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What have you 
measured today?
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Some Stuff 
is Harder
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… and to Improve

To Prove
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1980

Source:  The Brookings Institution

YESTERDAY
Over 90% of an 

organization’s value was in 
tangible assets –

its plants and equipment. 

TODAY
Over 85% of an organization’s 
value is in intangible assets –

the skills and experiences of its 
people. 

2015
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Aligning with the Business
 Explain how a Measurement Map creates a “causal chain of 

evidence” between programs and business outcomes
 Discover how a Measurement Map defines “what to 

measure” to show impact
 Create a Measurement Map 
 Recognize the different data sources to measure outcomes
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14%

86%

81%

10%

5%

88%
% of Organizations who measure thisWhat’s measured

Source: Bersin & Associates 2011

43%

72%

76%

43%

32%

31%

What matters % of Organizations who rated this measure “Extremely Valuable”

ROI

Business Impact

Job Impact

Satisfaction

Completions

Enrollments
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Investments 
in People 

Strategic
Goals

How do I connect my investment 
with the company’s strategic goals?

?A Miracle 
Occurs

10
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Efficiency

Effectiveness

Impact
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Launch & Deployment Time to 
Implement

Time to Impact

Time

Level 1
Engagement 
Phase
• Utilization
• Reaction

Level 2
Learning 
Phase
• Learning 

Gain

Level 3
Transfer 
Phase
• Behavior 

Change

Levels 4 & 5
Impact Phase
• Business Results & ROI
• Isolation & 

Optimization

TM
Alignment & 

Design

Alignment 
Phase

Align with 
Business 

Goals
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What is the EVIDENCE?

Investments 
in People 

Strategic
Goals

Leading 
Indicators

Business 
Results

TM

13
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Business ResultsLeading Indicators

Evidence of things 
to come

Carry a financial 
valuation

Key Performance Indicators (KPIs)

Investments 
in People 

Strategic
Goals

Leading 
Indicators

Business 
Results

TM
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Leading Indicators
• Employee Engagement Scores
• # of New Accounts Opened
• # of Complaints
• # of Delinquent Loans
• Customer Satisfaction Scores

Business Results
• Voluntary Turnover
• Occupancy Rates
• Workers’ Comp Costs
• Average Account Balance
• # of Service Contracts Sold
• Revenue / FTE

Evidence that it’s working

Investments 
in People 

Strategic
Goals

Leading 
Indicators

Business 
Results

TM
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You own a restaurant …

What is your

Strategic Goal?

Investments 
in People 

Strategic
Goals

Leading 
Indicators

Business 
Results

TM
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Complaints

Occupied Tables

Customer Referrals

Number of Meals Sent Back

Satisfaction Survey Scores

Average Check Amount

Negative Social Media References

Reservation Numbers

Investments 
in People 

Strategic
Goals

Leading 
Indicators

Business 
Results

TM
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Developing 
People & 

Teams

Increase Team 
Performance: 

 Align team 
members with 
organizational 
priorities

 Develop team 
members to 
achieve 
success

 Recognize 
achievements 
of team 
members

Improve 
financial 

performance

Business ResultsInvestment Leading Indicators Strategic 
Goals

Leadership 
Development
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Developing 
People & 

Teams

Increase Team 
Performance: 

 Align team 
members with 
organizational 
priorities

 Develop team 
members to 
achieve 
success

 Recognize 
achievements 
of team 
members

Improve 
financial 

performance

Business ResultsInvestment Leading Indicators Strategic 
Goals

Employee 
engagement 

scores

Employees 
ready for 

promotion

Employee 
mobility

Reduce 
employee 
turnover 

Increase 
internal hire 

rate

Reduce 
costs

Mid & Annual 
reviews for 
each direct 

report

Training days

Recognition 
awards 

presented

Development 
plans for each 
direct report

19
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Increase 
Revenue

Business ResultsInvestment Leading Indicators Strategic 
Goals

New Customer 
Sales Volume

Gross Profit per 
Sale

Repeat and 
Referral Sales 

Volume

Gross Profit per 
Sale

Closing Ratio

Referral 
Business

Repeat 
Customers

Selling Success

Performance 
Objectives

• Prospect for 
customers

• Identify 
customer 
wants and 
needs

• Present and 
demonstrate 
the product

• Manage 
customer 
expectations

• Negotiate and 
close the deal

Customer 
Satisfaction 

Index

# of Customer 
Contacts

Appointments
(# and %)

Product 
Presentations

(# and %)

Proposals 
Presented
(# and %)

Total Gross 
Profits

Sales 
Organization

20
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Case Studies

How will you know if it is working?  
What is the evidence?

Safety ProgramMentoring

21
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1. Form groups of 2 to 4

2. Select and read one of the case studies

3. Define the strategic goal of the investment

4. Brainstorm your metrics / KPIs

5. Agree on your metrics / write each metric on a Post-It Note

6. Arrange your metrics to create your Map 
(your causal chain of evidence)

7. Practice telling your story 
(from left to right and from right to left)

8. Volunteer to share your Map 22
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Sales Data

Surveys

LMS HR Data

Operational 
Data Financial 

DataMfg. Data

External 
Data

24



© 2016 Beresford & Byers© 2016 Beresford & Byers

Would you say that you are: 
 extremely satisfied
mostly satisfied
 neither satisfied nor 

dissatisfied 
mostly dissatisfied
 extremely dissatisfied, or
 a dumb penguin?

25
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Investments 
in People 

Strategic
Goals

How do I connect my investment 
with the company’s strategic goals?

?Now You
Know How
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At the start of a new initiative …
 Clarify the goal

− What strategic goal is it aligned with?

 Establish the expectation
− What business outcome are we trying to affect?
− What is the “current state” – the baseline metric?
− What is the target?

 Define how you’re going to help
− What do we want our audience to DO differently?
− What would be the evidence of that?
− Is there a logical chain of evidence to connect to the strategic goal?
− How much of the change in outcomes will likely be due to our 

initiative?
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