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ABSTRACT 

Highlights: this article aims to identify and analyze the indicators of quality measurement 
used by the Corporate University of Banco do Brasil. 
Objective: to verify that these indicators contribute to leverage the education and 
knowledge essential to the corporate training system.
Methodology: an exploratory and documentary study developed through a systematic 
review of the literature to support the research until the year 2017.
Results: through the data referring to the indicators analyzed and measured in the case 
study, it was noticed that, although they have evolved to improve the way to disseminate 
the knowledge necessary to leverage competitive advantage, there is still no adequate 
method to measure the results of corporate universities due to the difficulties in the steps 
presented by Kirkipatrick and Return on investment (ROI).
Limitations of research: for the literature review, the study uses the following resources: 
material published in periodicals in the Scopus database, books, scientific articles; dis-
sertations; theses; networks, that is, material accessible to the general public and which 
provides analytical tools.
Practical implications: due to the fact that Banco do Brasil SA is a financial institution 
constituted by a mixed company, its net sales may be the result of its products and not 
necessarily the investment made in its employees.
Originality/Value: through a documental investigation, the study points out that there is 
a gap in the literature on the subject of performance evaluation in corporate universities.

Keywords: Corporative education; Corporate University; Performance indicators.
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1. INTRODUCTION

Organizations in general, both nationally and internatio-
nally, face endemic changes in the external environment in 
multiple dimensions1, which causes rapid changes in the in-
ternal environment. 

Organizational management systems need to be able 
to respond to changes at a rapid pace. The focus on chan-
ge makes the management of knowledge come to be seen 
as a decisive strategy to meet the current changes. Accor-
ding to Buogo et al. (2016), knowledge and information 
are the main assets of an organization, which turns them 
into a competitive advantage. Given the dependence that 
organizations have on these assets, they need to be ad-
dressed in a systematic and strategic way. Corporate edu-
cation has emerged, in this scenario, to structure organi-
zational knowledge, leading it to be used as a competitive 
advantage.

For Schröeder et al. (2011), when pure information alone 
does not guarantee success, it is necessary for the organiza-
tion to be able to lapse the information it receives by trans-
forming it into knowledge, so that, through the sharing of 
this knowledge, it is possible to achieve originality, greater 
competitive advantage and productive innovation.

Thus, to obtain survival in the corporate market, organiza-
tions need to develop a process of “creating” new knowled-
ge continuously: technical knowledge and human insight; 
explicit knowledge and tacit knowledge.

In this context emerges the corporate university, which 
should focus on continuous learning in order to anticipate 
the demands of the highly competitive labor market. 

Cappiello and Pedrini (2017) define that corporate uni-
versities have a hybrid nature, since they are institutions of 
higher education that act in the mold of a business unit. 

This exposes the question: through which performance 
indicators are the results measured?

The objective of this study was to perform an analysis 
of two models of performance evaluation indicators - Kir-
kipatrick and Return on investment (ROI) - used by corpora-
te universities, comparing the pertinent literature with the 
Corporate University of Branco do Brasil (UniBB).

1  The multiple dimensions cited include: the forms of competi-
tion; technological advances, demographic trends, globalization 
of markets; emergence of new industries; changes in the work-
force; supply chains, among others.

2. LITERATURE REVISION

2.1 Historic evolution

The first corporate university came into being in the Uni-
ted States in the 1950s, with the initiative of Jack Welch of 
General Electric in 1955, when creating the Crotonville Ma-
nagement Development Institute, but its diffusion took pla-
ce from the end of the 1980s (Ramos, 2008). In Brazil, in 
turn, they are more recent. Although they emerged in the 
early 1990s, it was only in the middle of that decade that it 
was possible to note their adoption by a larger number of 
companies. 

Corporate universities emerge from a perspective of sus-
taining competitive advantage and stimulating continuous 
learning and performance of human values and organiza-
tions (Meister, 1999), that is, to invest in the improvement 
of the employees and to guarantee excellence as the main 
organizational goal the (Borges, 2007).

According to Eboli (2004, p. 186), in Brazil, the tendency 
of organizations to establish such universities began with 
an increase in the perception by companies of the “need to 
renew their traditional training and development centers in 
order to contribute with effectiveness and success for the 
business strategy, adding value to the result of the business”.

According to Kelly et Oliveira (2014), through the educa-
tional apprenticeships offered through corporate universi-
ties, it is feasible to expand the skills and abilities necessary 
for a better performance of the activities.

2.2 From training to corporate university

Historically, following the organizational principles of 
Taylonism, in a world with relative stability greater than the 
present, the Training and Development Departments are 
organized through the reproduction of work and knowled-
ge, the only factors considered capable of guaranteeing the 
survival of the company. In this context, the main objectives 
of the programs were to develop specific skills, emphasizing 
individual needs, acting at the tactical level and without in-
teraction with the company’s strategic goals (Eboli, 2004).

According to Carvalho et al. (2014), constant changes and 
new technologies, with new methods and processes, make 
the training and development sectors partners and act on 
the sustainability of the organization.

Cruz et al. (2017) commented that, for a long time, orga-
nizations saw the area of human resources not as a partner, 
but as passive, although fundamental to the organization.
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Sudhakar et Basariya (2017) define training as the process 
of providing employees with unique skills or helping them to 
correct gaps in their performance. Development, in turn, is 
an effort to provide employees with the capabilities that the 
company will need in the future.

According to Silva (2008), the profile of the target audien-
ce of the training and development sectors is characterized 
as broad, not restricted to the internal public, which does 
not contemplate the qualification/capacity-building pers-
pective of corporate universities, which have a specific tar-
get audience that, even if it is formed by professionals from 
different sectors/areas, are aligned with the mission and va-
lues of the organization.

Meister (1999) presents differences between the old con-
cept of Training Department and those exercised after the 
creation of corporate universities, as shown in Table 1.

Table 1. Training and Development versus Business University

TRAINING DEPARTMENT BUSINESS UNIVERSITY

Conventional Training Business University Training

Reactive Active

Decentralized Centralized

Wide audience, limited depth Customized resumes for key 
positions

Taught in the classroom Taught in the classroom and 
by electronic means

80% tacit; 20% strategic 20% tacit; 80% strategic
Source: Meister (1999)

As observed, Meister (1999) characterizes the training 
and development in a corporate university as “active”, that 
is, the proposition of courses arises from the business stra-
tegy, anticipating to the demands; “centralized”, convergent 
to specific areas, and; aimed mainly at strategic/intangible 
knowledge.

Cislaghi et al. (2015) comment that developing the skills 
and competencies in the individuals of an organization can 
positively favor the strategic alignment of the organization.

Mzimela et Chikandiwa (2017) state that, with efficient 
training and development, organizations have a chance to 
gain competitive advantage in business units.

2.3 Corporate University Concepts

Table 2 presents the definition of corporate university by 
some authors.

It should be noted that the corporate model of organiza-
tional learning is not exempt from threats from the exter-
nal market, and can generate problems due to strategic and 
operational inadequacies, which lead to poor institutional 
acceptance by employees of the institutions sponsoring this 
model.

Silva et Sá (2017), after searching the literature for defi-
nitions of current corporate university models, found that 
there are currently seven guidelines that strengthen and 
structure corporate education: scope, interconnection, sta-
keholder recognition, technology, focus, level, and knowled-

Table 2. Concepts of corporate universities

Author Year Concept
Meister 1999 The corporate university is as follows: “a strategic umbrella to develop and educate employees, 

customers, suppliers, and community in order to fulfill the organization’s business strategies”. 

Alperstedt 2001 Conceptualizes the expression corporate university as:
the term “corporate” means that the university is tied to a corporation and that educational 

services are not its primary purpose; 
the term “university” should not be understood within the context of the higher education 

system, which designates student education and the development of research in various areas of 
knowledge, since “corporate university” offers specific instruction, always related to the business 

area of the organization itself.

Vianna 2003 It considers the concept of corporate university more consistent than the traditional of the trai-
ning and development department.

Eboli 2004 people development system guided by the management by competencies.

Scarso 2017 “They are specific educational arrangements that are established in companies to provide speci-
fic training to employees”

Silva e Sá 2017 “They are specific educational arrangements that are established in companies to provide speci-
fic training to employees”

Source: Prepared by the authors
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ge management. This perspecti ve is in line with the ideas 
of Meister (1999) and Eboli (2004), who consider corporate 
universiti es as a system of people development based on 
competence management.

2.4 Indicators of performance evaluation used by 
corporate universities

The Kirkpatrick Model

Donald Kirkpatrick (1994) proposed a system to gauge the 
specifi c value of training off ered by organizati ons, which has 
become one of the best known methods of outcome measu-
rement. The Kirkpatrick model proposes four measurement 
levels for training (Table 3).

Table 3. Adapted from Kirkpatrick (1998)

Kirkpatrick Model
Level 1 Reacti on Did the parti cipants like the program 

off ered?

Level 2 Learning What knowledge, skills, and other 
a�  tudes did the parti cipants acquire?

Level 3 Behavior As a result of the training program, 
did the parti cipants behave diff eren-

tly?

Level 4 Results Has the program aff ected results, such 
as costs, quality of work, producti on, 

and others?
Source: Palmeira, 2006, p. 15

The four levels evaluated, according to the Kirkpatrick me-
thod, are considered sequenti ally; therefore, each level has 
special importance; however, as these levels are reached, 
moving to the next, the process becomes more complex and 
acute, increasing the need for prioriti es and the ti me for its 
development. On the other hand, it provides valuable infor-
mati on every ti me it is applied (Ramos et al., 2016). 

Kovářová et Šimková (2014) consider that the Kirkpatrick 
Assessment Model is a unique approach to evidence-based 
learning, strengthening student sati sfacti on and enabling 
students to achieve learning outcomes.

For Hites et al. (2014), before applying the model pro-
posed by Kirkpatrick, it is necessary to understand the 
fundamental principles of each level and its applicati on to 
evaluate the results of the training. In this way, performance 
evaluati on should translate the alignment between organi-
zati onal strategy and people’s valuati on, so that users realize 
that the training acti vity adds value to the business.

Deodhar and Powdwal (2017) argue that if the organiza-
ti onal culture is not confi gured for behavioral transforma-
ti ons, parti cipants may not be able to apply what they have 
learned in the organizati on.

Guerci et al. (2010) suggest that much of the training as-
sessment focuses on a single interested party, the stakehol-
der, and this practi ce is strongly based on Kirkpatrick’s hie-
rarchical model. 

Return on investment (ROI)

Jack Phillips, in 1996, added another level to the Kirkpa-
trick model:

The Jack Phillips model emerged from the Kirkpa-
trick model rati ng scale. It was from Kirkpatrick’s 
4th level that Phillips realized that there was a 
possibility of adding one more level of evalua-
ti on that was complete and improved, and that 
would add great impact to the business of the 
organizati on (Andrade et Silva, 2010, p. 6).

Botchkarev et al. (2011) defi ne ROI as a performance 
measure that evaluates the eff ecti ve outcome of an invest-
ment, as shown in Figure 1.

Figure 1. Return on investment (ROI) Model
Source: Andrade et Silva (2010)

Andrade et Silva (2010) defi ne ROI as the return that the 
organizati on’s top management expects to receive from the 
training area, measuring the result of the investment in trai-
ning and development. 

For Paduam et. al. (2015), the ROI constructi on process is 
the fundamental point for the organizati on; however, each 
company can customize the method adapti ng it to its reality. 

ROI is a mathemati cal calculati on whose result can be ob-
tained by using the equati on represented below (Botchkarev 
et al., 2011): 
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3. METHODOLOGY

The present research had as methodological aspect the 
exploratory drawing and the documentary as predominant 
of its concepti on. The theoreti cal references on the metho-
dology used were searched in the works of the following au-
thors: Lakatos et Marconi (1992; 2002). 

The documentary research was carried out with the pu-
blic data available on the UniBB website, accessed in May 
2017. The purpose was to analyze the university’s evaluati on 
model as a strategy to att ract, train and develop people, as 
well as retenti on of their talents. 

For the literature review, the study used the following eli-
gibility criteria: material published unti l 2017 in journals in-
dexed in the Scopus database; books; scienti fi c arti cles; dis-
sertati ons; theses; and electronic networks, that is, material 
accessible to the general public and that provides analyti cal 
tools for any other type of research (Vergara, 2003).

With regard to documentary research, the theoreti cal-
-methodological basis of the study is carried out through 
research on the historical evoluti on of corporate universi-
ti es, diff erences between classic training and corporate uni-
versity, corporate university concepts, the evaluati on model 
advocated by Kirkparti k, ROI, and the criti cal analysis of the 
theoreti cal foundati on in comparison with the experience of 
UniBB.

The methodological fl ow proposed for this research is 
shown in Figure 2.

Figure 2. Evoluti on and constructi on of the research method

The experience of UniBB will be presented when trying to 
identi fy the performance indicators used by it.

4. ANALYSIS OF RESULTS 

The documentary research conducted led to the consul-
tati on on the organizati on Banco do Brasil S.A., where the 
corporate educati on is practi ced through UniBB. 

In the following items part of the story, the form adop-
ted to evaluate results, that is, the criterion used to measure 
their eff ecti veness will be presented. 

The data were collected on the organizati on’s website.

4.1 Monitoring and management indicators - Results of 
the UniBB

Although BB’s Corporate Educati on System has been in 
existence since 1965, its corporate university (UniBB) was 
created on July 11, 2002, with the purpose of conti nuing the 
evoluti on of this educati on to help its employees to improve 
their skills, to grow professionally and to collaborate to carry 
out the business (Banco do Brasil, 2017a).

The role of UniBB is: 

Develop human and professional excellence th-
rough the creati on of value in educati onal solu-
ti ons, contributi ng to the improvement of orga-
nizati onal performance and the strengthening 
of the insti tuti onal image of Banco do Brasil. To 
help its employees improve their talents, grow 
professionally and contribute to the business. 
Therefore, on a growing scale, Banco do Brasil 
has defi ned its strategic directi ons in line with 
the principles of socio-environmental responsi-
bility and, in parti cular, issues of diversity and 
accessibility as inalienable human rights, besi-
des factors that add up to the list of conditi ons 
essenti al to the opti mal functi oning of organiza-
ti onal life (Banco do Brasil, 2017a).

In its Web page, it is menti oned that UniBB has already 
won the following awards:

2nd place in the category Corporate University of the 
Year - Global at the 2016 Cubic Awards; Internati onal Award 
promoted by IQPC - Internati onal Quality and Producti vity 
Center in partnership with CLN - Corporate Learning Net-
working. The Cubic Awards (Corporate University Best-in-
-Class) is a world-class award recognizing the best practi ces 
and corporate educati on programs in the world (Banco do 
Brasil, 2017a). 

The awards received, recognizing their merits, are a re-
turn of the importance of the fundamental role played by 
UniBB.

Table 4 shows the number of hours spent in training in 
the period 2014-2016 at UniBB.
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Table 4 - Hours spent in training by the Corporate University of the 
Banco do Brasil in the period 2014-2016

Training 
mode

Total 
hours in 

2016

Average 
per em-
ployee 
in 2016

Average 
per em-
ployee 
in 2015

Avera-
ge per 
emplo-
yee in 
2014

Classroom 
training 889.736 8,85 10,34 11,07

Distance trai-
ning 6.123.624 60,86 67,13 65,57

In-service 
training 335.193 3,34 4,52 4,11

Total num-
ber of hours 
7.348.553

Average 
hours per 
employee 

73,05
Source: Banco do Brasil, 2017b

According to Guimarães (2008), it should be noted 
that the indicator of hours of training, when analyzed in 
isolation, reaches only the “effort” spent by the human 
resources sector, indicating that the latter worked much 
or little in terms of training. For better analysis it is there-
fore indispensable to evaluate the results of the training 
performed by some indicator that effectively measures 
the results.

According to the data obtained in its 2016 annual re-
port, available on its website (Banco do Brasil, 2017b), 
UniBB evaluates its overall return results: “adopting glo-
bal metrics to quantitatively measure the business bene-
fits of its human capital investment programs”, by means 
of Human Capital Value Added (HCVA) in training and 
development; ROI in human resources; Human Economic 
Value Added (HEVA); and net ROI with training and de-
velopment. 

The overall results of UniBB’s return are presented in 
Table 5.

Table 5 - Global Results of Return of the Corporate University 
of Banco do Brasil in 2015 and 2016

Global Return Results

Metric Calculation formula Result 
2015

Result 
2016

Human 
Capital Va-
lue Added 
in training 
and deve-
lopment 

(R$)

Gross Revenue - (Total Cost of 
the Company + Operational 

Expenses - Total Cost of Effecti-
ve Personnel) - Investment in T 
& D/Full Time Equivalent (FTE)

1197734 1101087

Return on 
invest-

ment - ROI 
(R$)

(Total revenue - (Total opera-
ting expenses - Total employee 

expenses)) / Total employee 
expenses

2,59 1,96

Human Economic Value Added 
(R$/ per employee)

Net Income - (Net worth x CDI Interest 
Rate) / Full Time Equivalent (FTE)

37954 -47987

Net ROI 
with trai-
ning and 
develop-

ment (R$)

Net Income - (Total Cost of the 
Company + Operational Ex-

penses - Total Cost of Effective 
Personnel) - Investment in T & 
D / (Total Cost of Effective Per-
sonnel - Investment in T & D)

2,62 1,97

Source: Banco do Brasil, 2017b

Analyzing Table 5, it can be seen that the result ob-
tained by the net ROI with training and development in 
the year 2016 was lower than the result presented in the 
year 2015.

Faber et al. (2002), comment that there are criticisms 
of the ROI performance evaluation model, since they are 
biased as to the results.

5. CONCLUSION

The research, developed and presented in this ma-
nuscript, brings the case of Banco do Brasil, based on 
its history and business development, as an example of 
contribution of management by competencies for the 
development of corporate education systems of organi-
zations. 

A corporate university is an increasingly necessary or-
ganizational space to provide professional training to its 
employees and, substantially, an instrument to effecti-
vely manage knowledge within an organization (Scarso, 
2017).

Banco do Brasil, in its trajectory, demonstrates that 
the management of professional competencies is an in-
dispensable activity and an essential input for the ade-
quate alignment of the training systems with the organi-
zational strategies. 

Thus, it can be said that the diagnosis and the evalua-
tion of competences offer the opportunity of convergen-
ce between employees and company, favoring the con-
tinued growth of human capital and the achievement of 
institutional objectives.
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The methodology used to measure Banco do Brasil’s 
results is centered on the model of net ROI with training 
and development, whose calculation indicated smaller 
values in 2016, when compared to those of 2015. 

It was also possible to see that the structuring of the 
Banco do Brasil’s human resources training and develop-
ment process, defining the policies, norms and procedu-
res for its operation, can effectively enable the training 
of employees and company.

In summary, the research made it possible to discern 
that one of the biggest challenges facing companies to-
day is to create effective indicators for measuring the re-
sults obtained with investments in training. 

The indicators used traditionally reflect only the inter-
nal reality and help little in the understanding of how 
much the business really benefited from the training. Be-
cause Banco do Brasil S.A. is a financial institution consti-
tuted by a mixed company, its net sales may be the result 
of its products and not necessarily the investment made 
in its employees.

Thus, the results of initiatives should take into account 
the evaluation of educational programs, the measure-
ment of internal and external results indicators and the 
use of technology to support the diffusion of knowledge 
in social networks.
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