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For a long time, leadership has been proudly saying that “our people are our  
most valuable asset.” But when it comes to determining the value of this “asset,” 
things get cloudy.

This is a major issue, because in today’s “knowledge-based economy” it is 
investment in people that creates long-term value in the form of organizational 
performance and innovation.  If we don’t understand the value of people’s 
skills to an organization beyond the purely anecdotal and instinctive, it is hard 
to make the necessary business case to preserve and grow human capital 
investment.  Businesses and investors will continue to see money spent on 
developing people (e.g. through professional development) as costs, rather 
than investments.

The problem is not that expertise is lacking, but because these methods 
have been developed in private for very specific business models, there is no 
consensus on best practice.   Valuing talent has remained a niche practice instead 
of becoming a cornerstone of the 21st century economy.

Bellevue University’s Human Capital Lab has been the pioneer in this 21st 
century measurement dilemma and has been offering these programs to our 
clients for nearly a decade.  The Human Capital Lab’s methodology is based 
on the expert application of accepted workplace learning and performance 
evaluation techniques.  Depending on client needs, it may also include basic 
financial calculations.  Analysis is conducted with the rigor expected in an 
academic and/or corporate setting.  Every effort is made to ensure that the 
results are communicated clearly to all stakeholders.   Our emphasis is on 
actionable, insightful information that easily translates to business knowledge 
and executable initiatives.

This measurement program discussion is intended to provide stakeholders with 
the program and participant information necessary to identify organizational 
key performance indicators (KPIs) that might plausibly be affected by program 
participation and that will be developed into executable business initiatives. 

Introduction
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A key part of any measurement project is the support of the organizational stakeholders and 
that includes a project champion. They all must support the project to ensure it is pursued 
to completion. In addition, the availability of operational performance data facilitates 
quantitative and qualitative analysis, and needs to be made available.  All that precipitates 
an evaluability assessment – a critical component of a measurement study ensuring a viable 
project. The evaluability assessment is an activity that precedes a measurement project to 
ensure a program has been properly designed, comprises measureable objectives, and is 
ready for evaluation. The rationale for this pre-evaluation activity is to determine whether a 
program is ready for impactful evaluation, thus, conserving valuable time and money. 

Inclusion of project stakeholders is critical to the success of a measurement project.   
A Stakeholder Meeting is typically a half-day collaborative discussion held onsite with 
representation from across the client organization.  Bellevue University’s Human Capital Lab 
will guide the client team through a discovery process to establish the intervention to be 
measured and analysis objectives and to identify the Key Performance Indicators (KPIs) and  
the target population.

Project Plan development is iterative.  Following the Stakeholder  
Meeting the project is summarized in the High Level Project Plan.  This  
Plan includes the interventions to be measured, analysis objectives, KPIs  
and population description uncovered during the Stakeholder Meeting.   
The Human Capital Lab and client stakeholder  
roles will be identified.  Project milestones  
and a rough timeline are included. Once we  
agree on the Plan, a Detailed Project Plan is  
developed.  The Detailed Project Plan includes  
all components of the High Level Project Plan,  
however, the milestones and timeline are more  
detailed and considered firm.

Phase 1 - Developing the Project Plan
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Organizational Support 

In addition to clarifying the program and plans for use of evaluation recommendations, organizational 
stakeholder involvement in evaluation activities may influence other aspects of the evaluation. The 
primary data point-of-contact, typically the project champion, must have the authority to query 
disparate data repositories and release data to the Human Capital Lab.  The project champion must be 
prepared to resolve internal political conflicts, prioritize the effort for IT personnel, and overcome data 
provision obstacles.

Collaborative and participatory approaches to evaluation are intended to increase stakeholders’ 
interest, understanding, and utilization of evaluation findings. Not all stakeholders are equally 
capable of influencing the program, however. A stakeholder analysis matrix can be offered as a 
means of identifying stakeholders with the interest and power necessary to propel an evaluation   
   project, if deemed necessary. General participatory activities to enhance interdepartmental  
          communication or staff development, for example, may be beneficial in some ways but  
      sometimes have an unpredictable effect on the program. 

The present research suggests that appropriate organizational support for evaluation activities may be 
as important to successful program evaluation as measureable program objectives. Not all evaluability 
assessment criteria are weighted equally.  For example, a lack of data may terminate a project.  
However, low initial support for the measurement study may be mitigated by a sufficiently influential 
project champion.

Data Availability 

Data Availability is evaluated through the evaluability assessment.  The availability of data is also an 
important consideration, particularly when conducting a program evaluation with existing data.  
The review of data quality is important in four basic dimensions: accuracy, completeness,  
consistency, and time-related dimensions. These objective measures of quality  
must be taken into consideration. Using a “fitness for use” perspective from  
total quality management, four data quality categories are suggested: intrinsic,  
accessibility, contextual, and representational. The dimensions of quality  
addressed within these categories articulate the objective quality concerns  
and offer a potential framework for including data in the project. 

Key Components

A Lab measurement project typically includes four to six KPIs and requires approximately 400 hours 
to complete.  Each KPI beyond six lengthens the project by about 10 percent.  Consequently, it is 
beneficial to verify KPIs and select only the most important. A typical program consists of online, three 
credit-hour bachelor’s degree level courses based on employee experience and development.  

The overall program duration is six weeks per course.  To develop the program, Bellevue University 
collaborates with subject matter experts and a dedicated program design team to produce courses 
relevant to our clients.  The typical overarching goal of the program is that participants understand 
         the full spectrum of marketing, sales and/or operations, from client base to profit margins,  
        and leadership principles.
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Evaluability Assessment 

The next critical component of the Project Plan is an evaluability assessment, which consists of 
three primary activities: 
 (a) Description of the program model with a focus on its goals and objectives, 
 (b) Assessment of the clarity and evaluability of the model, and
 (c) Identification of the stakeholder interest and plans for use of findings. 

However, to limit the evaluability assessment to the coherence of the program or the fidelity of 
implementation would ignore at least two important facets of the evaluability of an intervention – 
the degree of organizational support for evaluation and the contextual suitability of available data. 

A measurement study requires a defined intervention with clear outcomes.  The intervention 
should have an umbrella outcome (e.g., improve retention) with more specific key performance 
indicators (e.g., improve retention of people with less than one year tenure by 10 percent). 
Data related to intervention objectives and KPIs must exist and be sufficient, reliable, valid, and 
accessible.   

The Human Capital Lab’s experience with evaluation suggested these aspects are critical to 
evaluability.  Without these, we have found that projects stall or lose momentum, threatening the 
evaluation and the usefulness of its findings. 

These challenges seem rooted in data availability, or organizational support for evaluation, and have 
led the Lab to develop an assessment of evaluability and/or consider tactics to enhance utilization. 

Many of the tactics suggested to improve the utilization of evaluation results involve support from 
stakeholders and the relevance of evaluation recommendations. If these aspects of evaluability, 
organizational support, and the availability of contextually suitable data are not considered early 
in the evaluation process, the project is unlikely to succeed.
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Setting Up the Measurement Project Plan

It is necessary to have the following components to ensure a successful measurement project: 
 (a) A clearly defined problem, intervention, or expected outcomes; 
 (b) Testable assumptions linking the program, expected outcomes, and resulting impact; 
 (c) Agreement on evaluation priorities and the expected uses of evaluation information; and 
 (d) A willingness to act on evaluation information with a program champion. 

For the project to be successful, the effort must have an influential project champion.  The project 
champion is responsible for pulling together the required Stakeholder Meeting attendees and 
organizing the data evaluation on-site visit that follows the Stakeholder Meeting.  An ambiguous 
program, evaluation objectives, or plan to utilize evaluation information will negatively affect the use of 
evaluation information. 

It is noteworthy to suggest that all potential remedies to these  
challenges require support for the measurement activities from  
the program champion and the organization sponsoring  
the project. It is suggested that the key stakeholders  
be involved in a series of interactions to establish  
the agreed program and specify the intended uses  
of evaluation information. Organizational support  
for evaluation activities is assessed as part of the  
evaluability assessment, and remedies to evaluation  
utilization can be established for success. 
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Typical Course Structure 

Table 1 depicts some typical courses, associated key performance indicators (KPIs), and a sample number of course participants.  KPIs in 
bold indicate the final time the participants are taught related content.  A minimum of 35 students must be exposed to course content 
and in a position to influence a KPI, before the KPI can be credibly examined for a performance effect.  The typical number of course 
participants is known, but the number of participants that are also in a job position tied to the KPI might be unknown.

Table 1.  Sample Course Descriptions, KPIs, and Participants

Course  Description  KPI Content Covered  Number
   Enrolled 

Level 200 The client experience is the true measure of the success   154 
Fundamentals of of the banking organization, strategies, and operations.
Banking In this course students will work to identify the role and  
  definition of the banking client, analyze the importance of  
  client relationships toward future growth and success of the  
  organization, as well as assess service quality and the impact  
  of the team toward the ultimate client experience.

Level 200	 Students	examine	Key	Performance	Indicators	for	the	 •  Branch Sales (Rollup Sales Results) 144
Banking	 bank	and	the	banking	organization.	This	course	 •		 HHL	Lending
Organization	 provides	students	with	an	understanding	of	how	the	 •		 Historical	View	-	Net	Contribution	Margin
and Performance	 various	segments	of	the	bank	contribute	to	the	overall		 •		 (NCM)/FTE 
	 	 success	and	profitability	of	the	organization.	Students		 •		 New	Business	Accounts 
	 	 will	also	translate	the	bank’s	organizational	goals	into		 •		 New	Mortgage	Production 
	 	 departmental	goals	and	individual	objectives.	 •		 New	Personal	Accounts
	 	 	 •		 Referrals
	 	 	 •		 Relationship	Selling	Ratio
	 	 	 •		 Total	Deposits	Outstanding
	 	 	 •		 Total	Loans	Outstanding 

Level 300	 This	course	illustrates	the	importance	of	preserving	 •	 Business Banking: Team Leader measured 135
Service Quality acceptable client service levels, while at the same time  by team/by individual; Commercial
and Productivity achieving optimum operational levels for service,  measured by team only
	 	 direct	sales,	and	cross	sell	referral	opportunities.		 •	 HHL Lending 
	 	 Students	will	examine	how	to	draft	a	service	plan	and		 •		 inBalance Ratings 
	 	 apply	service	level	diagnostics	to	assess	client	loyalty,		 •	 Internal	Referrals/FTE 
	 	 effective	problem	solving,	and	successful	sales	and	referrals.	 •	 Monthly	Production/FTE	of	five	critical	incentive 
    plan items
	 	 	 •	 New	Business	Accounts
	 	 	 •	 New	Mortgage	Production
	 	 	 •	 New	Personal	Accounts
	 	 	 •	 Relationship	Selling	Ratio
	 	 	 •	 Service	Scores
	 	 	 •	 Service	Scores	(SCI)	Teammate	Rollup

Level 400	 Strategic	planning	and	implementation	of	strategy	are	essential		 •		 Historical	View	-	Net	Contribution	Margin	(NCM)/FTE	 128
Strategic	 for	any	banking	organization.	This	course	guides	students		 •		 Incentive	Comp/Bonus	Systems
Planning and	 through	the	core	concepts	and	provides	opportunities	to	apply		 •		 New	Business	Accounts
Implementation	 key	knowledge,	skills	and	abilities	required	to	lead	a	banking		 •		 New	Mortgage	Production
	 	 team	through	the	strategic	planning	and	implementation	process.		 •		 New	Personal	Accounts
	 	 Students	will	develop	strategic	market	planning	skills,	determine		 •		 Relationship	Selling	Ratio 
  profit retention, as well as determine how to expand existing  
  relationships and attract new target group clients, all while  
  managing costs.

Level 400	 This	final	course	is	a	capstone	course.	Students	will	work	 •		 Career movement 125
Evaluating and to evaluate the program objectives learned from the
Improving Bank previous 11 courses. Working in teams, students will examine
Success a banking scenario and prepare a formal recommendation.  
  The course scenarios and presentations will provide students a  
  valuable experience in creating strategic and operational plans to
  address the organization’s goals and objectives.
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One must consider the degree of exposure to KPI-related content and the number of participants in each course, 
and the bold KPIs associated with the courses. However, the relative importance of the KPIs and ease with which 
performance differences can be monetized should also be considered.  For example, if the KPIs associated with 
later courses are more closely tied to organizational success, it may be beneficial to delay the measurement project 
until content related to those KPIs is taught.  Furthermore, if exploring the monetary return of all the courses is an 
important measurement project outcome, the value of incremental changes in the KPI should also be considered.

Research Question Development

The preceding information concerning the program, participants, and participant experiences and expectations 
is intended to aid in the identification of plausible program performance effects, key performance indicators, and 
research questions.  Research questions should focus on the performance effect of participation.  It is important 
to consider the utility of the potential answers to these questions.  Research questions may require a quantitative, 
qualitative, or mixed-method approach.  Unless 35 participants are in a single functional area, the research 
question should address cross-functional performance.  Organizational data must have an acceptable level of 
intrinsic and contextual quality.

Phase 1 deliverables include: 
	 •	High	Level	Project	Plan
	 •	Detailed	Project	Plan	
	 •	Evaluability	Assessment (Recommendation to proceed or allow organization to mature)

Phase 2 - Developing the Analysis Plan   
The	Analysis	Plan provides the roadmap for analyzing data in a way that meets the analysis  
objectives identified during the Stakeholder Meeting and elaborated in the Project Plan.   
It may include development of survey instruments, identification of data  
collection points, inferential and descriptive statistical techniques, and basic  
financial analysis.  Developed after the Stakeholder Meeting, it will include  
definition and explanation of the data points and calculations to be applied.   
Basic financial analysis may include payback period, cost-benefit analysis and return-on-investment. 

The	Analysis	Plan includes a preliminary Data	Audit of available data.  Working with our client,  
we identify the data available to support analysis objectives and evaluation of the KPIs.   
Available data and its condition inform the Analysis	Plan.
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Phase 2 deliverables include:

	 •	 Analysis	Plan, consisting of:
   – Data Audit
    n Inventory of available data
    n Condition of existing data
    n Summary of existing data 
    n Observations, assumptions, and constraints concerning data condition and availability
   – Map of data to analyses objectives and KPI’s (which data sets tie to client program objectives)
   – Explanation of statistical and financial analyses to be performed 

Phase 3 - Reporting
 
Once analysis is complete, the Preliminary	Findings	Report is submitted for approval.  This is an 
opportunity for our client to determine if the analysis objectives and evaluation of KPIs identified in 
the Project and Analysis	Plans have been met.  The Preliminary	Findings	Report	will include a detailed 
explanation of analysis and high-level findings and recommendations.  The final reporting process 
is iterative.  Typically, we do not make in-depth recommendations until it is clear we have met the 
project objectives.

The Final	Analysis	Report is the cumulative project deliverable.  It will include the Detailed Project Plan, 
Analysis	Plan and Data	Audit, and agreed upon contents of the Preliminary	Findings Report.  In addition, 
the Final	Analysis	Report will contain actionable information and our final recommendations.   
We will present the Final	Analysis	Report to a client group comparable to the Stakeholder Meeting.  
 
Phase 3 deliverables include: 

	 •	 Preliminary	Findings	Report
	 •	 Final	Analysis	Report
	 •	 Stakeholder	Presentation (if desired)

Summary

Human capital management needs to be linked to the core purpose and values of the business, and 
connected to everyday business processes for it to be most effective. On the whole, as organizations 
grow, their human capital management needs to get more sophisticated. Good human capital 
management can help organizations better understand the return on their investment in people and 
how human capital investment affects overall business performance. To be good at human capital 
management you need to combine people instinct (aka “craft”) with hard logic and measurement data. 
 
The Human Capital Lab works with organizations throughout the world to develop human capital 
and measure the impact of investments in people. The Lab has harnessed technology creatively 
to make valuable talent knowledge easy to capture, interpret and act on. We are able to tailor our 
measurement studies to the particular context, characteristics, and quirks of organizations, and the 
kinds of human capital strategy initiatives it needs. Ongoing, real time intelligence provided by our 
studies assists the organization in managing the talent base, as well as allowing people to move skills 
where they’re needed quickly and easily. 

These studies range from the productivity impact of mentoring and sales training to assessments of 
the best use of tuition assistance.   We have established a reputation for providing statistically accurate 
research and actionable information to decision-makers. Human capital intelligence is integral to all 
decision-making in the organization, from the top down – and we can assist you with objective data to 
make that happen.
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Appendix- Research Question Worksheet

Research	question	considerations:

Research questions focus on the performance effect of participation.   
For example, “Do participants in sales training sell more?”

How will you use the answer to the research question?  Why is the information 
useful?

Research questions may require a quantitative, qualitative, or mixed-method 
approach.  You are not restricted to questions requiring quantitative analysis of 
organizational data.

Research questions should be cross-functional, (e.g. retention) unless the 
analysis would apply to at least 35 participants area.

Organizational data used to address research questions should be accurate, 
complete, and consistent.

Organizational data used to address research questions should be accessible, 
relevant, and reside in integrated systems.

Data accessibility includes the ability of data managers to query and release 
data.  Relevance includes appropriate level attribution.

Time. Knowledge and skills are acquired through program participation 
over time.  The knowledge is applied to performance as opportunities arise.  
Information systems capture relevant data at various intervals.
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