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Objectives
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After attending this session, participants should be able to:
• Identify the five levels of outcomes from sustainability programs.
• Explain the need to deliver impact and ROI for selected sustainability programs.
• Design sustainability programs to deliver application, impact, and ROI, using design thinking principles.
• Plan next steps to ensure sustainability programs deliver value. 



Why Organizations Are Investing in Green*

Notes:
◊ Unfortunately, cost savings is a distant second.
◊ Eighty percent of green initiatives will deliver a positive ROI, if implemented properly.
◊ The other 20% are required by regulation.

*Various MIT studies

• Brand or image

• Cost savings

• Competitive advantage

• Employee satisfaction, morale, or retention

• Product, service, or market innovation

• Business or process innovation

• New sources of revenue or cash flow

• Effective risk management

• Shareholder relations
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Resources
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Green ROI Offers 
• A proven methodology to evaluate the success of all programs and projects

• A balanced profile of success that represents the viewpoints of many stakeholders

• A results-based methodology to ensure that the projects are successful

• A process improvement system that shifts the focus from evaluating the performance of those 
involved to improving the process to make the projects more successful

• A set of standards for a CEO- and CFO-friendly evaluation process
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Green ROI can be used with 
projects involving: 
• Energy savings

• Green energy

• Water conservation

• Green technology 

• Green meetings 
and events

• Air pollution

• Waste management solutions

• Green training programs

• Sustainable food

• Deforestation

• Green innovations

• Green marketing

• Green workplaces
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Green Projects 
Chain of Value
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Level 

Input

Reaction

Application

Impact

Learning

Intangibles

ROI

Isolating the Effects

Key Questions

What is the audience/budget? 

Is this necessary/valuable? 

Am I aware of the issues/project?
Do I know what to do? 

What actions/habits are implemented? 

What business measures have improved?  

Was this a good investment?  

Which impacts cannot be converted to money?  



 Is It Worth It? ��

will be able to describe all five. There has not been enough specific informa-
tion offered about climate change, particularly for the population born prior 
to 1970. Sustainability issues are now a part of most academic course cur-
ricula, but for the majority of the world’s population, there has been limited 
education.

Consider the simple issue of changing to an alternative type of light bulb. 
In January 2007, Swedish power utility, Vattenfall, along with the help of 
McKinsey Consulting, Shell Oil, Volvo, and other collaborators developed a 
detailed study, including an abatement curve describing what methods would 
be useful for cutting carbons and by how much. In 2009, McKinsey updated 
the study with a new abatement cost curve (McKinsey, 2009). Some of these 

TABLE 2.1 The Green Killers

2EACTION�0ERCEIVED¬6ALUE

I cannot make a difference.

This is not a critical issue.

This is unnecessary.

It is up to the government.

It is not important to me.

,EARNING�!WARENESS

Why is this important?

What are the issues?

I do not understand the 
environmental problems.

How does this relate to me?

What is my role in the green project?

!PPLICATION�)MPLEMENTATION

This is inconvenient for me.

I do not want to change.

I cannot do this.

This does not fit my schedule.

This takes too much time.

This will never work.

)MPACT

How will this help me?

How will this affect my work?

How will this impact my employer?

How will this affect the environment?

2/)

This costs too much.

There is no money here.

This will be a negative ROI.

This is not worth it.
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The Green 
Killers
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Becoming a 
Green Organization 
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Green 
Organization

Practicing 
Green

Enabling 
Green

Rewarding 
Green

Measuring 
Green

Buying 
Green

Selling 
Green

Promoting 
Green
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Levels and Types of Data
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 The ROI Methodology ��

Level Measurement Focus Typical Measures

0: Inputs and 
Indicators

Inputs into the project, 
including costs, project scope, 
and duration

Types of projects
Number of projects
Number of people
Hours of involvement
Cost of projects

1: Reaction and 
Perceived Value

Reaction to the project, 
including the perceived value 
of the project

Relevance
Importance
Value
Appropriateness
Fairness
Commitment
Motivation

2: Learning and 
Awareness

Acquisition of knowledge, skill, 
and/or information to prepare 
individuals to move the project 
forward

Skills
Knowledge
Capacity
Competencies
Confidence
Awareness
Attitude

3: Application and 
Implementation

Use of knowledge, skill, and/
or information and system 
support to implement the 
project

Extent of use
Actions completed
Tasks completed
Frequency of use
Behavior change
Success with use
Barriers to application
Enablers to application

4: Impact Immediate and long-term 
consequences of application 
and implementation expressed 
as business measures usually 
contained in the records

Productivity
Revenue
Quality/Waste
Costs
Time/Efficiency
CO2 emissions
Brand
Public image
Customer satisfaction
Employee satisfaction

5: ROI Comparison of monetary 
benefits from project to the 
project costs

Benefit-cost ratio (BCR)
ROI (percentage)
Payback period

&)'52%¬��� Levels and Types of Data
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The ROI Methodology Process Model
Designing for the Delivery of Business Results

PLAN THE EVALUATION COLLECT DATA ANALYZE DATA OPTIMIZE RESULTS

LEVEL 5: ROI

LEVEL 1: REACTION 
AND PLANNED ACTION

LEVEL 3:
APPLICATION

LEVEL 2: LEARNING LEVEL 4: IMPACT

INTANGIBLE BENEFITS

Start with Why: 
Align Programs

With the 
Business

Make it Feasible:
Select the Right

Solution

Make it Matter:
Design for Input, 

Reaction and
Learning

Make it
Credible:

Isolate the
Effects

Make it Credible:
Convert Data to 
Monetary Value

Make it Credible:
Tabulate Costs of 

Program

Make it Credible:
Calculate ROI

Make it Credible:
Identify Intangibles

Tell the Story:
Communicate 
Results to Key 
Stakeholders

Expect 
Success:
Plan for 
Results

Make it Stick:
Design for 

Application 
and Impact

Optimize 
Results:

Use Black Box 
Thinking to

Increase Funding

LEVEL: INPUT
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Examples of 
Hard Data

 Project Positioning ���

TABLE 5.1 Examples of Hard Data

Output Quality Costs Time

Energy use Failure rates Energy costs Cycle time

Units produced Scrap Supplies costs Equipment 
downtime

Carbon emissions Waste Fuel costs Overtime

Recycle volume Rejects Budget variances On-time shipments

Items assembled Error rates Unit costs Time to project 
completion

Money collected Rework Cost by account Processing time

Items sold Shortages Variable costs Supervisory time

Materials consumed Product defects Fixed costs Time to proficiency

New accounts 
generated

Deviation from 
standard

Overhead costs Adherence to 
schedules

Forms processed Product failures Project cost savings Repair time

Inventory turnover Inventory 
adjustments 

Material costs Efficiency

Applications 
processed

Incidents Sales expense Work stoppages

Tasks completed Compliance 
discrepancies

Order response

Output per hour Agency fines Late reporting

Productivity Lost-time days

Work backlog

Shipments

Sigma) has contributed to the tremendous recent successes in pinpointing 
proper quality measures—and assigning monetary values to them.

Another important hard data category is cost. Many projects are designed 
to lower, control, or eliminate the cost of a specific process or activity. Achiev-
ing cost targets has an immediate effect on the bottom line. Some organi-
zations focus narrowly on cost reduction. For example, consider Walmart, 
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Examples of 
Soft Data

 Project Positioning ���

ing business needs, the key difference between measures is not whether they 
represent hard or soft data, but whether they are tangible or intangible. In 
either case, they are important contributions toward the desired payoff and 
important business impact data.

IMPACT DATA SOURCES

Sources of impact data, whether tangible or intangible, are diverse. Data 
come from routine reporting systems in the organization, city, or commu-
nity. In many situ ations, these measures have led to the need for the project; 
therefore, the source is evident. A vast array of documents, systems, data-
bases, and reports can be used to select the specific measure or measures 
to be monitored throughout the project. Impact data sources include—but 
are not limited to—quality reports, service records, suggestion sys tems, and 
employee engagement data.

Some project planners and project team members assume that corpo-
rate data sources are scarce because the data are not readily available to 
them. However, data can usually be located by investing a small amount 
of time. Rarely do new data collection systems or processes need to be de-

TABLE 5.2 Examples of Soft Data

Work Habits

Excessive socialization

Wasteful activities

Visits to the dispensary

Violations of rules

Communication 
breakdowns

Customer Service

Customer complaints

Customer satisfaction

Customer dissatisfaction

Customer impressions

Customer loyalty

Customer retention

Lost customers

Work Climate/Satisfaction

Grievances

Discrimination charges

Employee complaints

Job satisfaction

Organization commitment

Employee engagement

Employee loyalty

Intent to leave
Initiative/ Innovation

Creativity

Innovation

New ideas

Suggestions

New products and services

Trademarks

Copyrights and patents

Process improvements

Partnerships/alliances

Employee Development/
Advancement

Promotions

Capability

Intellectual capital

Requests for transfer

Performance appraisal 
ratings

Readiness

Networking

Image

Brand awareness

Reputation

Leadership

Social responsibility

Environmental friendliness

Social consciousness

External awards
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Green Leadership for Results
1. Allocate appropriate resources for green projects and sustainability efforts.
2. Assign responsibilities for green projects and programs.
3. Link green projects and programs to specific business needs.
4. Address performance issues involving the key stakeholders in the project identifying the behavior that must change.
5. Understand what individuals must know how to make projects successful, addressing the specific learning needs.
6. Develop objectives for the projects at multiple levels including reaction, learning, application, impact, and yes, ROI.
7. Create expectations for success of the projects with all stakeholders involved, detailing what their role and responsibilities are 

for the project’s success.
8. Address the barriers to the successful project early in the project so that the barriers can be removed, minimized, or diminished.
9. Establish the level of evaluation need for each project at the beginning so that participants will understand the focus.
10. Develop partnerships with key administrators and managers who can make the project successful. For many, this is the manager 

or the person who is the principal participant in the project.
11. Ensure that measures are taken, and the evaluation is complete with collection and analysis of a variety of types of data.
12. Communicate project results to the appropriate stakeholders as often as necessary to focus on process improvement.
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Practical Knowledge and Innovative Solutions for the Process Industries

Click the link below or scan the QR code to 
receive resources from today’s session.

https://roiinstitute.net/mti-symposium-2022-
the-green-scorecard/

https://roiinstitute.net/mti-symposium-2022-the-green-scorecard/


Questions
Email Me 

Jack@roiinstitute.net
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