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Measuring ROI in

Interactive Selling Skills

Retail Merchandise Company

This case was prepared to serve as a basis for discussion rather than to illustrate either effective or in -
effective administrative and management practices. All names, dates, places, and organizations have
been disguised at the request of the author or organization.
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C H A P T E R
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• Reaction and Planned Action
• Learning
• Application and Implementation
• Business Impact
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• ROI
• Intangible measures
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other strategies from the list of 10 approaches in the ROI process,
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• Store size, with the larger stores commanding a higher performance
level

• Store location, using a market variable of median household income
in the are where customers live

• Customer traffic levels, which measures the flow of traffic through the
store; this measure, originally developed for security purposes, pro-
vides an excellent indication of customer flow through the store

• Previous store performance, a good predictor of future performance; the
training and development staff collected six months of data for
weekly sles per associate to identify the two groups.
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• Action plan implementation
• Relevance of the program
• Use of skills
• Changes in work routine
• Linkage with department measures
• Other benefits
• Barriers
• Enablers
• Management support
• Suggestions for improvement
• Other comment
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1.  When a higher level evaluation is conducted, data must be
 collected at lower levels.

2.  When an evaluation is planned for a higher level, the previous
level of evaluation does not hae to be comprehensive.

3.  When collecting and analyzing data, use only the most credible
sources.

4.  When analyzing data, choose the most conservative among alter-
natives.
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5.  At least one method must be used to isolate the effects of the 
project or initiative.

6.  If no improvement data are available for a population or from a
specific source, it is assumed that little or no improvement has
occurred.

7.  Estimates of improvement should be adjusted for the potential
error of the estimate.

8.  Extreme data items and unsupported claims should not be used
in ROI calculations.

9.  Only the first year of benefits (annual) should be used in the
ROI analysis of short-term projects or initiatives.

10. Project or program costs should be fully loaded for ROI  analysis.
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Converting Data to a Monetary Value
To convert the business data to a monetary value, the training

and development staff had to address several issues. First, it is neces-
sary to convert the actual sales differences to a value-added data—in
this case, profits. The store level profit margin of 2 percent is multi-
plied by the difference or increase in sales. Table 5 shows the calcu-
lation, as the weekly sales per associate of $1,626 become a value-
added amount of $32.50. Because 46 participants were still on the job
in three months, the value-added amount gets multiplied by 46, for a
weekly total of $1,495.

Mention of 46 participants brings another guiding principle—
number six—into focus. That principle says, “If no improvement data
are available for a population or from a specific source, it is assumed
that little or no improvement has occurred.” This is a conservative
approach because the missing data is assumed to have no value. Two

$ $
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of the participants are no longer on the job and instead of tracking
what happened to them, this rule is used to exclude any contribution
from that group of two. However, the cost to train them would be
included, although their values are not included for contribution.

BCR  = $71,760  =  2.18______ 
$32,984
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In essence, this suggest that for every dollar invested, 2.18 dollars are
returned. When using the actual ROI formula, this value becomes:

ROI (%) =  $71,760 – $32,984  x  100  =  118%______________
$32,984

This ROI calculation is interpreted as follows: For every dollar
invested, a dollar is returned and another $1.18 is generated. The
ROI formula is consistent with ROI for other types of investment. It
is essentially earnings divided by investment. In this case, the ROI
exceeds the 50 percent target.

Intangibles
This program generated significant intangible benefits:

• Increased job satisfaction
• Improved teamwork
• Increased confidence
• Improved customer service
• Improved image with customers
• Greater involvement

Conclusions and Actions
Communication of Results

It was important to communicate the results of this evaluation to
the senior executives who requested a program, to the sales associ-
ates who were part of it, and to other personnel who were affected
by it. First, the senior executives need the information to make a
decision. In a face-to-face meeting, lasting approximately one hour,
the training and development staff presented all six types of data
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with the recommendation that the program be implemented
throughout the store chain. An executive summary and PowerPoint
slides were distributed.

The participants received a two-page summary of the data, show-
ing the results of the questionnaire and the business impact and ROI
achieved from the process. There was some debate about whether to
include the ROI in the summary, but eventually it was included in an
attempt to share more information with the participants.

The electronics department managers, the participants’ man-
agers, received the executive summary of the information and par-
ticipated in a conference call with the training and development
staff. This group needed to see the benefits of training since they
had no alter and rearrange schedules to cover the jobs while the par-
ticipants were in training.

Finally, the training staff received a detailed impact study
(approximately 100 pages), which was used as a learning document
to help them understand more about this type of evaluation. This
document became the historical record about the data collection
instruments and ROI analysis.

Action
As a result of the communication of the impact study, senior

executives decided to implement the program throughout the store
chain. For all six types of data, the results were very positive with a
very high ROI, significantly exceeding the target. The implementa-
tion proceeded with the senior executives’ request that the sales data
for the three target stores be captured for the remainder of the year
to see the actual one-year impact of the program. While the issue of
taking one year of data, based on a three-month snapshot, appears
to be conservative since the second- and third-year data are not used,
this provided some assurance that the data does indeed hold up for
the year. At the end of the year, the data actually exceeded the snap-
shot of performance in three months.

Lessons Learned
This evaluation provides some important insights into the ROI

process. In the past, the store chain evaluated pilot programs prima-
rily on Level 1 data (reactions from both the participants and their
managers), coupled with the sales presentation from the vendor.
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The ROI approach provides much more data to indicate the success
of training. In essence, companies can use Level 4 and 5 data for
making a funding decision instead of making a funding decision on
the basis of reaction data, Level 1.

From a statistical significance viewpoint, the small sample size
does not allow for making an inference about the other stores at a 95
percent confidence. In essence, due to the small sample size it is
impossible to say that the other stores would have the same results as
the three in question. A sample size of 200 stores would be needed
for statistical soundness. However, the economics of the evaluation
and the practicality of the pilot implementation drove the sample
size in this case, and in most other cases. No group of senior execu-
tives would suggest a sample size of 200 stores to see if the program
should be implemented in the other 220 stores. It is important to
note in the results that statistical inference cannot be made, but it is
also important to remember two points:

• The six types of data represent much more data than previously
used to evaluate these types of programs.

• Second, most managers do not take other funding decisions based
on data that has been collected, analyzed, and reported at a 95
percent confidence level.

Finally, another lesson was learned about this application of the
ROI process. This is a very simple case allowing for a control group
arrangement. Many other situations are not this simple, and other
methods of isolation have to be undertaken. Other studies, while
 feasible, are more complex and will require more resources.

Questions for Discussion
1. Are the data and results credible? Explain.
2. How should the results be communicated?
3. With such a small sample, how can the issue of statistical signifi-

cance be addressed?
4. The use of a control group arrangement is not possible in many

situations. How can other potential approaches be utilized?
Explain.

5. Would you implement this program in the other 417 stores?
Explain.
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