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Company Background  

 

Business Conditions and Business Needs  

“Not everything that counts can be counted, and not everything that can be counted 

counts.” — Albert Einstein 

Measuring the “Return on Investment” of training, specifically leadership skills, has been 

a topic of contention for many years. There is little overlap between what can be 
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measured and what is required to be measured when it comes to leadership development 

programs.  

Various organizations have been using the Kirkpatrick L1 to L4 framework to measure the 

success of a training program. In large organizations (100,000-plus employees), this 

measurement is typically driven by automated mechanisms. This results in poor response 

rates (on an average 30%), as well as poor quality of responses that are superficial and 

lack depth. These responses do not provide useful information regarding the job or 

business impact of specific programs.  

The business teams needed to understand the job/business impact of the leadership 

development programs to subscribe/sponsor suitably. “What were the changes observed 

after the session?”, “How do they benefit the team?” and “How does it improve the 

team’s performance?”, etc. were of interests to the business sponsors. There was a 

noticeable gap and a need to extract the data on learning transfer on the job and its 

benefits.  

The global leadership development (GLD) team at Cognizant needed a 

methodology/framework to measure the “impact” of the program that will help the GLD 

measure its performance against the team’s vision. Though the Kirkpatrick model includes 

L4 — “the results” of a training program — the exclusive focus and rigor to measure such 

results were missing. As a result, Cognizant’s GLD team designed and implemented a 

framework to measure the impact of leadership development programs at individual, 

team and client levels. 

The impact measures were expected to give the organization an idea of both “direction” 

(the areas where change/impact is evident, i.e., coaching, collaboration, etc.) and 

“density” (the cascading of such changes/impact, i.e., team, business unit, etc.) of impact. 

These not only will provide as indicators of changes in the organization, but also as 

evidence for the business sponsors to invest further in the program. These also will help 

as feedback to the design team to make changes to the program. Thus, “learning impact 

measurement” was an extension to the typical “learning measurement” that was 

administered.   
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To Summarize the Need 

• Inadequate current feedback capture mechanism: Though the average feedback 

scores were high (greater than 4.2/5), there was poor response rate and depth in 

qualitative feedback. 

• Business sponsors needed to see the ROI and impact on the job to decide whether 

to invest in development programs. 

• A need to track the GLD team’s performance against its vision/initiatives. 

Overview  

“The client awarded a six-month project worth $150,000 and I give 100% credit to the 

emerging leaders program (EL) for helping me learn how to collaborate effectively,” said 

a senior manager from Bengaluru. Emerging Leaders is a mid-managerial development 

program. It is in a blended learning format spread over six months. The primary focus is 

on people, collaborative and client-focused leadership. This is not a lone story, however, 

there are many other such impact stories that have helped GLD recognize the business 

outcome of programs.” 

There are many such anecdotes shared by participants that indicate learning transfer on 

the job/impact. The beauty of this output lies in intelligently weaving the EvaluLEAD 

framework to the Cognizant GLD context.  

EvaluLEAD Framework (Source: W.K. Kellogg Foundation and United States Agency for 

International Development [USAID]) is a methodology designed to measure impact of 

leadership development programs. EvaluLEAD framework categorizes the nature of 

impact as episodic, developmental and/or transformative. This framework seemed to 

systematically capture these layered aspects in a multidimensional matrix.  

The high-level design includes, as a first step, an initial program map that derives possible 

areas of impact based on program objectives. This is followed by a survey administered 

to all graduates of a program, three to nine months from the time of graduation. The 

graduates who share their consent are interviewed along the EvaluLEAD parameters. The 

interview notes are compiled to create an “impact heat map” specific to each program. 
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Figure 1: Measuring Learning Impact – The High Level Design 

 
Source: Cognizant 

Traditionally, GLD has been using L1, L2 and L3 to measure the program success and L4 

was measured using surveys and interviews. However, the EvaluLEAD framework has 

refined the GLD’s process and quality of interviews, created better alignment with specific 

programs and helped GLD create an impact heat map that gives an overview of the 

direction and density of the impact.  

Through this new methodology/process of measuring impact, GLD was able to:  

• Overcome the inadequacies of the current feedback mechanism. 

• Present the heat map to the business sponsors who make an informed decision 

on investing in certain leadership development programs. 

• Measure GLD’s own internal team’s performance against the vision statements.  

Example: One of the vision statements of GLD is to “improve people leadership” (one of 

the seven leadership capabilities) in the organization. The heat map of programs like 

Acumen, CLAS2.0 and EL reflect the impact on people leadership (developmental at team 

level). Acumen is a transformative program and facilitates self-discovery, CLAS2.0 is a 

program to build coaching and feedback skills. Given that these programs cater to the 

mid- and senior-leadership layers of the pyramid, the cascading impact is aligned with 

GLD team’s vision. 

In early 2016, the GLD started investing in conducting impact studies using the traditional 

L4 metrics. Later in 2017, the team researched, conducted a pilot using the EvaluLEAD 

framework, documented results and socialized the EvaluLEAD framework across the 

global GLD team. 

Initial Program 
Map

Survey + 
Interviews

Multidimensional 
EvaluLead 

Framework
Impact Heat-Map
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Design of the Program  

The GLD team researched on methods to leverage and extend the learning impact 

measurement beyond the existing robotic ways that lacked both empathy and depth that 

a human can offer. While automated surveys do have their own place, they lack the ability 

to capture the detailed impact a program has made. The audience GLD team services are 

mid-/senior leaders and includes executive leadership. A C-suite experience is essential 

for this audience even if it is about collecting feedback.  

The research pointed to the EvaluLEAD framework that aligned to GLD team’s objectives. 

The EvaluLEAD framework reinforced that impact is often multi-level and cascading in 

nature. GLD measured impact at an individual level, team level or at the client level. 

EvaluLEAD framework further helped in categorizing the nature of impact as episodic, 

developmental and/or transformative. The framework seemed to systematically capture 

these layered aspects in a multi-dimensional matrix. The team analyzed various “learning 

impact measurement” models and finally decided on extending the EvaluLEAD 

framework. 

The first step is administering a survey to all graduates of a specific program three to nine 

months from the time of completion of the program. The sample survey outcome is 

analyzed and interviews are scheduled for those participants who have shared their 

consent for the same. These interviews are conducted one-on-one between the GLD 

member and the participant. Questions start from being open-ended and gradually move 

to specific questions and, finally, probing questions to unearth the behavioral changes 

and the impact of the same. The responses are quantified as “money saved,” “time 

saved,” brief estimate of “improved productivity,” “revenue earned” for the organization, 

etc. The EvaluLEAD framework further takes these interview questions in a loop across all 

the different levels of impact: at individual, team and client. The nature of questions for 

each dimension is documented in Figure 2 below. 
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Figure 2: Nature of Questions for Emerging Leaders in Each Dimension 

 
Source: Cognizant 

About EvaluLEAD Framework 

What exactly is this EvaluLEAD framework? In existence since 2001, the EvaluLEAD 

framework in the year 2004 was tested across 17 various leadership development 

programs. This study was done in association with the W.K. Kellogg Foundation and 

USAID. The EvaluLEAD conceptual model is presented in Figure 3. 
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Figure 3: EvaluLEAD — Conceptual Model 

 
Source: Cognizant 

The working of the EvaluLEAD framework begins with the “EvaluLEAD — Initial Program 

Map.” 

EvaluLEAD — Initial Program Map 

This is the first step in conducting the “impact measurement study.” Based on the 

organizational objectives and program objectives, an initial program map is created. This 

map helps in identifying all possible areas where impact is expected. Below is an initial 

program map for the Emerging Leaders program (Figure 4).  
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Figure 4 EvaluLEAD — Initial Program Map (for Emerging Leaders Program) 

  EPISODIC DEVELOPMENTAL TRANSFORMATIVE 

CLIENT IMPACT Instances when client was able to 

gain from the initiative 

consulting. Client 

acknowledgements (CFL).  

Initiatives to ease client 

communication (CFL). Time 

taken for RFPs (CFL). 

New areas of businesses 

discovered (CFL).  

Strategic partnerships 

made (CFL). 

TEAM IMPACT Productive innovations within the 

team (PL). Number of structured 

coaching sessions with the team 

members (PL). 

Number of team 

members/mentees promoted 

(PL). Change facilitated within 

the team (PL). New businesses 

earned (CFL). Process 

optimization (EnL). Quality 

optimization — number of 

tickets, etc. (EnL).  

New strategies 

suggested/implemented 

(EnL).  

INDIVIDUAL 

IMPACT 

Championed an initiative that 

brought cost savings (EnL). 

Increased instances of 

“Mentoring” conversations with 

team members (PL). Active 

contribution toward strategic 

initiatives (EnL).  Presence on 

social networking on thought 

leadership. Greater instances of 

feeling confident, positive and 

optimistic (PL). 

Initiatives to collaborate with 

other teams (CL).  

Being open to organization 

wide change (CL).  

A new vision 

suggested/implemented 

based on organization-

wide collaboration (CL). 

Ref: CFL — Client-focused leadership; EnL — Entrepreneurial leadership; PL — People 

leadership; CL — Collaborative leadership.  

Source: Cognizant 

The GLD team customized the initial program map for each program based on the 

objectives. But the icing on the cake was the “heat map” of outcomes created by the team 

for each program. This is a significant innovation by the GLD team. To the best of the 

team’s knowledge, this has not been deployed elsewhere. 
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EvaluLEAD Customizations for Cognizant (GLD Programs) 

The EvaluLEAD framework contains three levels of impact: individual impact, 

organizational impact and societal impact. EvaluLEAD framework was designed for an 

NGO (USAID) and, hence, the societal level learning impact was relevant. In the case of 

for-profit organizations like Cognizant, the corporate social responsibility teams may 

benefit from the societal level. It was not relevant to the GLD scope of offerings. Impact 

in the clients’ organizations being the end objective, the third level was replaced with 

“client impact.” A key component of team level impact was missing in the framework. The 

strength of Cognizant is in its high-performing teams, and hence the “team impact” was 

included. The structure was thus customized to the following three levels: individual 

impact, team impact and client impact. 

Customizing/Redesigning EvaluLEAD 

EvaluLEAD was used by various organizations to understand the multilevel impact. The 

outcome looked like the Figure 5 below. 
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Figure 5: Traditional EvaluLEAD Outcome 

 

Source: EvaluLEAD: An Open Systems Perspective on Evaluating Leadership Development — Grove, Kibel and Haas 

Source: Cognizant 2018 

Heat Map 

Using EvaluLEAD “as is” provides the “direction” or areas of impact, however, it is the 

heat map uniquely designed by Cognizant’s GLD team that reflects that “density” or 

quantum of impact. This visual representation gives an overview of both direction and 

density of the impact for a specific program.  

The innovative re-design of the EvaluLEAD model that pictorially represents the “density” 

of impact is presented below (Figure 6). 
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Figure 6: Impact Outcome Designed by GLD using EvaluLEAD Framework 

 
Source: Cognizant 

The above EvaluLEAD Map is that of the program CLAS 2.0 taken from a sample size of 

16% of the total participants who attended the program. 

As mentioned in the above graphical representation, the legend (key) suggests that more 

than 40% of the total impact stories/experiences collected are under 

“developmental/team” segment. About 20% to 40% of the impact stories collected fall in 

the “developmental/individual” segment. Roughly 10% to 20% of the impact stories fall 

in the “episodic/team” and the “development/team” segment. And less than 10% of the 

total experiences collected belong to “episodic/individual” and “episodic/client” 

segment.  

The benefits of this design and innovation are detailed below in the “Measurable 

Benefits” section. 

Delivery of the Program  

This methodology was designed for participants who have undergone a developmental 

intervention for behavioral/leadership skills. Such programs have impact at various levels. 

Individual 

Impact 

Team Impact 

Client Impact 

Episodic Developmental Transformative 
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EvaluLEAD framework facilitated the process of identifying and consolidating feedback 

across these levels to create a measurement matrix. 

Figure 7: Impact Measurement Implementation Process 

 

Source: Cognizant 

GLD has been documenting impact study data from 2015 following a similar 

implementation process, however, in the year 2017 the team leveraged the EvaluLEAD 

framework that has added two key components to the implementation: one being the 

initial program map that guides survey and interview questions; and the second being the 

“heat maps.” For a cohort of 25 to 30 associates, it would take about two to three weeks 

for one trained person to conduct the impact study. In the last 12 months, a three-

Inital 
Program 

Map

•Understand the program objectives.

•Prepare an "initial program map."

Sample 
Selection

•Select participants who have completed three to nine months post-program for administering 
survey.

Online 
survey

•Adminster survey to selected participants.

•Conslidate Quantitative and qualitative feedback.

•Track consent for impact interviews.

Impact 
Interviews

•Schedule interview time.

•Interview all participant who have shared consent. (Ensure min of  15% to 20% of the total 
population).

• Interview quetions are based on  initial program map (Behavioral Events Interview — BEI).

Preparing 
Case Studies

•Create program heat map.

•Prepare case studies and present. 
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member team has collected about 75 stories across three different programs. These team 

members spent about 15% to 20% of their time on this. They had other responsibilities 

apart from conducting impact studies. 

Change Management Efforts 

Challenge 

The biggest challenge was to reach out to sizable numbers. Unlike previously used models 

for impact measurement, this model involves one-on-one interaction with extensive 

detailed probing. Since the program participants were senior management within the 

organization, getting their time is always a challenge. Such a dependency on the 

availability of their time often delayed the “impact measurement” process. 

Mitigation 

This challenge was mitigated by training few resources within the team. This “impact 

measurement” training helped GLD reach out to more number of participants which 

increases the representation and reliability of the impact studies. 

Challenge 

Adapting the interview techniques to the preferred interaction style of the leader. This 

was a skill-based challenge.  

Mitigation 

Sensitizing team members to understand the interaction style of the leader through 

observation, empathy, flexing behavior and complementing his/her style during the 

interview. 

Challenge 

Another challenge the team faced was acceptance of this model. Since it was new and 

not tested or deployed in other IT organizations, acceptance within the team and 

organization was a big challenge.  

Mitigation 

To mitigate this challenge, the team piloted this methodology in a closed group. The 

results were then presented to the larger audience where the benefits and value were 
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articulated. The organization soon found value and appreciated the ease of 

implementation of this model.  

Measurable Benefits  

Benefits of this Measurement Methodology 

The 3x3 matrix of EvaluLEAD brings out a multi-dimensional impact. This helps further in 

probing with right questions. While this framework is used to procure impactful 

stories/experiences, the team at GLD extended this framework to create a consolidated 

“impact measurement.” 

The study conducted on the Acumen program can give one a detailed insight about the 

benefits of this program. Out of the total 78 Acumen participants, 49 had nine months 

from the time of their program completion. GLD reached out to nine of them which, is a 

sample population of 18.4%. Together, the team collected 14 impactful experiences. 

The collected impact experiences then were categorized in each of the impact sections of 

the EvaluLEAD framework and what came out was an insightful heat map. The below 

figure represents the impact heat map for the Acumen program.  

Figure 8: Acumen Impact Heat Map. 

 
Source: Cognizant 
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From the representation above, it is clear that more than 25% of the impact stories were 

under the “developmental/team” segment. About 20% to 25% of the experiences 

collected belong to the “developmental/individual” and “episodic/team” segment. About 

10% to 20% of the experiences belong to the “transformative/team” segment. And about 

5% to 10% of the experiences belong to the “transformative/individual” and 

“episodic/client” segment. 

Observations from the Above Heat Map 

• Acumen has most impact in the “developmental/team” segment (more than 25% 

of the impact experiences were from this area). 

• This has a cascading impact on the “developmental/individual” level. 

 

Figure 9: Inferences from the Acumen Heat Map

 
Source: Cognizant 

Now what were the objectives Acumen was supposed to achieve? 

Figure 10: Acumen Program Objectives. 

 
Source: Cognizant 

The heat map of Acumen further emphasizes that the program objectives are indeed 

aligned to the impact.  

And one of the L4 studies suggest that the takeaways from the Acumen program actually 

helped Cognizant win a million-dollar account. When the total annual cost of the program 

is weighed over this one program experience, one can get a hint of what the real ROI of 

the program could be. 

ACUMEN has highest impact 
at ‘Team’ level. 

A good amount of 
‘Transformative’ experiences 
are recorded.

ACUMEN has dominance in 
‘Developmental’ Impact. So 
the Impact can be felt after 
certain time has gone by.

Translate personal insights 
into behavioral changes

Relate to others by 
recognizing, understanding 

and appreciating their 
styles

Improve communication, 
teamwork, motivation, conflict 

resolution, change and 
collaboration
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The highlight of this style of impact-measurement is the comparison one can draw over 

multiple programs. 

For example: 

A direct comparison of the below two heat maps can help one draw following inferences: 

Emerging Leaders shows higher impact at the “client/developmental” dimension while 

Acumen has higher impact at “individual/self-transformative” dimension. 

These resonate with the overall program objectives as well (where Emerging Leaders’ 

primary objective is enhancing client engagement and Acumen’s main objective is to bring 

forth transformative experiences). 

Figure 11: Comparing Impact Heat Map of Two Different Programs. 

 
Source: Cognizant 2018 

With the help of this methodology, not only does one understand the quantitative output 

of the program but also the area in which the program is making most impact. 

Overall  

“Acumen program taught me how to interact with aggressive people. Toward the end of 

my discussion with the client, I was offered the million-dollar project.” He gives Acumen 

program 50% of the credit for this success. Now picture this, the total annual expense of 

Acumen program across India is less than 10% of the revenue mentioned by the leader. 

This should give a sneak into the return on investment for Acumen.” 
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The above story reinforces that impact measures need to emphasize on quality rather 

than quantity. Organizations trying to conduct impact study with large associates using 

automated mechanisms may not be able to produce powerful outcomes that resonate 

with the business/learner needs. This is a significant learning for GLD. 

Lessons learned 

Figure 12: Lessons Learned from Impact Study Done So Far. 

 
Source: Cognizant 2018 

What is Next 

• There is a need to devise an index for learning impact measurement. 

• EvaluLEAD heat map for all programs within global leadership development to 

provide holistic comparison among all programs. 

• Using the outcomes of this heat map to reconfigure the program solution design 

(if needed). 

• Using the EvaluLEAD heat maps for consultations and guiding leaders to sign up 

for the best-fit program. 

• Allocate right budget and make meaningful investments in the leadership 

programs, making the impact aligned to organization’s strategies. 

• To invest in a dedicated team/COE to conduct such impact studies across the 

enterprise. 

• To present this work in conferences and forums for collaborating and sharing 

knowledge. 

Category of Learning Impact Measurement

•Learning impact measurement of behavioral skills such as leadership, communication, etc., is 
multi-dimensional in nature. 

•One needs to consider all possible learning outcomes and their category before considering a 
model to measure the impact for behavioral/leadership skills.

Employee Engagement

•The process of conducting impact study and interacting with participants helps in increasing 
employee engagements. It helps them realize the value they are adding to the organization and 
makes them feel important.

Learner Retention

•The impact stories when shared with future cohorts increase their interest in the prgram and 
reduces the drop-out rate. 
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About Brandon Hall Group 

Brandon Hall Group is a HCM research and advisory services firm that provides insights 

around key performance areas, including Learning and Development, Talent 

Management, Leadership Development, Talent Acquisition, and HR/Workforce 

Management. With more than 10,000 clients globally and more than 20 years of 

delivering world-class research and advisory services, Brandon Hall Group is focused on 

developing research that drives performance in emerging and large organizations, and 

provides strategic insights for executives and practitioners responsible for growth and 

business results. 

Inspiring a Better Workplace Experience 

Our mission: Empower excellence in organizations around the world through our research 

and tools every day. At the core of our offerings is a Membership Program that combines 

research, benchmarking and unlimited access to data and analysts. The Membership 

Program offers insights and best practices to enable executives and practitioners to make 

the right decisions about people, processes, and systems, coalesced with analyst advisory 

services which aim to put the research into action in a way that is practical and efficient. 

Membership Offers Tailored Support 

Our membership delivers much more than research. Membership provides you direct 

access to our seasoned team of thought leaders dedicated to your success, backed by a 

rich member community, and proactive support from our client services team. 

RESEARCH ACCESS & EVENTS 
• Reports 
• Case Studies, Frameworks & Tools 
• DataNow® & TotalTech® 
• Webinars and Research Spotlights 
• Annual HCM Conference 

ADVISORY SUPPORT 
• Ask the Expert 
• 1 on 1 Consultations 
• Research Briefings 
• Benchmarking 
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CLIENT SUCCESS PLAN 

• Your Priorities 
• Executive Sponsor 
• Client Associate 
• Monthly Meetings 

Strategic Consulting Offers Expert Solution Development 

Our consulting draws on constantly updated research and hundreds of case studies from 

around the globe. We provide services that simplify and target efforts to produce business 

results. 

BENCHMARKING 
• Competitive/Comparative 
• Maturity Model 
• Custom Research 

STRATEGY 
• Business Case 
• Planning 
• Organization & Governance 

TECHNOLOGY SELECTION 
• Vendor Selection 
• Architecture Design 
• Systems Evaluation 

DEVELOPMENT & INTEGRATION 
• Program Design 
• Assessment 
• Survey 

• Process Integration 

For more information, contact us at success@brandonhall.com. 

mailto:success@brandonhall.com

