
HHPA Consulting 
Program Evaluation Case Study #2 
Training Department HPT Program 

 
Year work completed: 2004-2005 
Name of References:  Available upon request 
Company: Large semi conductor manufacturing plant (available upon request) 
Target Population: 50 Technical training professional supporting approximately 1200 
factory technicians, supervisors and engineers. 
 

Describe the scope of the project 

 

A new program was proposed for transitioning a traditional training organization to 
Human Performance Technology by using a decentralized approach to integrating human 
performance technology (HPT) competencies.   The program included upskilling 
approximately 50 training personnel within a technical training department supporting a 
large manufacturing organization to gain new human performance skills.   Three half day 
workshops and several brown bag lunch discussions were designed, developed, 
implemented, and evaluated.  The skills focused on introducing and allowing practical 
application of the HPT process using systems thinking in questioning skills for training 
analysis, and root cause analysis tools, providing customer options for interventions and 
streamlined evaluation techniques. 
 
The strategic development plan included using the HPT Model as the underlying 
framework for transitional change to teach the model itself.  The proposed plan involved 
conducting employee self-assessments, establishing a competency model, developing and 
delivering training, selecting functional models, and documenting a business process and 
evaluation methodology.  The overall goal of the HPT upskilling effort was achieved by 
establishing a well-supported foundational plan for building intellectual capital and then 
implementing the plan in a four-phased approach over a 1-year period. 
 

What was the Goal of the Program?  
 
Expand the training department mission with a continuous improvement program. The 
following success criteria were established during the design phase: 
 

1. The project plan was to be executed on schedule with minimal disruption to 
routine activities.  

2. One project with a satisfied customer, which avoided a training investment and 
used the human performance questioning techniques.  

3. At least three successful projects, which used the HPT systematic approach within 
the first year. 



What business outcome was the solution intended to improve or accomplish? 

 
The project provided a continuous improvement strategy to enhance the mission of the 
Training Department.  The program served as a proactive response to an opportunity 
presented by the life cycle of a new factory as it moved from ramping for start up into the 
sustaining phase focused on continuous improvement.  The overall goal of the HPT 
integration effort was to educate department employees on HPT, develop business 
processes, which support the learned concepts, and provide a method for capturing and 
retaining HPT project information.  These objectives supported the goal of providing a 
way to increase training department personnel competence in a way that would provide 
more valuable results to factory customers. 
 

What HPT Standard will be described in this case study? 

  

Systematic Program Evaluation is about measuring the efficiency and effectiveness of 
what was done, how it was done, and the degree to which the solution produced the 
desired results so that the cost incurred and the benefits gained can be compared. This 
Standard is about identifying and acting on opportunities throughout the systematic 
process to identify measures and capture data that helps to identify needs, adoption, and 
results.   

 

What was the HHPA Consultant’s role in accomplishing this Standard for this 

project? 

 

The HHPA Consultant was the team leader and primary subject matter expert.  The  
developed an initial self-assessment for all department members to gage the level of skill 
and knowledge prior to implementing the training program.  Additionally, the team 
determined that this assessment tool would be used as the level 2  post-assessment tool to 
evaluate  learning.  The HHPA consultant drafted the assessment tool, as well as the level 
one and two tools for each training workshop.  The HHPA consultant conducted an ROI 
study to demonstrate potential savings and impact and presented the evaluation report to 
the department leaders. 
 

How was the solution evaluated after it was implemented? 

 

1. The project plan was to be executed on 
schedule with minimal disruption to routine 
activities.  

This criteria was exceeded.  This was a 
1 year plan.  Project was postponed for 
3 months due to a department 
restructure, still completed on time 
with minimal disruptions. 

2. One HPT project with a satisfied customer, 
which avoided a training investment  

This criteria was exceeded 600%. Out 
of 13 projects, no training need on 7. 

3. Complete at three successful projects Criteria exceeded by 433%. Thirteen 
projects were completed successfully.  

 



Level One Assessments of Training Intervention (Reaction)  For each of the three 
workshops, time was left at the end to collect reactions.  Participants were given 3X5 
index cards and asked to respond to four questions. 1) What did you like most? 2) What 
would make this course better? 3) How do you plan to use what you learned today? 4) 
What barriers do you anticipate to using these concepts in your daily work?  Participants 
were then asked voluntarily share some of there comments aloud.  The HPT Core Team  
collected the cards typed them up, categorized the comments and sent them out in an 
email to all department members.  

 

Level Two Assessments of Training Intervention (Learning). The workshops were 
planned as three separate 3-hour blocks for the entire department.  The workshops were 
designed to review the agenda, objectives, specific competencies to be addressed, and 
include hands-on application exercises and with in-house case studies on the concepts 
presented.  A pre- and post-assessment will be used to determine the number of new ideas 
and facts acquired during the workshop. The table below shows the objective and 
procedure for conducting these pre/post assessments. 
 

Pre and Post Learning Assessment 

Purpose and Measures Procedure and Comments 

To measure how many and which new 
ideas or facts were acquired during a 
classroom session. 
 
� Count of ideas/facts jotted down in a 

brief time interval (one or two minutes) 
at the start of the session or segment. 

 
� Count of ideas/facts jotted down at the 

end in the same duration. 

� Introduce a topic by first asking a question: 
“What do you know about X?”  Explain that you 
will be conducting a brief timing (e.g. 2 
minutes) and instruct participant to jot down 
(abbreviate to save time) as many relevant facts, 
ideas, etc. as possible in the allotted time. 

� Provide a clear start and stop signal. 
� After the timing, count the ideas/facts for each 

individual, record the counts, and share the 
idea/facts on a flip chart or white board, making 
comments as needed. 

� Repeat eh procedure at the end of the segment 
and compare counts of ideas/facts. 

 

This procedure provides a great opportunity for active responding, sharing, and discussing—
combining measurement with learning. 

 
Level Three Assessments of Training Intervention (Transfer). Level three (transfer of 
skills) occurred during interviews with the training manager, group leaders, and training 
supervisors, and participants. The interviews were drafted and were conducted by an 
internal team 6 months after the program completion. 

 
Level Four Assessments of Training Intervention (Results).  As the cost of the training 
program was calculated, it was clear that compared to the cost of the training investment, 
the potential was astronomical.  Labonte indicates that in an HPT-centered department, a 
performance consultant could on average handle eight projects per year.  The HPT skills 



in this department were remaining decentralized and would not be restructuring to 
become a full-fledged HPT department.  Therefore, the estimated ROI was calculated on 
each person being able to handle two to four HPT projects per year. 
 
The a bottom line ROI, as shown in  the table below, was 4900% on the low side and up 
to 9900% on the high side, plus the intangible benefits.  The huge ROI was due to the 
nature of the product and clients impacted by working in a multi-billion dollar factory.  
The potential for each project undertaken by a training consultant to save $25K was 
relatively modest compared to a $2 million actual annual savings experienced on a 
previous HPT project led by HPT consultants in this department.  
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What impact did the intervention have on individual or team performance (Level 3) 

and organizational performance (Level 4)? 

 

The training personnel reported that they were more motivated to take on more complex 
projects.  They were asking deeper questions of customers during the discover and needs 
analysis that did not always result in a training solution.  Several projects were 
undertaken internal and external to the department. 
 

1. The test wafer coordination project (Simple WBT training requested.  Solution: 
System view provided various training and non-training interventions to reduce 
TW cost and increase efficiency of production lines.  $171k:$1.2M=ROI 
51,000%) 

2. Training Department HPT integration project (Up skilled members on effective 
HPT problem solving.  Systems view provided various training and non-training 
interventions.  $35K:$1.715M=4900% ROI) 

3. COE needs assessment (Request was for a quick survey of training gaps to be 
developed.  Solution: Full needs assessment which revealed  many non-training 
gaps to ensure success of new program) 

4. The 409 Station Controller Reboot errors in the Litho (Retrain all Techs 
requested.  Solution: training not required.  Communicate expectations and hold 
techs accountable worked faster and cheaper) 

5. Litho – Reticle Mishandling (Request was to retrain all Techs who handle reticles.  
Solution: training not required.  Clarify goals and hold Tech accountable.) 

6. Determine who needs to take QEF WBT quality course (Request was for all level 
one techs (500).  Solution selected was for only new and expired users ~50/year) 

7. DefMet Module needs to reduce SRS ergo complaints (Partial training solution: 
provide role for job sharing and ergo rotations). 

8. CMS Module needs to reduce safety incidents of FOUP doors falling off 
(Training solution Plus: Update maintenance specs and implement existing 
training from another fab at this location regarding door troubleshooting) 

9. Sort Probe card cleaning (Request for training all L1O techs to increase 
consistency in cleaning techniques.  Solution: training not required.--Exemplar 
identified who simply used hotter water and shared this techniques). 

10. Remote Operation Center (ROC) (Request for 1 ID to go in and interview and 
observe work habits of technicians in see what skills needed to be trained. 
Analysis was categorized using HPT Six Pack Model with recommendations for 
full job design and work processes based on complexity and scope.  Solution: 
training not required. 

11. ROC Conversion to a new Business Unit (Request was for an update training 
certification criteria. Solution: training not required. New roles and 
responsibilities for all unit members, staffing models, leverage and barriers 
identified for success of the new unit, and they designed a new certification 
structure with wide reaching impact to other factories.) 



12. Peer Training Quality Review (High quality reviews came from the indicator 
report, but interviews will trainers and trainee was pointing to some poor quality 
practices.  Solution: training not required. HPT analysis revealed the report was 
not valid and significant environmental gaps existed in rewards and recognition, 
and some business processes. 

13. Supplier Training Forecasting business process. (New organizational structure 
highlighted some inconsistencies in procedures and processes.  Roles were being 
effected in new ways. Solution: training not required. HPT systems view revealed 
the full extent of the underlying causes so that appropriate solutions could be 
crafted.) 

 
 


