“fusion

THE MANUFACTURING WORKFORCE EVENT

How to Deliver an Effective
Business Case for Learning

NASHVILLE, TN
May 5, 2026




_Fsme€>
How to Deliver an Effective Business Case for Learning LISIOr]
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PCW Cycle Time vs Enterprise / Count NCR Cycle Time vs Enterprise and Count
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Figure 4 - PCW Cycle Time and Count as of Sept 18, 2020 (*extrapolated) Figure 5 — NCR Cycle Time and Count as of Sept 18, 2020 (*extrapolated)

$3,048,375 - $881,100

= 246% ROI for the Training Program Annualized
$881,100
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$l 64 Bi"iOn is spent on training each year

©
1 8 /o measure the value of training effectively

a What happens when training does not
-J show it is value add to the organization?



sme”
How to Deliver an Effective Business Case for Learning o
THE IMPORTANCE OF LEARNING AND DEVELOPMENT LI S I O r]

Human Capital
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THE IMPORTANCE OF LEARNING AND DEVELOPMENT

SESSION GOALS

/ N
/

Speak their Language: Identify common
metrics to support a L&D program.

Measure Success: Discuss how to set
goals and measure success of a L&D
program.

Report Wins: Walk through reporting
impact to the business.
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| 50, as you can see,
the production trend
is going up here!

Speak their
language.
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. " 'm the Quallty Engmeer
T make sure everything
meets the standards!

‘Human
Resources

~Quality
Management
IT Systems
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SPEAK THEIR LANGUAGE LI S I O r]

- - i | EMPLOYEE = PRODUCTIVITY
Common metrics to || <£2a RETENTION

medasure success of a
manufacturing L&D
program.

e« Common talent
metrics

« Common mfg.
metrics
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SPEAK THEIR LANGUAGE LI S I O r]

Talent Metrics
HR
e Time to hire

« Cost per hire

 New hire turnover

« Overall attrition rate

« Employee engagement
- Safety incidents
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SPEAK THEIR LANGUAGE LI S I O r]
[{

TRAINING

Talent Metrics
EXAMPLE: Cost of hire

Recruitment/Hiring = $3,000/hire

Onboarding/Training = $3,000/hire
60% turnover: Lose 60 out of 100 hires/yr.

=$360,000 cost of turnover/year*
==y

[ severance Ji \

*does not include productivity loss costs LOSS OF
MORALE

(est. $10K per role, per month) PRODUCTIVITY
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SPEAK THEIR LANGUAGE LI S I O r]

Talent Metrics

L&D B —
f , AN
»  Training hours " ‘ =" 9]
- Training completion rates comrTty
) Juan GARCIA
« Qualification rates Q oD WACHNE PERNTOR
s #—

« Performance improvement

e Cross-train rates
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Talent Metrics
EXAMPLE: Cross-train rates

Rising Overtime Costs

Overtime costs
Overtime Expenses Up 30%

~150-200 hrs. per employee, per year BT Pay Rt 1.5x
Regular Pay \ g

Overtime cost per hour = (1.5 X regular Employee Burnout 4§

wage/hr.) — (regular wage/hr.) == o I incremsedstress

$25/hr. base, premium = $12.50 hr. Overtime Costs = $ [l MiIIion\ P

Overtime premium costs = $1,875-
$2,500 per employee, per year.



>
How to Deliver an Effective Business Case for Learning -[-. Sime

SPEAK THEIR LANGUAGE LISIO r]
Mfg. Metrics

«  Asset Utilization (%) +  Throughput (tons/shift or units/shift)

* Unplanned Downtime (%) «  Productivity (tons/man-hour paid or units/

, , man-hour paid)
«  Micro-stops (% of total Downtime)

. Conversion costs ($/metric ton) * Consumer complaints (#)
- Material loss (% of total spend) * Non-Conformance (#)
+  Average changeover time (Minutes) «  Overall Equipment Effectiveness (OEE) (%)

« Recordable/Lost time accidents (total #/$)
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Talent Metrics

Example: Unplanned Downtime

« In the manufacturing
industry, machine unplanned
downtime is ad revenue loss
of an average of 260K/hr. or
22K/min.
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SPEAK THEIR LANGUAGE LI S I O r]

REAL STORY _ .

Equipment/Tooling Damage e -
\. -

Poor press operator setup and el SRS |

monitoring caused: ”;g | o

« $800,000 in scrap first 7 months
of 2025

BL—
“?\"
et

’;hs
i‘\
\ i

« Numerous crashed dies at ~100K
per crash

What did they do? 3
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MEASURE SUCCESS LI S I O Iq

®  Performance Chart =

A & Actual
Bl Plan

MEASURE
SUCCESS.
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MEASURE SUCCESS

Kirkpatrick (level 1-4) and Phillips (level 5)

Level 1
Reaction
participant satisfaction
Level 3

Behavior | peogylts Level 5
application

Level 2 AP business Return on
Learning g impact Investment

knowledge, skills, and
attitudes-transfer

Level 4
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MEASURE SUCCESS

Kirkpatrick (level 1-4) and Phillips (level 5)

Level 1 Measures the satisfaction of
Reaction program participants, along with
participant their intention to apply what they
satisfaction have learned.

920/0 medasure

ATD (Association of Talent Development)
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MEASURE SUCCESS

Kirkpatrick (level 1-4) and Phillips (level 5)

Level 2 Measures the acquisition of
Learning knowledge and skills, as well
knowledge, skills, and as changes in attitude
attitudes-transfer (COm petencies).

32% medasure

ATD (Association of Talent Development)
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MEASURE SUCCESS

Kirkpatrick (level 1-4) and Phillips (level 5)

Level 3
Behavior

Measures the on-the-job
application utilization of learning, including

and on-the-job the frequency of the used skills.
learning

1 0% medasure

ATD (Association of Talent Development)
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MEASURE SUCCESS

Kirkpatrick (level 1-4) and Phillips (level 5)

Level 4 Measures the actual results
Results achieved by the program.

business

impact .
For example: output, quality, cost,

time, customer satisfaction.

70/0 medasure

ATD (Association of Talent Development)
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MEASURE SUCCESS

Kirkpatrick (level 1-4) and Phillips (level 5)

Comparison of the monetary
benefits of the program in relation
Level 5 to the program costs, usually
Return on represented by a percentage of

Investment ROL.

l 8% medasure

ATD (Association of Talent Development)
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MEASURE SUCCESS

Kirkpatrick (level 1-4) and Phillips (level 5)

Intangibles Measures are difficult to quantify
directly but contribute to the overall effectiveness
of a training program.

« Employee morale

« Improved collaboration

 Increased creativity

- Enhanced problem-solving skills

- Positive attitude towards change

 Better decision-making

« Improved communication

 Stronger sense of ownership or commitment
to the organization.
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MEASURE SUCCESS

Kirkpatrick (level 1-4) and Phillips (level 5)

Level 1
Reaction
participant satisfaction
Level 3

Behavior | peogylts Level 5
application

Level 2 AP business Return on
Learning g impact Investment

knowledge, skills, and
attitudes-transfer

Level 4
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MEASURE SUCCESS LI S I O Iq

Capture Costs
of Programs

Level 3
Behavior

application
and on-the-job

Data Collection Data Analysis Reporting
I Evaluation | I LEVEL1: LEVEL3: | | I I I
I ) I I Reaction and Applicationand § 1 I I I
I Planning 1 I Planned Action  Implementation | | I I I
1 1 i 1 | | i |
Develop / Develop Collect Data Collect Data Isolate the
X . ; Convert Data Calculate the
Review valuation urind After Program Effects of to Monetary Return on Generate
Objectives of Plans and Program Implementation Program Value Investment Impact Study
Program Baseline Data Implementation
LEVEL 2: LEVEL 4: LEVEL 5: ROI4
Learning and Business Impact e
Confidence

Level 4
Results
business

impact

Identify
Intangibles

Intangible Benefits
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I I 1. |dentify data collection sources to capture baseline
information (Who owns the data?).

Capture and document baseline data for improvement
(How will you collect the data?).

N

) 4 )
Develop / Develop/ 3. Convert data to monetary value (What are the dollar
Review Evaluation _ values?).
Objectives of Plansand | "t . . . .
N 4.  Determine project cost categories (How much will the
\ Program Baseline Data

_J \_ y, solution cost the business?).

5. Determine cost/benefit for the identified evaluation tools
(Which evaluation levels/tools should I include?).

6. Develop evaluation timetable (What is my communication
1.  Hard goals plan using evaluation tools?).

2. Soft goals (intangibles)

7. Forecast ROl expectation (What is the ROI estimate?).
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Let’'s improve new hire turnover!

Program Goal (Results) o0 0o

Hard Goal m

» Reduce new hire turnover by 0000

50% (60% current, 30% desired) mm

Soft Goal
« 5% increase in new hire

engagement survey scores.
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MEASURE SUCCESS

ROI ANALYSIS PLAN

~sme”?
fdsion

PROGRAM: New Hire Orientation

Method for
Level 4 Measuring the

Converting Data
to Monetary

Data ltem(s) Effectiveness of Values

the Program

Reduce new
hire turnover
by 50%.

RESPONSIBILITY: L&D

Intangible

Cost Categories
°9 Benefits

5% increase in
new hire
engagement
survey scores.

INFORMED: HR / Ops

Other Influences
and/or Issues
during
Application

Communication
Targets for
Reporting
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MEASURE SUGCESS. o o o reerming 'fu SION
Let’s improve new hire turnover'

Convert to monetary value

Recruitment/Hiring = $3,000/hire
Onboarding/Training = $3,000/hire

60% turnover: Lose 60 out of 100
hires/yr.

=$360,000 cost of turnover/year*

*does not include productivity loss costs (est.
$10K per role, per month)

A - \ A 4 - oy i
> b, r ) i e oy
/ & =3
I 8 L o p
1 | — | & A
y
/ !
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MEASURE SUCCESS LI S I O r]

ROI ANALYSIS PLAN
PROGRAM: New Hire Orientation RESPONSIBILITY: L&D INFORMED: HR / Ops
Method for . . . Other Influences
Level 4 . Converting Data . Communication
Measuring the . Intangible and/or Issues
. to Monetary Cost Categories . Targets for .
Data Item(s) Effectiveness of Benefits . during
Values Reporting .
the Program Application

Reduce new Current 5% increase in
hire turnover turnover costs new hire
by 50%. $360K/yr. engagement

. survey scores.
50% reduction

saves
$180K [yr.
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LISION

MEASURE SUCCESS

Let’'s improve new hire turnover!

Estimated Project Cost Categories

Outside consultant's program design $40,000.00

Program materials/tools/survey $60,000.00
development

Program Costs $100,000.00

Don't forget any additional costs for your
evaluation tools (ie, new software, staff, etc.)
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ROI ANALYSIS PLAN

PROGRAM: New Hire Orientation

RESPONSIBILITY:

L&D

INFORMED: HR / Ops

Method for . . Other Influences
Level 4 . Converting Data . Communication
Measuring the . Intangible and/or Issues
. to Monetary Cost Categories . Targets for .
Data Item(s) Effectiveness of Benefits . during
Values Reporting .
the Program Application
Reduce new Turnover % Current Program 5% increase in Executive Fullteam
hire turnover per month. turnover costs design, new hire team. cooperation on
by 50%. $360K/yr. development engagement program
90-day ) and launch survey scores. improvements.
engagement 50% reduction costs = 100K.
survey. saves Hiring plan.

$180K/yr.
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MEASURE SUCCESS LI S I O Ij

Let’'s improve new hire turnover!

ROI = [(Program Net Benefits — Program Costs) [ Program Costs] x 100

ROl = [($180,000* - $100,000) / $100,000] x 100 = 80% ROI**

Program Net Benefits *Does not include asset utilization
Reduce turnover by 50% (60% to 30%) improvement benefits

Reduce cost of turnover from $360K to $180K

=180K Program Net Benefit **Does not include yearly cost savings

on new hires (6K/hire)
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REPORT WINS LI S I O r]
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\

\ K

WH E RE IS MY Q Realistic payback period: The payback

period is the time it takes for the monetary
benefits generated by the training to
recover the initial training costs.

PAYBACK!!!!

A shorter payback period is generally more
favorable, but true impact usually comes
long after implementation.
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REPORT WINS LISION

Level 1
Reaction
participant satisfaction

Level 3 Level 4

Results Level 5
business Return on

Behavior
application

o and on-the-job .
Learning T impact Investment

knowledge, skills, and
attitiudes-transfer

Level 2

Remember these guys?
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REPORT WINS LI S I O r]

Data Collection

| |
I LEVEL 1: LEVEL 3: |
I Reaction and Applicationand |
| Planned Action Implementation | Allows you to demonstrate
| l '
- N\ (oo program success while you
Collect Data After wait for your final ROL.
During Program
. Program
Implementation Implementation
\ J P y,
LEVEL 2: LEVEL 4:
Learning and Business Impact
Confidence
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REPORT WINS LI S I O r]

Level 1: Reaction and Planned Action

Session Reaction Questionnaire

Session Title:

WHAT: Post-training survey to gain e e o s s
i feedback on a training event and e I PR R FE I
how employees will take the training e I PN R R
knowledge and skills to the job. —
WHEN: Immediately after the training — i
has been completed.
HOW: Digital is best!
TELLS: Trainees rated an average of 5
on post-training surveys. .
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REPORT WINS LISION
Level 2: Learning and Confidence (pt. 1)

For the following questions, circle the letter for the correct answer,

In the image shown, what is the length

WHAT: Assessment to measure P

learning transfer based on the o 2 Py N

training. 7 3 4

d. 22.4

|.-,— 141 ——————|

2. Inthe image shown, two tangent lines

WHEN: Before the training (IOre— m

a. 3.58

assessment) and after the training e

c. 6.85

(post-assessment). o

3. Inthe image shown, the cosine of the g’
angle is equal to which of the following?

HOW: Digital is best! .

b. B divided by C
c. Adivided by C
d. B divided by A

TELL: Trainees show a 65% gain from
pre- and post-assessment scores. TooLNGU smé
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REPORT WINS

Level 2: Learning and Confidence (pt. 2)

WHAT: Reflection on the trainee’s
confidence in applying knowledge
and skills learned from the program.

WHEN: Immediately after the training
session or program.

HOW: Digital is best!

TELL: Trainees showed increased
confidence in knowledge or skills after
completing the training (2 to 4.5).

~sme”?
fdsion

Orientation Survey Date:

ur goal is to provide 3 positive experience for you during your first days with the company, and we would like your feedback
reganding your orientstion experience. We will use this information to improve procedures for future new hirss. Please fill out
this short survey and tunn it into your facilitator.
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REPORT WINS LISIO
Level 3: Application and Implementation pree—

Qualification 1- Personal Protective Equipment: Applies the Personal Protective Equiprment (FPE)
required on the production floor.

Performance Indlcator Initials/Date

WHAT: Observation / documentation of —_—,,S,—,SYTYYY—Y—Y—Y—T—Tf—M—L—L——

13 | wears the proper hand protection for the correct application.

14 | Wears the proper hearing protection equipment, always, in the required areas.

on-the-job skills by a peer trainer, et

16 | wears the proper hardhat in all required areas.

evdluator, or supervisor during d e e

1.8 | Wears flame retardant jockets when sendicing the zinc pot.

qualification period after training. st o ToolDamonstcte e sl s o f g 1008 o

Parforrmance Indicator Initials/Date

Demonstrates the sofe and proper use of cleaning tools to include rags,

21
brooms, dustpans, brushes, shovels, scrapers, water hoses, and solvents.

22 | bemonstrates the safe and proper use of the shop vocuum to clean up debris.

WHEN: After the onboarding and OJT [

24 Demonstrates the sofe and proper use of the reciprocating sow to manualky

° cut segments of tube.
p e r I O d 28 Demonstrates the safe and proper use of assorted nut drivers, wrenches,
. rackets, and channel locks to install and adjust mill equipment|components.
Demonstrates the sofe and proper use of assorted hammers and pry bars to
loosen machine components.

25

Demonstrates the sofe and proper use of air guns to clean debris off and

27
away from equipment.

Demaonstrates the safe and proper use of grease guns and grease dispansars

) ) L) 28
[ ] I to lubricate components on the mill.
[ ) I g I G I S e S . 28 Demonstrates the safe and proper use of c-clomps to hold down components

on the mill, when needad.

Demonstrates the safe and proper use of the drill press when making holes on
the acid cell block.

Demonstrates the safe and proper operation of the jock for block wipe
preparation and guality testing.

. . .
[ ] n 212 Demonstrates the safe and proper operation of the torch and the skimmer
[ ] r O I e e S S O We I I I I p r O V e I I I I e i tool when burning off and removing zinc buildup from the zinc pot.

210

an

to competency by 5 days.

L
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REPORT WINS LI S I O r]

Level 4: Business Impact

Turnover %

50% « After 6 hiring cohorts,
we are trending
positively towards
program goals with a
20% gain in retention.

60%

50%

40%

30%

* We paid back the
o initial investment in
o Day 0 3 Months 6 Months 8 Months 12 Months the month 6.

=¢=TUrnover %
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Capture Costs
of Programs

Data Analysis Reporting

ROI = [(Program Net Benefits = Program Costs) /
Program Costs] x 100

Isolate the Convert Data Calculate the
Effects of to Monetary Return on |m?322fr§tjdy
Program Value Investment

» LEVEL 5: RO

Identify
Intangibles

Intangible Benefits
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REPORT WINS LI S I O r]

Capture Costs
of Programs

Data Collection Data Analysis Reporting
1 Evaluation 1 1 LEVEL 1: LEVEL 3: I 1 I I I
I ) I I Reaction and Applicationand § 1 I I I
1 Planning 1 I Planned Action  Implementation | | I I I
i i 1 | i | i |
Develop / Develop Collect Data Collect Data Isolate the
) . ; Convert Data Calculate the
Review Evaluation urind After Program Effects of to Monetary Return on Generate
Objectives of Plans and Program Implementation Program Value Investment Impact Study
Program Baseline Data Implementation
LEVEL 2: LEVEL 4: LEVEL 5: ROI
Learning and Business Impact
Confidence
Identify
Intangibles

Intangible Benefits
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REPORT WINS

Impact
Report

1. EXECUTIVE SUMMARY
a. Business Need
b. Overview and Goals
c. Financial Impact
d. Strategic Implications

2. PROGRAM OVERVIEW

Objectives

Target Audience
Skills/Competencies Developed
Delivery Method

Duration

Participation Levels

g. Program Timeline

s

PDF

"0 Q00T

3. EVALUATION FRAMEWORK
a. Evaluation Model
b. Data Collection Methods
c. Timeframe of Measurement
d. Data-to-Dollar Conversions

"0 Q000

g.

. FINANCIAL ANALYSIS
a.
.
C.

. CONCLUSIONS
a.
.
C.
d.

~sme”?
fdsion

. EVALUATION RESULTS

Satisfaction Scores
Knowledge Gains

Skill Acquisition

Application of Skills

Speed to Qualification

New Hire Retention Percentage
Engagement Score

Program Cost Breakdown
ROI Calculation
Total Monetary Benefits

Summary of Impact

Intangible Benefits

Alignment with Business Strategy
Continuation, Scale, Modifications

APPENDICES



>
How to Deliver an Effective Business Case for Learning -[-. Sime

LISION

SUMMARY
Why should we evaluate?
«  Align programs to business need.
«  Show contributions of selected programs.
. Earn respect of leaders.
«  Build L&D staff morale.
- Justify/defend budgets and improve support.

«  Enhance design and implementation
processes.

« Identify successful and ineffective programs.
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CONTACT

ROI INSTITUTE"

S https://roiinstitute.net/

NS —

EMAIL LINKEDIN PHONE

John.hindman@toolingu.com www.linkedin.com/in/johnhindman/ 410-271-2387
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