
Impact approach and 
methodology

How we identify and measure impact



At LIW, our purpose is to democratise leadership, that is to 
put leadership into the hands of 1,000,000 people by 2020. 
We achieve this through leadership consulting, development 
and coaching; delivering immediate and sustainable 
business impact through a common language of leadership, 
rather than individual leaders. 

Introduction



Any leadership intervention needs to have an impact for the business and the people 
participating, but measuring impact isn’t enough. We work with our clients to understand 
what it is that the business aims to achieve and translate that into meaningful goals for 
people and teams. Then we design a program that aligns directly to those goals and brings 
real work to the table so the program isn’t ‘an exercise’ but rather is an opportunity to 
explore, learn and apply new approaches to real challenges. We set objectives up front for 
leadership behaviour change and business outcomes, so that everyone has clarity around 
the goals and the measures of success. 

A core part of all our programs is the way that we support and sustain leaders over time, so 
that the impact they achieve gets embedded in their everyday, as well as being passed on to 
their team and other collaborators/stakeholders. This takes many forms, including manager 
engagement, peer and formal coaching, periodic review connect sessions, pulse checks and 
online boosters. The intent is that leaders go on a long term journey of development which 
drives real change and impact.

At the end of the formal leadership learning journey we measure outcomes through tracked 
business metrics, targeted surveys, interviews and manager/stakeholder feedback. This 
enables us to demonstrate clear outcomes aligned to business strategy at three levels: self, 
team, system (business). We also use a diagnostic tool to understand the enablers and 
barriers within the organisation which are supporting or hindering leaders from delivering at 
their full potential. We work in partnership with our clients to help them to create the
conditions for success for leaders within their organisation.

Holistic Approach 

LIW Impact SystemTM A four-step approach to optimise impact

Measure impact 
Rigorously applying the metrics 

agreed upfront to prove value but 
more importantly to spark program 

and organisational improvement.

Support and sustain
Harnessing individual and 

organisational factors to 
accelerate and embed learning 

and behavioural change..

Design for impact 
Locking in the desired outcomes 
and measures upfront and 
designing the experience to 
deliver on them.

Real work in the room
Creating environments – virtual and real 
– where learning can be applied to real 
work to embed learning, build new 
habits and deliver immediate impact.



Our impact methodology builds on the most widely used frameworks in HR, 
pragmatically applied to create a rigorous and workable solution, which aligns with our 
commitment to our clients to be ‘high impact – low maintenance’. 

We have combined the intuitive structure of Phillips ROI/ Kirkpatrick’s 4 levels of 
learning evaluation, with the organisation-wide scope of Brinkerhoff’s approach to 
develop the LIW Impact SystemTM. This enables us to provide clients with measures of 
success both immediately post-workshop (experience, learning) and months down the 
line (behaviour change and impact) as well as to help them to align the organisation’s 
support for developing leaders around their business objectives. And all of this is 
possible without extensive investment in evaluation resources, but is built into the way 
we design and deliver our programs and partner with our clients. 

We capture impact evidence in a variety of ways including business and project results, 
surveys, case studies, pulse checks, teach-backs, and stakeholder/sponsor feedback. 
Success measures are reported in the form of: 

   •  Financials results (revenue, growth, profitability, etc) 
   •  Other business metrics (engagement, retention, promotions, time-to-market,
       partnerships, etc) 
   •  Project results and approval rates 
   •  Leadership behaviour measures 
   •  Individual and team case studies 

In some engagements we take evaluation to the level of ROI, where clients find this 
metric valuable. In general, we find that levels 3 (behaviour) and 4 (business impact) 
are more useful and meaningful measures as the language and the metrics are 
directly aligned to the business’ strategic objectives. 

Impact Methodology

+ Organisational-level engagement/alignment 
+ Identification of enablers/barriers 
+ Compelling stories to share 
– No financial measures 
– Few participants included 

RESOURCE: Low cost, high client commitment

+ Aligned to widely know Kirkpatrick 4-levels 
+ Self/team/system level impact data 
+ Impact measures aligned to strategy 
+ Identification of enablers and barriers 
+ Compelling example case studies 
– Less rigorous than Phillips

RESOURCE: Pragmatic and affordable

Looking at impact 
methodologies on two 
dimensions: analytical and 
illustrative; the LIW Impact 
SystemTM takes the 
analytical approach of 
Phillips without the huge 
resource of individual in- 
depth calculations and 
combines it with the 
illustrations in success case 
studies and the 
organisational context of 
Brinkerhoff’s approach

+ Based on widely known Kirkpatrick 4-levels 
+ Rigorous financial analysis of individuals 
+ Comparison with other ROI 
– Narrow impact perspective 
– No link to business strategy 

RESOURCE: Extremely costly

Brinkerhoff LIW Impact System

Phillips ROI
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Level 1
Reaction

Level 2
Learning

Level 3
Application

In order to measure impact, we need to design for impact. Our approach 
demonstrates how we align program design with business impact, and how we 
measure each intervention. This is a facilitated conversation with the LIW/Client 
team to ask the 8 questions below. By answering, and acting on, these questions 
up front, the program is totally aligned to impact, success metrics are defined 
and a baseline ‘before’ measure taken.

Design for Impact

The result is a document that serves the whole program team as a reference 
to ensure alignment. It also provides clarity-on-a-page to share with key 
stakeholders in the business and with future participants.

What business impact do 
you want to deliver?

What behaviours will 
enable that impact?

What leadership learning 
will enable those 

behaviours?

What development 
experience will deliver 

those learnings?

How will we measure 
business impact?

How will we measure 
behavioural shift?

How will we measure 
whether learning took 

place?

How will we measure the 
effectiveness of the 

experience?

Experience, 
program 
structure

Reaction 
measures

Learning 
content

Learning 
measures

Leadership
behaviours

Behaviour 
measures

Level 4
Impact

Business 
outcomes

Business 
measures



Results
We have been using the LIW Impact System for over three years and have sound results to 
demonstrate the value of our leadership interventions. In partnership with our clients we 
have been recognised with several awards for delivering business impact through 
leadership, including:

Case studies illustrate the impact data 
with real stories of learning and 
application driving business results. 
These stories enrich the picture of 
impact for stakeholders and provide 
examples for future program 
participants and their managers to set 
expectations and plan application to 
their work.

•  2014 Bersin WhatWorks Award for Leadership  
   Development Impact 

• 2015 EFMD Excellence in Practice Gold Award for  
  Developing Future Leaders 

• 2015 LEAD Leadership Excellence Award (USA) 

• 2016 AITD Best Talent Development Program 
  (Australia) 

• 2016 EFMD Excellence in Practice Silver Award for
  Executive Development 

• 2016 Rob Goffee Award for Leadership
  Development, AHRI Awards 

• 2017 EFMD Gold Excellence in Practice Award for 
  Professional Development

97% have achieved improved 
outcomes for the business from the 

changes they made due to the 
leadership development program

Participants who met their manager 
to plan application of learning 

increased performance improvement 
by 33% over those who worked alone

Average performance improvement
attributable to the leadership

development program



Who are LIW?

LIW is an accredited Cisco Business Learning Partner (BLP). This provides Cisco channel
partners the option to leverage Cisco Learning Credits (CLCs) to engage LIW to facilitate all
programs within the Business Impact Leadership Series.

Cisco Business Learning Partner Opportunity

“Partnership and collaboration are at the core of Cisco’s business model. Joint
planning, using a common framework, provides Cisco and its Partners with a
clear competitive advantage.” 

Damian O’Sullivan, Global Lead – Partner Talent Group, Cisco

Founded in 1995, LIW are a leadership consultancy with a track record of delivering high-
impact leadership programmes on a global scale.

Our programmes have won multiple awards from the European Foundation for
Management Development (EFMD), LEAD (North America), the Australian Institute of Training
and Development (AITD) and the Australian HR Institute (AHRI).

Our experienced team of more than seventy leadership consultants, facilitators and coaches
is accredited to deliver our programme in a manner that maximises participant engagement
and retention. Our clients benefit from a high level of impact, excellent learner feedback,
improved business results and personal leadership development.


