
1

LEARNING WITH IMPACT - LEAN LEARNING

LEARNING WITH IMPACT
LEAN LEARNING

W 213

SUSAN BAHL
BAHL TOTAL

FINN VAN HAUEN
SCANDINAVIAN TRAINING DESIGN

2LEARNING WITH IMPACT - LEAN LEARNING

TODAYS LEARNING POINTS
How to implement HIL

WHY discuss learning impact? Does learning produce impact 
per definition?

What does a toolbox for lean learning look like? How do we 
implement Lean Learning? See how the toolbox matches LEAN 
thinking.

How do you plan a pilot project? 
See how a major industrial customer automated the learning 
process.
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WHY 
Spend time on ”Learning with a bottom line impact”?
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70% 15%15% %= %=%=

HOW MANY MAKE AN IMPACT?

Used it and 
created  
concrete 
valuable results 

Tried to use it, 
but had some 
difficulties and 
dropped it

Did not try to 
use any of what 
was taught at all

After: Prof. Robert O. Brinkerhoff

Out of 100.000 participants in a training course – how 
many do you think went home and... 
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KIRKPATRICK   
””The four levelsThe four levels””

THINK
REACTION TO TRAINING

KNOW
LEARNING FROM TRAINING

DO
TRANSFER TO THE JOB

ACHIEVEACHIEVE
IMPACT ON THE BOTTOM LINEIMPACT ON THE BOTTOM LINE

”HIGH IMPACT LEARNING”
is how the organization 
gets an impact on level  
4 – it’s about getting 
more out of the money

”SUCCESS CASE METHOD 
EVALUATION” is how you 
evaluate the impact  og 
your training on level 3 
og 4.

High Impact Learning” and ”Success 
Case Evaluation” is concepts introduced 

by Prof. Robert O. Brinkerhoff
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THREE PERSPECTIVES OF LEARNING

”COMPETENCE DEVELOPMENT”
Lift of qualifications in general
Uspecific general needs 
Focus on networking

”HIGH IMPACT LEARNING”
Strategic learning
The needs of the organization
Focus on cause and effect

”SELF-DIRECTING”
Personal development
Personal needs
Focus on your own identity
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WHY spend time on  ”Learning with a bottom line impact”?

Answer #1
WE NEED VALUE FOR MONEY

THE LEARNING POINTS 
We spend a lot of resources on training
But we really don’t know much about the impact
Impact does not come automatically. To get an impact 

you have to demand it
If we want to create impact, we have to master the 

technique  
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HOW
do you create ”Learning with a bottom line impact”?
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20 % 40 %40%

WHY IS THERE NO IMPACT?
FACTORS 

CONCERNING THINGS 
AFTER THER TRAINING

•Practice
•Feedback
•Support
•Cheering
•Opportunity for use

FACTORS 
CONCERNING THE 

TRAINING 

•Instruction
•Preparation
•Handouts
•Exercises and cases
•Trainers

FACTORS 
CONCERNING THINGS 
BEFORE THE TRAINING 

•Purpose
•Goal
•Preparation
•Needs
•Motivation

? % ? %? %

KONTEKST ELLER KURSUS?

After: Prof. Robert O. Brinkerhoff
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FROM LEARNING TO PERFORMANCE

IMPACT
THEME
Create goal and  
focus

THEME
Create support  

& continuous practice 

THEME
Interventions 

of high  
quality

THE BIGGEST 
OPPORTUNITIES OF  

IMPACT IMPROVEMENT IS 
IN THE CONTEXT
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THE LEARNING PROCESS IS A LEADERSHIP TASK

The whole learning process – the leadership task of the future 
Open to a partnership between provider and manager

Not managed 
today

Not managed 
today

Managed by 
the HR/provider

FACTORS 
CONCERNING THINGS 
AFTER THER TRAINING

•Practice
•Feedback
•Support
•Cheering
•Opportunity for use

FACTORS 
CONCERNING THE 

TRAINING

•Instruction
•Preparation
•Handouts
•Exercises and cases
•Trainers

FACTORS 
CONCERNING THINGS 
BEFORE THE TRAINING

•Purpose
•Goal
•Preparation
•Needs
•Motivation

< 20% > 40%> 40%

After: Prof. Robert O. Brinkerhoff
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BACK ON THE JOB 
– JUST STARTED THE PRACTICE

TRAINING IS NOT AN ISOLATED EVENT 
There is always an organizational context

RESULTS FROM PRACTICE
- ACHIEVED IMPACT
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THEME: CREATE GOAL AND FOCUS
The Impact Map – the tool for level 4

KNOWLEDGE
What shall I know?

ABILITY
What shall I practice?

INDIVIDUAL
RESULTAT
What am I achieving?

IMPACT ON THE 
ORGANIZATION
How can I contribute?

IMPACT MAP

ANALYSE CAUSE AND EFFECT
Learning, engagement and motivation is dramatically 

increased by focusing on practice
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THEME: CREATE SUPP0RT FOR CONTINUOUS 
PRACTICE AND IMPROVEMENTS
The Impact Map – the tool for level 4

KNOWLEDGE
What shall I know?

ABILITY
What shall I practice?

INDIVIDUAL
RESULTAT
What am I achieving?

IMPACT ON THE 
ORGANIZATION
How can I contribute?

IMPACT MAP

PLAN OF ACTION

DATE DATE DATE DATE



8

15LEARNING WITH IMPACT - LEAN LEARNING

HOW do you create ”Learning with a bottom line impact”?

Answer #2
IF TRAINING SHOULD HAVE AN IMPACT YOU 
MUST INCLUDE THE CONTEXT 

THE LEARNING POINTS 
A lot of factors influence the transfer of knowledge to 

results – mostly the involvement of the managers
The impact will increase dramatically if you focus on 

cause and effect before the training
The impact will increase dramatically if you substitute 

learning event with learning process
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WHAT ARE THE MAIN FACTORS?

IMPACTINTER-
VENTION
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Individual 
competence 

analysis

Collective
Description of 
competences

Competence-
maps

Description of 
functions

FROM ANNOYING BUREAUCRACY ….

Employee 
Development 
Conversation

Training maps
Realized 

competence-
level

IMPACT

Feed back loop on level 2

GAP

COMPETENCEGAP

?

18LEARNING WITH IMPACT - LEAN LEARNING

….TO ENGAGED TASK PERFORMANCE

Individual 
competence
analysis

Employee 
Development 
Conversation

Collective
Description of 
competences

Competence-
maps

Training maps

Description of 
functions

Realized 
competence-

level
GAP

Feed back loop on level 4

PERFORMANCEGAP

IMPACT!
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PROVIDER ORGANIZATION OR SECTION

LEAN  PROVIDING SYSTEM INDIVIDUALISED ”PULL” - ”JUST-IN-TIME” MANAGED

PROVIDER ORGANISATION OR SECTION

All sorts of  
tasks and 
demands

General 
competences 
provided by 
HR

COMPETENCES ON STOCK

Employees 
with 
competences 
on stock

CLASSIC PROVIDING SYSTEM COLLETIVELY ”PUSH” - ”JUST-IN-CASE” MANAGED

Task 2

Task 3

Task 1

15 % efficiency

Employee 2

Team 1

Employee 1

Competence 2

Competence 3

Competence 1
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How do you create ”Learning with a bottom line impact”?

Answer #3
IF TRAINING SHOULD HAVE AN IMPACT IT 
MUST BE INDIVIDUALISED

THE LEARNING POINTS
Competence development for level 2 may seem as an 

annoying bureaucratic burden 
Impact learning for level 4 is a tool for performance 

improvement
Competences should not be on stock - PULL
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SUGGESTIONS ON HOW TO CREATE 
LEARNING LEVERAGE

SPECIFIC 
COMPETENCE

SPECIFIC 
INDIVIDUAL 

RESULT
RESULT

ORGANI-
ZATIONAL 
IMPACT

GOALTRANSFER

TOTAL KNOWLEDGE OFFERED
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LEVERAGE - EXAMPLES 

FOCUS ON SOMETHING – BETTER TO USE 
SOMETHING THAN LEARN EVERYTHING AND USE 
NOTHING

SEGMENT TRAINING EVENTS – BETTER WITH SMALL 
FOCUSED MODULES THAN LARGE BROAD 
PROGRAMMES

GO FOR LEARNINGS THAT CAN BE USED TO SOLVE 
MOST PRESSING PROBLEMS

GO FOR TALENT – DON’T TEACH PIGS TO FLY
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RESEARCH SHOWS THE WAY
BEST PRACTICE

LEVERAGELEVERAGE –THE PRINCIPLE
OF THE SCALE

THE SUPPORTSUPPORT FROM 
MANAGEMENT

CREATE FOCUS –
IMPACTMAPIMPACTMAP - PLANNING 
OF CAUSE AND EFFECT

From: Prof. Robert O. Brinkerhoff

CREATE SUPPORT AND 
FOLLOW UPFOLLOW UP UNTIL RESULTS

PLAN HOW TO DEAL WITH 
OBSTACLESOBSTACLES

IMPACTMEETINGMEETING WITH MANAGER 
SHORTLY AFTER

INTER-
VENTION
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LEAN LEARNING
What does LEAN mean in this context?

Avoid WASTE
Focus on business processes that creates VALUE – IMPACT – not on activity 
PULL driven training – just in time
INDIVIDUALISED training – from courses to individuals
Continuous IMPROVEMENTS – focus on the quality of the learning process
NEW PRINCIPLES OF MANAGING THE LEARNING PROCESSES 
MEASURE that you get what you want
THE RESPONSIBILITY for delivering / performing / continuously 

improvement must be squeezed out into the organization

THAT ALSO GOES FOR THE EVALUATION OF THE LEARNING PROCESS 
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How do you create ”Learning with a bottom line impact”?

Answer #4 
THE CHALLENGE IS TO REALLY WANT IT 
THE LEARNING POINTSTHE LEARNING POINTS

The tool box  is simple – you only need a few precise tools 

The change from a learning event to a managed 
business-process is not so simple

To individualize and manage the learning 
process according to demand is a challenge

To have management proactively support this is the key

To create the shift of paradigm – from passive competence 
development to active impact is the biggest challenge
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WHAT
should we do to get  ”Learning with a bottom line impact?
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AN EXAMPLE FROM A MUNICIPALITY

LEADING LEARNING

PERFORMANCE GAP

IMPACT!

EDC IMPACTMAP ACTION PLAN

FEEDBACK LOOP ON LEVEL 4

Individual 
competence 

analysis

Employee 
Development 
Conversation

Collective 
Competence 

Status 

Competence 
map

Training maps

Description of 
functions

Achieved 
competence-

level
GAP
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PILOT-IMPLEMENTATION

TRAINERS
CA. 16

FALL 2007 COURSES

METHODS

TOOLS
INSTRUCTIONSEMPLOYEES

100-200INTRO TO THE EMPLOYEES

LEADERS
CA. 12

LEADING LEARNING

BROCHURE/FOLDER

PROJECT MANAGEMENT

FACILITATION



15

29LEARNING WITH IMPACT - LEAN LEARNING

MANAGEMENT OF LEARNING

LEADING LEARNING

FACILITATION

LEADERS
1 TEAM

EMPLOYEESEMPLOYEES
33--4 TEAM4 TEAM

INTROINTRO

TRAINERS
1 TEAM

METHODS
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THE IMPACT BOOSTER®
AN INFRASTRUCTURE FOR LEARNING PROCESSES
• GUARANTEES PLANNING OF IMPACT
• GUARANTEES FOLLOW UP IN THE  

IMPLEMENTATION FASE 
• ORGANISES THE DIALOGUE BETWEEN THE 

EMPLOYEE AND THE MANAGER
• IS FACILITED FOR BUILDING SPECIALLY 

DESIGNED TOOLS LIKE TESTS, SURVEYS,  
ASSESMENTS, QUESTIONAIRES

• STATISTICS FOR ANALYSIS OF THE LEARNING 
PROCESS

• FACILITATES TO SEVERAL LANGUAGES
• FACILITETES TO DIFFERENT KINDS OF  

LEARNING PROCESSES
• CAN BE INTEGRATED WITH AN ERP SYSTEM OR  

A COMPETENCE REGISTRATION SYSTEM
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34LEARNING WITH IMPACT - LEAN LEARNING
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36LEARNING WITH IMPACT - LEAN LEARNING
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How do you create ”Learning with a bottom line impact”?

Answer #5 
YOU MUST HAVE AN INFRASTRUCTURE
ACCOUNTING, PRODUCTION AND ALL OTHER BUSINESS PROCESSES ARE 

STRUCTURED – WHY NOT THE LEARNING PROCESS?!

THE LEARNING POINTS 
•THE LEARNING PROCESS MUST BE RITUALISED
•THE QUALITY OF THE LEARNING PROCESS MUST BE 
DEVELOPED AND MANAGED  

•IN THE LONG RUN THE LEARNING PROCESS MUST BE 
AUTOMATED



 

 
JOB AID 

 
LEARNING WITH AN IMPACT – W213 

 
Why spend time on “Learning with a bottom line impact”? 
 
1. We need value for money 
 

  We spend a lot of resources on training 
  But we really don’t know much about the impact 
  Impact does not come automatically. To get an impact you have to demand 

it 
  If we want to create impact, we have to master the technique   

 
 
How do you create “Learning with a bottom line impact”? 
 
2. If training should have an impact, you must include the context 
 

 The organizations ability to use learning is a central theme for obtaining   
learning with a bottom line impact   

  The impact will increase dramatically if you focus on cause and effect 
before the training 

  The impact will increase dramatically if you substitute learning event with 
learning process 

 
  
3. If training should have an impact it must be individualised 
 

 Competence development for level 2 may seem as an annoying bureaucratic 
burden  

  Impact learning for level 4 is a tool for performance improvement 
  Competences should not be on stock - PULL 

 
 
4. The Challenge is to really want it 
 

 The tool box is simple – you only need a few precise tools  
  The change from a learning event to a managed business-process is not so 

simple 
 To individualize and manage the learning process according to demand is a 

challenge 
 To have management proactively support this is the key  
 To create the shift of paradigm – from passive competence development to 

active impact is the biggest challenge  



 

 
 
 
 
What should we do to get “Learning with a bottom line impact”? 
 
5. You must have an infrastructure 
 

 The Learning process must be ritualized  
 The Quality of the Learning Process must be developed and managed 
 In the longer run the Learning Process has to be automated  

 
 

  
 
 
 
 
 


