Measuring ROI in Training and Performance Improvement Programs
AGENDA

--
Overview of ROI Institute
-- Review current use of ROI as a process improvement tool  

--
Identify the key steps involved in the ROI methodology to measure training results and performance improvement programs
-- Practice calculations

Ron Drew Stone 
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values can be achieved with programs on:

values can be achieved with programs on:
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Leadership
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Supervisor training
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Technology implementation
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Sales training
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HR and change initiatives

. . . 100% to 700% ROI is not uncommon
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The Results

Consider your most important program (i.e., a strategic, expensive, high-profile project that attracts management attention).  Suppose you conducted an impact study to measure the success of the program.  You discovered that four months after completing the program, participants had:

· reacted very positively to the program and found it to be very relevant to their work;
· learned new skills and gained new information;
· utilized the skills and information routinely on the job, although they had some difficulty in a few areas;
· improved several important work unit measures, with some measures improving as much as 30% due to the training; and
· achieved an impressive 85% return on investment
Questions for discussion:

1.
How would this type of data be beneficial for you?

2.
If the above items were negative, what would it mean for you?

	ROI in training is a fast growing metric . . . 78% of companies have ROI on their wish list.

Source: Corporate Leadership Council 2002
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•

ROI is the ultimate level of evaluation

•

ROI is a concept familiar to most managers

•

ROI has a rich history of application

•

Many top executives are requiring ROI 

information 

The ROI issue cannot be ignored!
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ROI Quiz

True or False?   Please choose the answer you feel is most correct


T     F


1.
The ROI methodology generates just one data item, expressed as a %.
(   (

2.
A program with monetary benefits of $200,000 and costs of $100,000 




translates into a 200% ROI. 
(   (

3.
The ROI methodology is a tool to strengthen/improve the learning/




performance improvement process. 
(   (

4.
After reviewing a detailed ROI impact study, senior executives will 




usually require ROI studies on all programs. 
(   (

5.
ROI impact studies should be conducted very selectively, usually involving 




5-10% of programs. 
(   (

6.
It is always possible to isolate the effects of learning. 
(   (

7.
A program costing $100 per participant, designed to teach basic skills



 with job related software, is an ideal program for an ROI impact study. 
(   (

8.
Data can always be converted to monetary value. 
(   (

9.
The ROI methodology contains too many complicated formulas. 
(   (

10.
The ROI methodology can be implemented for about 3-5% of my 



learning/development budget. 
(   (

11.
ROI is not future oriented; it only reflects past performance. 
(   (

12.
ROI is not possible for soft skills programs. 
(   (

13.
If an ROI impact study, conducted on an existing program, shows a 



negative ROI, the client is usually already aware of the program’s                       (   ( weaknesses. 



14.
The best time to consider an ROI evaluation is three months after the



the program is completed. 
(   (

15.
The ROI methodology is a process improvement tool and not a 



performance evaluation tool for the learning/development staff. 
(   (

16.
If senior executives are not asking for ROI, there is no need to pursue 



the ROI methodology. 
(   (
Scoring and Interpretation
Score one point for each correct response

Number

Correct
Interpretation
14-16
You must be an ROI consultant

11-13
You could be a speaker at the next ROI Conference 

8-10
You need a copy of a thick ROI book 

5-7
You need to attend the ASTD two-day ROI workshop

1-4
You need to attend the ROI certification 

Levels of Evaluation for Training and Performance Solutions
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When looking for evidence of accountability in business solutions, the question of what to evaluate is crucial to an organization’s evaluation strategy.  Probably the most well known framework for classifying evaluation is to use different levels to determine the type of data to be collected.  The following framework is based on the work of Donald L. Kirkpatrick with modifications by Jack J. Phillips.

Level 1:  Reaction and Planned Action.  Reaction is defined as what the target population thinks of the program or project.  Reaction can be an important factor in adjusting or refining the performance solution.  Planned action adds another dimension that shows how the population intends to implement a new requirement, program or process, or how they will utilize the capability of new technology.  Also, the process of identifying planned action enhances the transfer of the business solution to the work setting and the internalization of change.

Level 2: Learning.  A favorable reaction does not necessarily mean that learning or change will occur.  A Level 2 evaluation measures the extent to which principles, facts, processes, procedures, techniques, and skills have been learned.  It is more difficult to measure than reaction.  The measures address quantifiable indicators of how new requirements are learned.  

Level 3:  Job Application/Implementation.  Superior learning achievement during a program introduction or implementation does not always result in improved performance or changed behavior on the job.  A Level 3 evaluation measures on-the-job behavior change after the business solution or program has been implemented.  This demonstrated a continuation of the learning process. The focus is on execution in the actual performance setting.
Level 4: Business Impact.  On-the-job behavior change may not produce a business impact.  A business solution is usually initiated because one or more business measures are below expectation, or due to a new requirement to improve or sustain business measures based on new or redesigned processes, or because external factors threaten an organization’s ability to perform and meet goals.  A Level 4 evaluation determines the business solution’s success in improving business performance under either of these scenarios. Typical objective measures include costs savings, output increases, time savings or quality improvements.  Typical subjective measures (equally important as objective measures) include customer satisfaction, employee satisfaction, customer retention, response time to customers, etc.  Level 4 evaluation always involves linking the outcomes of the business solution to the appropriate business measures.  It involves collecting data before and after the implementation of the business solution and analyzing the business performance improvement.

Level 5:  Return on Investment.  An improvement in a business impact measure from a business solution may not produce a positive ROI.  The ultimate level of evaluation is a comparison of the monetary benefits of the business solution with the cost of the business solution.  This shows the true value of the program in terms of its contribution to an organization’s objectives.  It is presented as an ROI value or cost benefit ratio.
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The ROI Process collects and 

reports six types of data:

reports six types of data:

•

Reaction, Satisfaction, and Planned Actions

•

Learning

•

Application and Implementation

•

Business Impact

•

Return on Investment

•

Intangible Measures

…

.and includes a technique to isolate the effects of 

the project or solution.

The Potential Magnitude of an ROI
[image: image38.wmf]The use of the ROI process 

is impressive

•

Process refined over a 20

-

year period

•

Thousands of impact studies conducted each year

•

100 case studies published

•

2,000 individuals certified to implement the ROI Process

•

15 books developed to support the process

•

500
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member professional ROI network formed to share 

information

•

ROI Process adopted by hundreds of organizations in 

manufacturing, service, non
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profit, and government settings in 

40 countries
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[image: image41.wmf]Evaluation Levels Defined
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•
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Payoff of the ROI Methodology
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Use of a control group arrangement (35%)

•

Trend line analysis of performance data (15%)

•

Use of forecasting methods of performance data (5%)

•

Participant

’

s estimate of program impact (50%)

•

Supervisor

’
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•

Management

’
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Subordinate
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Calculating ROI Example

Calculating ROI Example

BCR =

ROI  =

= ???

X 100

= ???
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evaluation

evaluation

•

Expected life cycle of the program/project

•

The importance of the program/project in 

meeting the organization

’

s goals

•

Cost of the program/project

•

Visibility of the program/project

•

The size of the target audience

•

Extent of management interest
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Improve the design and implementation 

processes

•

Identify inefficient programs that need to 

be redesigned or eliminated

•

Identify successful programs that can 

be implemented in other areas

•

Identify barriers and enablers to 

performance 

Payoff of the ROI Methodology
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The ROI process is appropriate for 

all types of interventions
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all types of interventions
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	Which method(s) are best to collect our data? Who is doing what and when are they doing it? Are Business results being influenced? If they are not doing it, why not?
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	If the business measures are improving, WHY are they improving? Is it the training? ……….are their other factors influencing the results?              Which methods are best to isolate the effects?
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•

Converting output to contribution 

-

standard value

•

Converting the cost of quality 

-

standard value

•
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•
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	Which methods are best to convert to a monetary value? Monetary benefits are one way of expressing outcomes. Is it possible to convert the L-4 results to a monetary value? Can we do this with credibility?
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•

Increased Job Satisfaction

•

Increased Organizational Commitment

•

Improved Teamwork

•

Improved Customer Service

•
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Other ___________________________


	Intangible benefits are a different way of expressing outcomes. Is it possible to convince stakeholders of the contribution of intangibles? Can we do this with credibility?
________________________________________________________________________________________________________________________________________________________________________________________________


	 
[image: image18] 
	Would you include all these costs?
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	The choice is yours. And so are the consequences!
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•

Set the value as with other investments, 

e.g. 15%

•

Set slightly above other investments, 

e.g. 25%

•

Set at break even 

-

0%

•

Set at client expectations
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Exercise: ROI Calculation
You are a member of the Training Department evaluation team.  The final session of an extensive Leadership Development program was delivered in your company four months ago.  The 30 participants were asked to provide follow-up improvement data four months after the program through a follow-up questionnaire.  You have just finished collecting and analyzing their data. 
A series of questions on the questionnaire asked participants to provide their results, how they were achieved, and the monetary value of the results. Monetary results were achieved by 18 participants ranging from direct cost savings to quality improvements with several work processes.  The monetary benefits ranged from a low of $2,000 annually to a high of $310,000 annually. The total annualized monetary benefits from the 18 participants are $2,200,000 (including the above) before isolating the effects. Following this series of questions about results on the questionnaire, question # 9 below was presented asking participants to isolate the effects (For purposes of this class exercise, the answers to the isolation factor have been consolidated in the right column).
Your Task:  Using the consolidated results shown below which includes the average isolation factor of 30% reported by the participants, calculate the total annualized benefits attributable to the Leadership Program and calculate the ROI.  The fully loaded cost of the Leadership program is $500,000. 

Question # 9. Many factors often contribute to performance improvement.  In addition to the Leadership Development program, some of the other potential factors are identified below. Look at the factors and estimate what percentage you attribute to each toward the improvements you reported above. If you feel that some of the factors had no influence, then do not assign them a percentage. The total of all selected items must equal 100 percent.
	Please select the items that you feel are appropriate by 

writing in your estimated percentages as they apply.
	Write in the percentage attributed to appropriate items:

	A) Mentor guidance and support

	25 %

	B) Leadership Development Program

	30 %

	C) Coaching by immediate supervisor

	20 %

	D) Incentives for cost-savings recommendations

	 5 %

	E) Implementation of Self-Learning plan

	 15 %

	F)   Other: ______________________________________ 

                                     please specify
	  5 %

	Total of all selected items must = 100 percent
	Total   100 %


Your Answer: Total monetary benefits attributable to Leadership program = $___________ 

ROI = _______%
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Scenario: Forecasting
Let’s walk through this one together.

A training project is to be implemented at an estimated cost of $200,000 for 60 employees (knowledge workers). The sponsor wants to know if we will break even or what ROI to expect.

Questions to answer in order to forecast the ROI:

Q1. What business measures will be impacted?

Q2. What is the status of the measures now?
Q3. What will the participants do to influence the measures?
Q4. How much do we expect the participants’ implementation to influence the measures during the first year?   How many units of improvement will that be? Eg.; If we are trying to influence time-savings, one unit of time-savings is one hour. How many hours will be saved during the first year? 
Q5. What is the monetary value of one unit of measure? Eg.; For time-savings, hourly wages plus benefits can be used for the value.

In order to break even, the annual value of our monetary benefits must ____________________
Cost = $200,000.  Benefits = $_____________

Q1. Assume we believe our project can influence only one measure (time-savings). 
Q2. How much time is being wasted now? ______________hours

Q3/4. How much time do we believe the participants will save as they implement the training in the job setting? ____________hours per person (per day, or per week, or per month)
Q5. One hour of time is valued at $28 per hour (average hourly salary of our knowledge workers).  The HR department tells us that the employee benefits are 30% of salaries.

$28 x 0.3 = $8.40    The total unit value is $36.40 per hour to use as a basis for time-savings.         

Total time saved and reinvested into productive tasks? _________hours x $36.40 = total benefits.
· Need 5495 hours saved and reinvested in order to break even.  <$200,000 ( $36.40 = 5495>
· 5495 = average of 92 hours per person during first year (7.6 hrs per month). <5495 ( 60 = 92>

· This is 5% per person based on 230 days worked per year. 230 x 8 = 1840 hrs per year worked
· 92 hours is 5% of 1840 hrs.
At a cost of $200,000, the 60 participants must save an average of 7.6 hrs per month in order to break even on our investment.
__________________________________________________________________________________________________________________________
__________________________________________________________________________________________________________________________
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ROI Best Practices
1. The ROI methodology is implemented as a process improvement tool and not a performance evaluation tool for the learning/development staff.
2. ROI impact studies are conducted very selectively, usually involving 5-10% of programs.
3. A variety of data collection methods are used in ROI analysis.
4. For a specific ROI evaluation, the effects of learning/development are isolated from other influences.
5. Business impact data are converted to monetary values.
6. ROI evaluation targets are developed, showing the percent of programs evaluated at each level.
7. The ROI methodology generates a micro level scorecard.
8. ROI methodology data are being integrated to create a macro scorecard for the learning/ development function
9. The ROI methodology is being implemented for about 3-5% of the learning/development budget.
10. ROI forecasting is being implemented routinely.
11. The ROI methodology is used as a tool to strengthen/improve the learning/performance improvement process.
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[image: image30.wmf]Key Implementation Actions

•

Determine / establish responsibilities

•

Develop skills / knowledge with ROI

•

Develop transition / implementation plan

•

Conduct ROI studies

•

Prepare / revise evaluation policy / procedures / 

guidelines

•

Train / brief managers on the ROI Process

•

Communicate progress / results
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	Cost-Saving Approaches to ROI

	· Plan for evaluation early in the intervention process

· Build evaluation into the intervention process

· Share the responsibilities for evaluation

· Require participants/end-users to conduct major steps

· Use short-cut methods for major steps
	· Use sampling to select most appropriate programs/projects for ROI analysis

· Use estimates in the collection and analysis of data (from the right sources)
· Develop internal capability to implement the ROI process

· Streamline the reporting process

· Utilize web-based software to reduce time
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•

ROI information is desired by clients/ 

executives

•

The ROI process provides a balanced, 

credible approach with six types of data

•

All types of organizations are routinely using 

the ROI process

•

The ROI process can be implemented without 

draining resources

•

The ROI process is a long

-

term goal for many 

organizations.
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Sample List of Published ROI Studies

	Measuring the ROI:
	Key Impact Measures:
	ROI

	Performance Management (Restaurant Chain)
	A variety of measures, such as productivity, quality, time, costs, turnover, and absenteeism
	298%1

	Process Improvement Team (Apple Computer)
	Productivity and labor efficiency
	182%1

	Skill-Based Pay (Construction Materials Firm)
	Labor costs, turnover, absenteeism
	805%2

	Sexual Harassment Prevention (Health Care Chain)
	Complaints, turnover, absenteeism, job satisfaction
	1052%2

	Safety Incentive Plan (Steel Company)
	Accident frequency rate, accident severity rates
	379%2

	Diversity (Nextel Communications)
	Retention, employee satisfaction
	163%6

	Retention Improvement (Financial Services)
	Turnover, staffing levels, employee satisfaction
	258%3

	Absenteeism Control/Reduction Program (Major City)
	Absenteeism, customer satisfaction
	882%2

	Stress Management Program (Electric Utility)
	Medical costs, turnover, absenteeism
	320%2

	Executive Leadership Development (Financial)
	Team projects, individual projects, retention
	62%2

	E-Learning (Petroleum)
	Sales
	206%2

	Internal Graduate Degree Program (Federal Agency)
	Retention, individual graduate projects
	153%4

	Executive Coaching (Nortel Networks)
	Several measures, including productivity, quality, cost control, and product development time
	788%5

	Competency Development (Veteran’s Health Administration)
	Time savings, work quality, faster response
	159%4

	First Level Leadership Development (Auto Rental Company)
	Various measures – at least two per manager
	105%7


Additional Resources
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· Origin/Development

· The ROI Methodology™ was developed by Dr. Jack J. Phillips in the 1970s, refined through application and use in the 1980s, and implemented globally during the 1990s.

· First impact study  – 1973, Measuring the ROI in a Cooperative Education Program, for Lockheed-Martin

· First public presentation on the methodology – 1978, ASTD Regional Conference

· First book published to include methodology – 1983, Handbook of Training Evaluation and Measurement Methods, Gulf Publishing

· First one-day public workshop –1991, Birmingham, Alabama

· First two-day public workshop –1992, Johannesburg, South Africa

· First case study book published – 1994, Measuring Return on Investment, ASTD

· First public certification workshop –1995, Nashville, Tennessee

· ROI Network organized - 1996

· First ROI Network Conference –1997, New Orleans, Louisiana

· First ROI in Government Conference – 2003, Gulfport, Mississippi, Co-sponsored by the University of Southern Mississippi

Use

· Over 2,000 organizations are using the ROI methodology, through planned implementation.

· 1,200 organizations have formally implemented the methodology through ROI Certification™ conducted by the ROI Institute. 

· At least 5,000 impact studies are conducted annually in learning and development and human resources.

· At least 200 public sector governmental units are using the methodology.

· ROI implementation was first pursued in manufacturing, then moved to service, healthcare, non-profits, governments, and is now in educational systems.

Applications

Typical Applications Include:

	· Apprenticeship Programs

· Career Management Programs

· Competency Systems

· Diversity Programs

· E-Learning

· Executive Coaching
· Information Assurance
	· Management Development

· Gain Sharing Programs

· Leadership

· Organization Development

· Orientation Systems

· Recruiting Strategies
	· Safety & Health Programs

· Self-Directed Teams 

· Skill-Based/Knowledge-Based Compensation

· Technology Implementation

· Total Quality Management

· Wellness/Fitness Initiatives


Articles and Publicity

· Over 60 articles have been published on the ROI methodology in major publications in 20 countries.

· The ROI methodology has been a cover story on at least 15 publications, magazines, and journals.

· At least 50 interviews in major global business and professional publications.
· Over 25 radio and TV interviews in different countries.
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Books

· Fifteen books have been published on the ROI methodology and its application 

· Primary reference – Return on Investment in Training and Performance Improvement Projects, 2nd Edition, Jack J. Phillips, Butterworth-Heinemann, Woburn, MA, 2003 (originally published in 1997)

· Award winning book – Bottomline on ROI, Patti P. Phillips, CEP Press, Atlanta, GA, 2002 (received ISPI award)

Case Studies

· Over 100 case studies published in books, journals, and industry publications

· Four-volume set published by ASTD in 1994, 1997, 2001, and 2005

· First public sector case study book – 2002, published jointly by the International Personnel and Management Association and the American Society for Training and Development

· International case studies under development in 12 countries

Workshops

· Approximately 200 one-day workshops conducted with over 8,000 participants

· Approximately 500 two-day workshops conducted with more than 15,000 specialists and managers attending (offered in almost every major international city)

· Routine schedules of one- and two-day workshops offered by ASTD (www.ASTD.org)

ROI Certification™
· Five-day workshop plus post workshop work product leads to certification on the implementation of ROI

· Over 2,000 individuals have attended certification, representing over 1,200 organizations in at least 45 countries

· Certifications offered routinely about 25 times per year both internally and publicly by the ROI Institute (www.roiinstitute.net)

Global Implementation 

· First implementation of the ROI methodology outside the USA – 1992, South Africa

· Implementation is accomplished through partners in various countries

· Implementation is currently occurring in 40 countries, with additional planned in other countries

· Books published in 25 languages

· Ten international case study books in development or in the planning stages

ROI Institute

The ROI Institute is a benchmarking, research, information sharing organization that provides consulting services, workshops, and certification in the ROI methodology.  The ROI Institute is the only organization that promotes, supports, and refines the ROI methodology developed by Jack Phillips.  Dr. Patti P. Phillips serves as President and CEO of the ROI Institute.
Website

www.roiinstitute.net 
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The ROI Institute, Inc.

Overview

The ROI Institute, Inc. is a research, benchmarking, and consulting organization that provides workshops, publications, and consulting services on the ROI Methodology™.  The ROI Methodology, developed by Dr. Jack Phillips, is a comprehensive step-by-step process used to assess, measure, and evaluate training, performance improvement, human resources, quality, technology, and meetings and events.  The ROI Institute is the only organization that supports, updates, refines, and distributes information and provides services on the ROI Methodology. Dr. Jack Phillips serves as Chairman of the ROI Institute.  Dr. Patti Phillips serves as President and CEO.  Ron Stone serves as Senior Vice President.

Workshops

The ROI Institute offers a variety of custom-designed and standard workshops on measurement and evaluation, ROI, performance analysis, and other accountability related topics.  Standard one- and two-day workshops on ROI are offered routinely.  Workshops usually range from one day to five days.  

ROI Certification
ROI Certification™, originally offered publicly in 1995, develops the capability to implement the ROI Methodology in an organization.  The target audiences for ROI Certification include learning and development professionals, human resources professionals, change management and consulting professionals, and others who desire  additional accountability to support and improve their processes, programs, and projects.  Certification in the ROI Methodology is achieved in a one week workshop with pre-work prior to attending the workshop and post-work activities including two work products that must be submitted for verification.  ROI Certification is offered both publicly and internally and can be customized to the client’s needs.   

Research

The ROI Institute supports, funds, and participates in a variety of research projects aimed at increasing the scope, application, and practice of assessment, measurement, and evaluation.  The emphasis of much of the research is on the use and sustainability of the ROI Methodology.  Patti Phillips leads the research effort.

Benchmarking

The ROI Institute conducts benchmarking studies with the users of the ROI Methodology.  Benchmarking data attempts to understand the application, benefits, and barriers to utilizing the ROI Methodology.  Patti Phillips leads the benchmarking effort.

Membership
While some information from the ROI Institute is readily available to the general public, other information and opportunities are available only for members.  To obtain membership an individual must participate in the ROI Certification.  Members are provided with a wide variety of tools, templates, success stories, and case studies as well as an opportunity to benchmark with other members.  The Institute has over 2,000 members.   
Publishing
The ROI Institute has agreements with a variety of publishers to document and distribute information about assessment, measurement, and evaluation.  Three series are edited by the ROI Institute and Dr. Jack Phillips.  One series, In Action, is published by the American Society for Training and Development which now has thirty publications in the series.  This series focuses on human resource development in action.  The 31st issue, Measuring Return on Investment, Volume 4, will be published in 2005. 

Another series, Improving Human Performance, is published by Butterworth Heinemann, an imprint of Elsevier Science, Oxford.  To date, over thirty titles have been published in the series, including Return on Investment, 2nd Edition.  

Another series, Measurement in Action, is published by CEP Press.  This series has just been initiated, but will contain 30 to 40 titles.  The first book in the series, The Bottomline on ROI authored by Patti Phillips, won the 2003 International Society for Performance Improvement Award of Excellence.

Additional books and publishing arrangements have been made with McGraw-Hill, AMACOM, The Society for Human Resource Management, Jossey-Bass, and Crisp Publications.    Contact Margaret Marston for additional information on publications.

Associates
The ROI Institute has several associates in the USA who provide consulting and facilitation in the products and services of the ROI Institute.  These associates have all been certified in the ROI Methodology and are available to provide consulting services, support, and assistance within their particular areas of expertise.  Ron Stone coordinates the work of USA associates.

ASTD Partnership
The ROI Institute has a partnership with the American Society for Training and Development whereby ASTD offers one and two day workshops on ROI.  ASTD has exclusive rights to these public workshops in the USA until 2009.  The ROI Institute provides the faculty for these workshops.  Ron Stone serves as faculty coordinator.


Southern Mississippi Partnership
The ROI Institute supports The University of Southern Mississippi in accountability projects and programs with a special focus on the public sector. Through the Jack and Patti Phillips Workplace Learning and Performance Center at The University of Southern Mississippi, a variety of workshops, conferences, symposia, consulting services, and research are offered to academia, the public sector, and industry.  Patti Phillips coordinates the partnership with Southern Mississippi.

Technology Partnership
KnowledgeAdvisors develops technology to support ROI Institute processes and services.  KnowledgeAdvisors has developed special software, available on a subscription basis, to reduce the amount of time necessary to implement the ROI Methodology and other measurement strategies.  Patti Phillips coordinates the technology partnership.

Global Partners
In addition to domestic USA partners and associates, several global partners are in place delivering services to over 30 countries.  Our partners cover the following countries:  Canada, Mexico, Puerto Rico and the Caribbean, Brazil, Argentina, Chile, Peru, Panama, Ireland, England, Scotland, Italy, Belgium, Luxembourg, the Netherlands, Austria, Germany, Switzerland, France, Norway, Denmark, Sweden, Kuwait, Egypt, South Africa, New Zealand, Australia, Indonesia, Singapore, Malaysia, South Korea, Japan, China, and India.  Contact Jack Phillips for information on global partnerships.
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Number of Employees Involved


Total Hours of Involvement (contact hours)


Hours Per Employee


Training investment as a Percent of Payroll


Cost Per Participant





Percent of Programs Evaluated at this Level


Ratings on 7 Items vs. Target


Percent with Action Plans


Percent with ROI Forecast
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Types of Measurements


Self Assessment Ratings on 3 Items vs. Targets


Pre/Post – Average Differences
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Percent of Action Plans Complete


Barriers (List of Top Ten)
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Management Support Profile
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Macro Scorecard: Seven Categories of Data





A systematic and comprehensive performance based process that provides six types of measures (financial and non-financial)





The ROI Process
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Identify Intangibles
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 quantitative   
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 results? 
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What did people do? 


What is the outcome? 


What were the barriers? 


What were the enablers?  





What happened?


How do the participants feel, about it?


What did they gain?
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A systematic and comprehensive performance based process that provides 


six types of measures (financial and non-financial)





Develop Evaluation Plans and Baseline Data





The ROI Process





Collect Data During Solution  Implementation





L-1 Satisfaction


    	Reaction





Collect Data After Solution Implementation





DATA COLLECTION
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L-2 Learning





Why this solution? What is the context?


What are the objectives of this solution?


Who are the stakeholders? What is their end-in-mind?


What are the measures and their status now? What are people doing/not doing?


Cost of problem? Root cause? Gap?


Is this the right solution?


What factors will influence results? 


Can we forecast what will happen?


Will this solution really work?             
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L-5 ROI
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Purpose of evaluating this solution?


What is our evaluation strategy?








Performance Improvement Programs, Organization


Change Initiatives, Training and Education Programs, Human Resource


Programs, Technology Initiatives, Organization Development Initiatives
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Potential Intangible Benefits

		Increased Job Satisfaction

		Increased Organizational Commitment

		Improved Teamwork

		Improved Customer Service

		Reduced Complaints

		Reduced Conflicts

		Reduced Stress

		Other ___________________________
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Key Implementation Actions

		Determine / establish responsibilities

		Develop skills / knowledge with ROI

		Develop transition / implementation plan

		Conduct ROI studies

		Prepare / revise evaluation policy / procedures / guidelines

		Train / brief managers on the ROI Process

		Communicate progress / results
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What Happens if We Do Nothing?	

		Budget?

		Influence?

		Support?

		Other Issues?
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Building a Scorecard	

		Provides macro-level perspective of success

		Serves as a brief report versus detailed study

		Shows connection of training’s contribution to business objectives

		Integrates various types of data

		Demonstrates alignment between programs, strategic objectives, and operating goals
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ROI Reality	

		ROI information is desired by clients/ executives

		The ROI process provides a balanced, credible approach with six types of data

		All types of organizations are routinely using the ROI process

		The ROI process can be implemented without draining resources

		The ROI process is a long-term goal for many organizations.
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Recommended Targets



Level 1 - Reaction

Level 2 - Learning

Level 3 - Application

Level 4 – Business Impact

Level 5 - ROI

100%*

60%

30%

10%

5%

*Percent of programs evaluated at this level
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ROI Target Options

		Set the value as with other investments, e.g. 15%

		Set slightly above other investments, e.g. 25%

		Set at break even - 0%

		Set at client expectations
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Micro Level Scorecard
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Defining the 

Return on Investment

  Benefits/			Program Benefits

  Cost 	  =	

  Ratio			  Program Costs



			       Net Program Benefits

  ROI		  =					

			           Program Costs
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Who is Using the ROI Process?

		Allstate Insurance

		Amazon.com

		Apple Computer

		AT&T

		Bristol-Myers Squibb

		Coca Cola

		Dell Computers

		Deloitte & Touche

		Delta Airlines

		DHL Worldwide Express

		Federal Express

		General Motors

		Georgia Pacific

		Hewlett Packard



		Hilton Hotels

		Home Depot

		Intel

		Lockheed Martin

		Motorola

		NCR

		Nextel

		Olive Garden Restaurant

		PricewaterhouseCoopers

		Shell Oil

		Singapore Airlines

		TD Bank

		Verizon Communications

		Wachovia Bank
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Converting Data to 

Monetary Values

		Converting output to contribution - standard value

		Converting the cost of quality - standard value

		Converting employee’s time

		Using historical costs

		Using internal and external experts

		Using data from external databases

		Linking with other measures

		Using participants’ estimates

		Using supervisors’ and managers’ estimates

		Using staff estimates
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Why ROI?

		ROI is the ultimate level of evaluation

		ROI is a concept familiar to most managers

		ROI has a rich history of application

		Many top executives are requiring ROI information 



		

			The ROI issue cannot be ignored!








