly-acquired skills (or knowledge) will be used. 

	Level 3 

Behavior
	Measures the extent to which a change in behavior has occurred because the participants’ attended the training program.
	Do people use their newly acquired knowledge/skills?

Is there improvement in:

· Quality of work?

· Quantity of work?

· Effectiveness?

· Character / Integrity

· Competencies
	Learner’s output is measured through testing or observation. Important to note: while this level takes greater effort, it provides insight into transfer of learning from the classroom to the work/or ministry environment – and the barriers encountered when attempting to implement the new techniques learned.



	Level 4 

Results or Impact
	The ministry reaps the benefit of improved performance.

Answers: Is this working for the individual & yielding value for the ministry?
	Ongoing personal development and ministry improvement 

· Mission Achievement

· Kingdom Impact


	Most difficult level to evaluate, but most valuable.   This level will assess the lasting impact on both the individual and the organization. May require some pre-training and post-training comparison of data.


Four Levels of Evaluation for Training / Leader Development Programs

Assessment Tool (See the Example of content below)

	Level
	SMART (specific, measurable, appropriate, realistic, time bound) 

 Goals / Objectives 

Of the training intervention
	What evidence/information will tell you the goal was accomplished?
	How will that information be collected by whom, when? 

How will information be analyzed and used to make decisions about improving program effectiveness?

	Level 1

Reaction
	
	
	

	Level 2 

Training / Learning


	
	
	

	Level 3 

Behavior
	
	
	

	Level 4 

Results or Org Impact


	
	
	


Four Levels of Evaluation for Training / Leader Development Programs

Assessment Tool

	Level
	Goals/Objectives 

of the training intervention

SMART (specific, measurable, appropriate, realistic, time bound) 

 
	What evidence/ information will tell you the goal was accomplished?
	How will that information be collected by whom, when? 

How will information be analyzed and used to make decisions about improving program effectiveness?

	Level 1

Reaction
	For example:

The training content will be relevant to each person’s needs and the teaching methodology will consider each person’s preferred learning style.

At a training consultation for women leaders in the Arab world, the leaders were trained in effective evangelistic methods in a Muslim culture.  The methodology included plenary session, work groups, workshops and interactive sessions with the trainers.

	The person’s comments at the end of a particular session and/or workshop regarding how the session went, the relevancy of the material, teaching learning methods used in the session, what they liked or might suggest be changed. 

After the session on “Sharing your faith with Muslim family members”, several participants commented on how practical the teaching was and how many new ideas they had gained during the session.

	A 3-to-5 question survey at the end of each day to determine participants response to the program

A program committee, with the course facilitator and some participants, will review the comments for common themes and issues and determine what changes can be made to improve the program and respond to participants’ concerns.  A daily report will be given on adjustments made.

At the end of each day, the training organizer, along with 3-5 participants representing different countries, met to debrief the day and adjust the program.  This was reported in the evening session.

	Level 2 

Training / Learning

This section focuses on what the person learned – new knowledge gained that will be retained beyond the training event or experience
	For example:

For training related to leadership and the Bible

Goals.  By the end of this module you should:

1. Name five ways we use the Bible to inform us about leaders and leading.

2. For each of the five ways:

a. Describe how we use it to gain maximum benefit from the Bible’s content.

b. List and explain cautions, dangers, or limitations associated with it.

3.   Use the Bible profitably and appropriately to:

a. Guide your personal development as a leader.

b. Inform you about its views on leading and leaders.

c. Caution you against improper or counter-productive leadership attitudes and actions.

d. Provide principles and insights on effective leadership attitudes 

e. and actions.

4.  Describe and apply three non-negotiable truths about leadership that the Bible teaches and that will be stressed throughout the Pathways curriculum.

Articulating the Biblical basis

Managing delegation
	Demonstration of this learning might occur:

· Through paper-pencil tests allowing the person to articulate what they remember

· The learning goals go beyond just new ideas to determining how the person thinks he/she will use the new information in his/her role and development as a leader.

· The person must be able to articulate in some way, his/her grasps of the concepts and demonstrate its use.

· If the training involves a skill, such as team facilitation, then some demonstration of actually using that skill in a live context as part of the training is necessary.

During each afternoon, work groups met and discussed questions from the training.  Each day they would work through questions and steps to put together a 5-day strategic plan for evangelism in their nations.  
	At the end of the training module or course by the course facilitator

As part of the training event

The results and feedback from participants will demonstrate how effective the teaching and or training process has been.

If people are consistently having a problem retaining the new learning and seeing how it can be applied, then a different approach must be taken.

The groups were able to apply the training immediately in their work time.  Much of the training was used in preparing their strategic plans and implementing them when they returned home.

	Level 3 

Behavior

Measures the extent to which a change in behavior has occurred and is being applied on the job -- because the participants attended the training program.  


	For example:

In the illustration above, the next step would be to determine how the person takes the knowledge of the Bible and leadership and uses it on the job.

Strategic plan

Increased revenue

Staff performance and effectiveness

Clarity of mission 

The participants learned how to develop a strategic plan for their countries and began implementing the steps when they returned home.

	Systematic appraisal before and after

360 feedback from others

Promotions

Job reviews -  performance appraisals 

A follow up was done for each country by the training organizers during the next year to assess what was being used from the training.
	How might the person be supported

Extend training on the job

Coaching/mentoring 

Increased 

The need for follow up training, expanding on the initial input, was identified and in-country training is being planned to expedite this.


	Level 4 

Results or Org Impact

What improvements are being seen in the organization as a result of the learning being applied?


	Increased revenue through focused ministry quality and efficient use of resources

The ministry reaps the benefit of improved performance.

Answers: Is this working for the individual & yielding value for the ministry?

Reduction of costs

Increased revenue

Reduction of turnover

Quality of goals

The goal of the organization is that every person in the Arab world will hear the Gospel.  Training these leaders in an effective evangelism strategy, and they in turn training others in their country, has had a great impact on this goal.

	Audit

Organizational assessment

Interviews

Employee surveys 

More effective leadership 

A year-end assessment of how many of those trained have shared the Gospel with Arabs using the skills learned will be conducted in October.  Follow up training will be considered then as well.
	The board

Senior leadership

Donors 

The senior leadership has said this was the most effective and relevant training any of these leaders has received.  This has done more to move the organization to its mission than any training previously done.


Conclusion  

Effective leader development will go far beyond an individual.  It will impact the effectiveness of the person’s immediate team, possibly the entire organization and, in some cases, maybe even a whole country.  If you want to change the future, change those who will lead us and help create that future.

When we are out to serve God and achieve His Kingdom purposes, He will use us beyond our wildest expectations.

Ephesians 3:20-21  - “Now to Him who by His power at work within us is able to do far more abundantly than all we could ever ask or even dream of – to Him be the glory in the church through out all generations.” 

A national leader from Kenya commented on his hope for the future as a result of his participation in leader development:

“God has called me to work with people who have been afflicted by disasters and poverty. The desire to meet their needs and help bring them out of their circumstances is one of my strongest passions. This training is helping to make a practical contribution so that I can look forward to a Kenya where there is harmony, where communities are able to use the resources they have to better their lives ,where they have access to water, quality health care, education and living in peace with God. I dream of a Kenya where leaders will be true servant leaders, and will use their leadership oppositions not to steal, but to create vision and a sense of togetherness.  This will enable Kenya to become one of the leading nations in the world….”

� This training evaluation frame was developed by Donald L. Kirpatrick, “Techniques for Evaluating Training Programs”, Training and Development Journal, 1979, pages 78-92. 
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