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Determining the Impact of Silver Brook Programs
Approach Snapshot 
For over 15 years we have been assisting organizations in assessing return on investment in non-traditional applications.  Our major service is conducting impact studies for programs in all economic sectors and industries.   A comprehensive impact study is best suited are for programs that are typically high profile, expensive, strategic, controversial, or highly visible.  

In conducting a study, we track the intended and unintended consequences of the program.  Barriers to success and the factors that enabled success are uncovered as well. When we conduct a study, we aim to make it the most credible and efficient study possible. Our commitment to quality is captured in the steps described on pages 4 -7. 

ROI Institute

ROI Institute was founded in 1992 as a service driven organization which strives to assist professionals in improving programs and processes through the use of the ROI Methodology developed by Dr. Jack Phillips. With over 50 years of combined experience in measuring and evaluating training, human resources, technology and quality programs and initiatives, founders Jack J. Phillips, Ph.D. and Patti P. Phillips, Ph.D. are the leading experts in the use of return on investment (ROI) in non-traditional applications. Through their organization they regularly conduct impact studies, facilitate ROI workshops and provide consulting services.  The ROI Institute continues to be the industry leader in measurement and evaluation, applying the ROI Methodology in 18 different fields in more than 40 countries through 100 ROI consultants.
Principal Contact
XXX
Phone: 205.678.8101

Fax: 205.678.8102

Email: XX
ROI Methodology

The ROI Methodology is a simple and logical, yet comprehensive, process.  It can be implemented within almost any budget and resource constraints.  It can radically improve the effectiveness of the XXX programs and related performance improvement functions.  For XXX clients to be ahead of the curve in regards to measuring impact and ROI in a systematic way is a clear competitive advantage.  The payoff of this methodology is tremendous.  It is being used routinely in organizations to:
· Justify particular training and development programs and learning initiatives – even before they are initiated.

· Show the direct bottom-line contribution of major, significant programs and projects.

· Enhance accountability and ability to continuously improve programs.

· Build support needed for resource allocations and investment.

· Increase the overall effectiveness of all efforts as they become more results focused.

· Position the applicable function as a strategic partner in delivering value to the organization. 

The model itself is logical, rational, and systematic. For each step, many options are explored to decide on the specific approach for evaluating a program or change initiative.  Figure 1 shows this model.  Three parts of the model are crucial.  First, collecting post-program data is critical to obtain the necessary quantity of data and quality of data.  Second, the methods used to isolate the effects of the program are critical and are always a part of the process.  Third, the methods to convert data to monetary value represent some of the most disciplined, progressive, and credible processes available. 
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Figure 1. The ROI Process Model
Impact Study Overview

ROI Institute’s steps and guidelines ensure that we provide you with the best impact studies possible. Again, it is our primary service and we strive to provide our clients with the most comprehensive, sound and effective approach. 
Data Collection

It is important to uncover all of the data that has been influenced, enhanced, or driven by the project. We will seek both the positive and negative consequences. Within the scope and budget of the study we will exhaust all sources and methods to obtain the best set of data possible to show the value of the project or program. The following data sets will be collected:
1) Reaction

2) Learning

3) Application

4) Impact

5) ROI

6) Intangible Benefits

Guiding Principles

Every valid process must have standards and the ROI Methodology rests on 12 standards called guiding principles.  These principles are described in Figure 2.  These principles provide the direction and guidance to build a credible study.  They represent a conservative approach to data collection, analysis, and reporting.  Also, they help conserve resources needed for this effort.

	Guiding Principles

	1. When conducting a higher-level evaluation, collect data at lower levels.

2. When planning a higher-level evaluation, the previous level of evaluation is not required to be comprehensive.

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

4. When analyzing data, select the most conservative alternative for calculations.

5. Use at least one method to isolate the effects of a project.

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

7. Adjust estimates of improvement for potential errors of estimation.

8. Avoid use of extreme data items and unsupported claims when calculating ROI.

9. Use only the first year of annual benefits in ROI analysis of short-term solutions.

10. Fully load all costs of a solution, project, or program when analyzing ROI.

11. Intangible measures are defined as measures that are purposely not converted to monetary values.

12. Communicate the results of ROI Methodology to all key stakeholders.


Figure 2. Guiding Principles

Communication During Projects

We will communicate regularly with all stakeholders. Conducting a study can potentially create anxiety and frustration among the stakeholders. We keep everyone informed and involved to the extent necessary. We insist on involvement, commitment, and support throughout the study. 

Process Improvement—not Performance Evaluation 

The study focuses on process improvement—not performance evaluation for any individual or team. In no way should the results of a study be used to “punish” anyone or reflect on his or her performance. The ROI Methodology is built on the premise that programs and projects can be improved—improved on a ongoing basis if it is a continuing project or at the next offering of a similar project or program. Data collection includes the barriers, inhibitors, and impediments so that they can be removed, minimized, or changed to enhance success in the future. Also, the study captures enablers, enhancers, and supporters—the factors that can make a difference in the success of a project.

Objective, Unbiased Approach 

We will remain objective throughout the process. Objectiveness is needed to maintain credibility. We do not become an advocate for the program. Instead, we are advocates for conducting a thorough, credible study. We will be unbiased and present a balanced profile of success. 

Disappointing Results 

When negative results are likely, we alert all groups to generate plans to address the situation and communicate the data. While no individual wants to be involved in a program that is unsuccessful, a negative ROI study represents the best opportunity to learn. When bad news becomes apparent, we work with all the stakeholders to prepare them for the potential outcomes and to help with the appropriate communication challenges. Here, it is important to ensure that process improvement is the focus of the results. 

Ethics 

We adhere to the highest ethical standards and will make every effort to ensure that the integrity is maintained throughout the study. We will not delete, alter, or modify data. At any point, just ask us and we would be happy to share with you our approach in this regard in more detail, and in reference to key steps in the process.

Statistical Analysis 

Appropriate statistical analyses are utilized and when conclusions cannot be made at the appropriate confidence level, the audience will know it. At the same time, we will avoid unnecessary, complicated statistical processes that often create distrust and confusion. We use simple statistics, but yet we focus on what is believable, understandable, and achievable within the budget and resources allocated to the study. 

Isolating the Effects of the Project

We will always isolate the effects of the program from other factors that have caused the results. As we discussed, this is perhaps the single most critical issue. Almost always there are other factors that could influence the results. We will move from the most credible to the least credible methods, but will always make one work. When the least credible methods are used (e.g. participant’s estimation) every effort is taken to make it a credible process. In those situations, the data will be solicited from the most credible sources, collected in an unbiased way, and adjusted for error. 

Report Preparation

The impact study report will be detailed, thorough, and professional. The impact study report is a historical document of what has occurred. It is also the document that explains to any interested parties how the study was conducted. While it may not be read by many, it is written and presented as if every person will read it thoroughly. It will be used as a basis for information to be shared in more efficient and streamlined communication (e.g. executive summary reports).

Results Presentation 

If feasible and desired, the ROI Institute will present impact studies to a variety of stakeholder groups. This is recommended for the first study with this methodology. Credibility is the key issue. The ROI Institute has faced this issue many times with a very disciplined approach to present this level of data and achieve buy-in with managers and executives. 

Lead Consultant
Patti P. Phillips, Ph.D.
Dr. Patti P. Phillips is president of the ROI Institute, Inc., the leading source of ROI competency building, implementation support, networking, and research. She is also chair and CEO of The Chelsea Group, Inc., an international consulting organization supporting organizations and their efforts to build accountability into their training, human resources, and performance improvement programs with a primary focus on building accountability in public sector organizations. She helps organizations implement the ROI methodology in countries around the world—including South Africa, Singapore, Japan, New Zealand, Australia, Italy, Turkey, France, Germany, Canada, and the United States.

After a thirteen-year career in the electrical utility industry, Dr. Phillips took advantage of the opportunity to pursue a career in a growing consulting business where she was introduced to training, human resources, and performance improvement from a new perspective—a perspective that directly reflected her values of accountability, ROI evaluation. Since 1997, she has embraced the ROI methodology by committing herself to ongoing research and practice. To this end Dr. Phillips has implemented ROI in private sector and public sector organizations. She has conducted ROI impact studies on programs such as leadership development, sales, new-hire orientation, human performance improvement, K-12 educator development, educators’ National Board Certification mentoring, and faculty fellowship. Dr. Phillips is currently expanding her interest in public sector accountability through application of the ROI methodology in community- and faith-based initiatives, including Citizen Corps, AmeriCorps, and the Compassion Capital Fund.

Dr. Phillips teaches others to implement the ROI methodology through the ROI certification process, as a facilitator for ASTD’s ROI and Measuring and Evaluating Learning Workshops, and as adjunct professor for graduate-level evaluation courses. She speaks on the topic of ROI at conferences such as ASTD’s International Conference and Exposition and ISPI’s International Conference.

Dr. Phillips’ academic accomplishments include a Ph.D. in International Development and a master’s degree in Public and Private Management. She is certified in ROI evaluation and has earned the designation of Certified Performance Technologist. She has authored a number of publications on the subject of accountability and ROI, including Show Me the Money (Berrett-Koehler, 2007); The Value of Learning (Pfeiffer, 2007); Return on Investment Basics (ASTD, 2005); Proving the Value of HR: How and Why to Measure ROI (SHRM, 2005); Make Training Evaluation Work (ASTD, 2004); The Bottom Line on ROI (Center for Effective Performance, 2002), which won the 2003 ISPI Award of Excellence; ROI at Work (ASTD, 2005); the ASTD In Action casebooks Measuring Return on Investment Vol. III (2001), Measuring ROI in the Public Sector (2002), and Retaining Your Best Employees (2002); the ASTD Infoline series, including Planning and Using Evaluation Data (2003), Mastering ROI (1998), and Managing Evaluation Shortcuts (2001); and The Human Resources Scorecard: Measuring Return on Investment (Butterworth-Heinemann, 2001). Dr. Phillips’s work is published in a variety of journals. Dr. Phillips can be reached at patti@roiinstitute.net.
 Lead Consultant

      Jack J. Phillips, Ph.D.

As a world-renowned expert on accountability, measurement, and evaluation, Dr. Jack J. Phillips provides consulting services for Fortune 500 companies and major global organizations. The author or editor of more than 50 books, Phillips conducts workshops and makes conference presentations throughout the world.

His expertise in measurement and evaluation is based on more than 27 years of corporate experience in the aerospace, textile, metals, construction materials, and banking industries. Phillips has served as training and development manager at two Fortune 500 firms, as senior human resource officer at two firms, as president of a regional bank, and as management professor at a major state university.

This background led Phillips to develop the ROI methodology(a revolutionary process that provides bottom-line figures and accountability for all types of learning, performance improvement, human resource, technology, and public policy programs.  Phillips regularly consults with clients in manufacturing, service, and government organizations in 44 countries in North and South America, Europe, Africa, Australia, and Asia.
Books most recently authored by Phillips include Show Me the Money (Berrett-Koehler, 2007); The Value of Learning (Pfeiffer, 2007); How to Build a Successful Consulting Practice (McGraw-Hill, 2006); Investing in Your Company’s Human Capital: Strategies to Avoid Spending Too Much or Too Little (Amacom, 2005); Proving the Value of HR: How and Why to Measure ROI (SHRM, 2005); The Leadership Scorecard (Elsevier Butterworth-Heinemann, 2004); Managing Employee Retention (Elsevier Butterworth-Heinemann, 2003); Return on Investment in Training and Performance Improvement Programs, 2nd ed. (Elsevier Butterworth-Heinemann, 2003); The Project Management Scorecard, (Elsevier Butterworth-Heinemann, 2002); How to Measure Training Results (McGraw-Hill, 2002); The Human Resources Scorecard: Measuring the Return on Investment (Elsevier Butterworth-Heinemann, 2001); The Consultant’s Scorecard (McGraw-Hill, 2000); and Performance Analysis and Consulting (ASTD, 2000). Phillips served as series editor for ASTD’s In Action casebook series, an ambitious publishing project featuring 30 titles. He currently serves as series editor for Elsevier Butterworth-Heinemann’s Improving Human Performance series, and for Pfeiffer’s new series on Measurement and Evaluation. 

Phillips has received several awards for his books and work. The Society for Human Resource Management presented him an award for one of his books and honored a Phillips ROI study with its highest award for creativity. The American Society for Training and Development gave him its highest award, Distinguished Contribution to Workplace Learning and Development. Meeting News named Phillips one of the 25 most influential people in the Meetings and Events industry, based on his work on ROI for the industry.

Phillips has undergraduate degrees in electrical engineering, physics, and mathematics; a master’s degree in Decision Sciences from Georgia State University; and a Ph.D. in Human Resource Management from the University of Alabama. 

Jack Phillips has served on the boards of several private businesses—including two NASDAQ companies—and several nonprofits and associations, including the American Society for Training and Development. He is chairman of the ROI Institute, Inc., and can be reached at (205) 678-8101, or by email at jack@roiinstitute.net. 
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