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Reduced consultant dependency

Days per month your team resolves without external help

+
Lower error-related costs

Rework, corrections and data quality fixes avoided
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+
Faster issue resolution

Hours saved per week on SF-related queries and errors

+
Faster future rollouts

Weeks saved on next module implementation
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Most ROI calculations for training are either too vague ("improved productivity") or too precise (made-up percentages). This
framework focuses on costs and savings you can actually estimate from your own situation. Fill in your numbers — the logic does the rest.

Step 1: Calculate your training investment

( Training Cost — fill in your numbers 1
HR Admin certification program COST PER PERSON Example range: €1,500-4,000 per
Externaltrainingprogramcostperperson, including materials and exam person depending on program
fee depth
Number of HR admins to certify NUMBER OF PEOPLE Recommendation: minimum 2 to
Howmanypeoplewillcompletethefull program avoid single point of failure
Manager and employee training TOTAL COST Internal delivery costs significantly
Workshopdeliveryforbroaderpopulation (internal or external) less than external per person
Internal time cost ESTIMATED TOTAL HR admin: ~40-60h training time.
Hours your teamspends in training x average hourly cost. This is a real Manager: ~4-8h.

cost —don't ignore it.

Total training investment (A) Sum of all rows above

Step 2: Estimate year-one savings

[ Savings from reduced external consultant dependency ]
Current external consultant days per month DAYS PER MONTH Typical range: 1-5 days/month for
Howmanydays/monthdoyoucurrentlycallyourSF partner for routine post-go-live support

support, changes, issues?

Expected reduction after training % REDUCTION Conservative estimate: 50~70% of
What%ofthosecallscouldyourtrained team handle internally? Be routine calls resolved internally
conservative.

External consultant day rate RATE PER DAY Market range: €600~1,200/day
Whatyoucurrentlypayperconsultant day (all-in, including travel if depending on seniority and location
applicable)

Annual consultant saving (B) = Days x % reduction x rate x 12 This alone often covers training cost

SmartPeople ROI CALCULATOR
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[ Savings from faster internal issue resolution ]
SF-related queries per week (current) QUERIES PER WEEK Include: HR admin questions,
Howmany times per weekdoes yourteamspend time searching for manager approval issues, user
answers, waiting for support, or workarounding SF issues? quertes
Average time spent per query (hours) HOURS PER QUERY Untrained teams: typically 2—4h.
Fromproblemidentifiedtoresolution—including waiting time, Trained: 20-40 min.

escalation, workarounds

Time reduction after training “%ITIMEISAVED Conservative: 60%. Most queries
Trainedteamresolvesfamiliarissues significantly faster. Estimate resolved without escalation.
conservatively.

Average hourly cost of HR staff COST PER HOUR Example: €25-50/h depending on
Fullyloadedcost(salary+overhead). Used to value time saved. seniority and location

Annual time saving (C) = Queries x hours x % saved x hourly Often underestimated — adds up

cost x 52 quickly

Additional savings to consider (estimate or leave blank) 1

Error correction and data rework ANNUAL ESTIMATE D
Costof fixing dataerrors, incorrectconfigurations, failed payroll runs.
Trained teams make fewer errors.

Faster next module rollout ESTIMATED SAVING E
Weekssavedxprojectcostper week when your team already knows
the platform

Total annual benefit=B+C+D + E

4 N
ROI FORMULA
Total annual benefit Training investment
B+C+D+E - A
Payback period = Training investment (A) + Monthly benefit [(B+C+D+E) + 12]
\ J
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How to Present this to Leadership

LEAD WITH THE RISK, NOT THE BENEFIT

Most leadership teams respond better to avoided cost than promised
benefit. Frame it as: "Here is what we are currently spending on
external support that we could reduce. Here is the cost of fixing
errors that trained staff would prevent." This is more credible than
upside projections.

USE YOUR OWN NUMBERS

Generic industry averages are easy to dismiss. Pull your actual
external support invoices from the last 6 months. Calculate actual
time spent on SF issues this month. Real numbers from your
organization are far more persuasive than benchmarks.

BE CONSERVATIVE AND HONEST

If your calculation assumes 70% reduction in consultant calls and 80%
faster issue resolution — that's optimistic. Use conservative
estimates (50%, 60%) and show the calculation. Leaders who trust
the methodology approve the budget. Those who see inflated
projections don't.

INCLUDE THE INTANGIBLES — BUT DON'T QUANTIFY THEM

Mention (but don't fake-quantify): staff retention impact of investing in
development, reduced risk of data errors in sensitive HR processes,
organizational resilience from having internal expertise. List them.
Don't put numbers on them.

SMART PEOPLE GLOBAL ACADEMY — ACADEMY FOR TEAMS
Let us help you build the training investment case for your organization.
Smart People offers a free Training Needs Assessment — we help you identify what training your SF team actually needs and build a realistic cost-

benefit framework for your specific situation.

Common Calculation Mistakes

MISTAKE

Using industry benchmark percentages without adjusting to your
actual situation. "Studies show 30% productivity improvement" —
leadership will ask where that number comes from. Use your own data.

MISTAKE

Ignoring the internal time cost of training. If your HR lead spends

50 hours in training, that has a real cost. Include it honestly — it makes
the rest of the calculation more credible, not less.

MISTAKE

Projecting benefits over 5 years to make the ROI look better. Year 1
and Year 2 are credible. Beyond that, too many variables. Keep the
horizon realistic.

MISTAKE

Forgetting that benefit realization takes time. Savings from reduced
consultant calls don't appear on day 1 after training. Build in a 2—-3
month ramp-up period before benefits are fully realized.

THE BOTTOM LINE

Acredible,conservative ROI analysis beats an impressive but
questionable one. You are not trying to win an argument — you are
helping leadership make a well-informed decision.

- smartpeople.pl/academy | Academy for Teams | Request a free Training Needs Assessment

SmartPeople
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	Step 1: Calculate your training investment
	Training Cost — fill in your numbers
	HR Admin certification program
	Externaltrainingprogramcostperperson, including materials and exam fee

	Number of HR admins to certify
	Howmanypeoplewillcompletethefull program

	Manager and employee training
	Workshopdeliveryforbroaderpopulation (internal or external)

	Internal time cost
	Hours your teamspends in training × average hourly cost. This is a real
	cost — don't ignore it.

	Total training investment (A)
	COST PER PERSON
	NUMBER OF PEOPLE
	TOTAL COST
	ESTIMATED TOTAL
	Example range: €1,500–4,000 per person depending on program depth
	Recommendation: minimum 2 to avoid single point of failure
	Internal delivery costs significantly less than external per person
	HR admin: ~40–60h training time. Manager: ~4–8h.
	Sum of all rows above


	Step 2: Estimate year-one savings
	Savings from reduced external consultant dependency
	Current external consultant days per month
	Howmanydays/monthdoyoucurrentlycallyourSF partner for routine
	support, changes, issues?

	Expected reduction after training
	What%ofthosecallscouldyourtrained team handle internally? Be
	conservative.

	External consultant day rate
	Whatyoucurrentlypayperconsultant day (all-in, including travel if
	applicable)

	Annual consultant saving (B) = Days × % reduction × rate × 12
	DAYS PER MONTH
	% REDUCTION
	RATE PER DAY
	Typical range: 1–5 days/month for post-go-live support
	Conservative estimate: 50–70% of routine calls resolved internally
	Market range: €600–1,200/day depending on seniority and location
	This alone often covers training cost
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	Savings from faster internal issue resolution
	SF-related queries per week (current)
	Howmany times per weekdoes yourteamspend time searching for
	answers, waiting for support, or workarounding SF issues?

	Average time spent per query (hours)
	Fromproblemidentifiedtoresolution—including waiting time,
	escalation, workarounds

	Time reduction after training
	Trainedteamresolvesfamiliarissues significantly faster. Estimate
	conservatively.

	Average hourly cost of HR staff
	Fullyloadedcost(salary+overhead). Used to value time saved.

	Annual time saving (C) = Queries × hours × % saved × hourly cost × 52
	QUERIES PER WEEK
	HOURS PER QUERY
	% TIME SAVED
	COST PER HOUR
	Include: HR admin questions, manager approval issues, user queries
	Untrained teams: typically 2–4h. Trained: 20–40 min.
	Conservative: 60%. Most queries resolved without escalation.
	Example: €25–50/h depending on seniority and location
	Often underestimated — adds up quickly

	Additional savings to consider (estimate or leave blank)
	Error correction and data rework
	Costof fixing dataerrors, incorrectconfigurations, failed payroll runs.
	Trained teams make fewer errors.
	ANNUAL ESTIMATE


	Faster next module rollout
	Weekssaved×projectcostper week when your team already knows
	the platform
	ESTIMATED SAVING


	Total annual benefit = B + C + D + E
	Year 1
	ROI FORMULA
	Total annual benefit B + C + D + E
	Training investment A

	Payback period = Training investment (A) ÷ Monthly benefit [(B+C+D+E) ÷ 12]
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