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Objectives

After attending this workshop, participants will be able to:

1

2,
3.
4

Explain the data sets possible from human resources, by categories, including ROI.
Identify the categories that are desired by top executives and other key stakeholders.
Design HR programs to deliver application, impact, and a positive ROI.

Pursue a plan to measure results and communicate results to different audiences.

The ROI Methodology® |
in 12 Easy Steps

Resources

ROInstmmue

How to Measure, Prove, and
(o Improve the Value of HR
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Why are you pursuing ROI
now?

Q Top executives require impact and ROI. | must pursue this.
Q I have pressure to justify my budget. | need to pursue this.

Q 1 know | will need to demonstrate more value in the future.
Q I want to show increased accountability for our
expenditures.

O I want to experiment with and explore new techniques to
measure program success.

Rationale for Pursuing ROI

30% O Top executives are requiring ROL. | have to pursue this! Reactive
30% O I have pressure to justify my budget. I need this!

25% O Iknow | will need to demonstrate more value in the future.

10% O Iwant to show increased accountability for our expenditures.

| want to experiment with and explore, new techniques to
5% o P P “ Proactive
measure program success.

Reasons Why HR Programs Fail to Deliver
Impact and ROI

B 0&GA6G0

Waiting too lateto  Failure to align to Not expecting Failure to design Not isolating the
start the evaluation the business success for application effects of the
process and impact program
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The Value Chain is Always There!

. \MEASURES, prictacy

o Inputs Volume, Hours, Convenience, Cost 100%

Always measured

— 1 Reaction  *Relevance, Engaging, “Important, Useful,  100%
Almost always measured “New Content, *Intent to Use,
M g “Recommend fo Others
a 2 Learning. Concepts, Trends, Facts, Contacts, Skills, 90%
§ Ususlly measured Competencies
L s nm;m Use of content, Freauency of Use, Success s0%
Often measured with Use, Barrers, Enablers
Mt take astep o solteth ffcts
. impact 4 Productiviy, Time, Quality, Costs, Image, 10%
I Sometimes measuren Reputation, Engagement, Compliance
passble for oy s ROI Benefit Cost Ratio or Return on s

Investment, Expressed as a Percent

awzans
Rarely measured

This Methodology Works in all HR Areas

« Recruiting and Selection « Diversity, Equity, and Inclusion
« Onboarding/Socialization + Employee Engagement

« Learning and Development « Performance Management

« Compensation/Benefits * Motivation/Rewards

« Safety/Health + Compliance/Legal

« Labor Relations + Human Resource Information Systems

The ROI Methodology

* Most used evaluation system in the world

* Endorsed by United Nations with a UN General
Assembly resolution in 2008
* Endorsed by 26 federal governments

* Used by over 300 health care systems

* Used by over 150 colleges and universities

* Used by three-fourths of Fortune 500 organizations
* Used by major foundations such as the Gates
Foundation




A problem-solving approach to handle problems on a systems level
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A mind-set for curiosity and inquiry

A framework to balance needs and feasibility

What is
Design

Away to take on design challenges by applying empathy

A culture that fosters exploration and experimentation

Thinki ng A fixed process and a tool kit

A storytelling process to inspire Senior Executives

Basic Principles* A new competitive logic of business strategy

A means to solve complex or wicked problems

A means to reduce risks

*Mootee, Idris. (2013). Design Thinking for Strategic Innovation. Hoboken, NJ: Wiley.
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Evaluation Framework

n Measurement Focus Typical Measures

The input into the project in terms

Levels of Evaluat

0. Inputs & Indicators olect Participants, Hours, Costs, Timing
of scope, volume, efficiencies, costs

Relevance, Importance, Usefulness,

1. Reaction & Planned  Measures participant satisfaction and
Action captures planned actions, if appropriate P ProPriateness, Intent to use,
(ICEL IELTIET Motivation to take action
2. Learning & Measures changes in knowledge, skills, ~ Skills, Knowledge, Capacity,
Confidence and attitudes Competencies, Confidence, Contacts
Extent of use, Task completion,
3. Application & Measures changes in behavior or

Frequency of use, Actions completed,
Implementation actions Success with use, Barriers to use,
Enablers to use

Measures changes in business impact 00 Uctivity, Revenue, Quality, Time,
4. Business Impact Efficiency, Customer Satisfaction,
Employee Engagement

variables

Benefit-Cost Ratio (BCR), ROI%,

Return on Investment  Compares project benefits to the costs
Payback Period
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What is ROI?

Benefits
Costs

Benefits - Costs

Costs




EVALUATION PLANNING DATA COLLECTION DATA ANALYSIS  [ESpa—"

: Leve
LEveL o:wpuT AND PLANNED ACTION  APPLICA'

The ROI Methodology Process Model

Designing for the Delivery of Business Results

" OPTIMIZE RESULTS
Tabu of

Wakeit Credibe:
Calulate ROI

andimpact

LEVEL®: LeARNING  LEVEL4zimPACT Makeit Credibie:

Identiy Intangib

ROI INSTITU
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4 A

Twelve Guiding |
> Principles of ROl ¥
~ ’

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.

When analyzing data, select the most conservati ive for
Use at least one method to isolate the effects of a project.
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 ROl 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 ROl Methodology to all key stakeholders.

Measurement
Targets

Recommended % of

e **Benchmarking %
0 Input 100% 100%
1 Reaction 100% 80%
2 Learning 80-90% 70%
3 Application 30% 49%
4  Impact 10% 37%
5 ROl 5% 18%

*Percentage of programs evaluated at each level each year

**Benchmarking 2020
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Characteristics
of Programs
Suitable for
Impact & ROI

5] Cost of the program

@ Linkage of program to operational goals and issues
Importance of program to strategic objectives

|~ Top executive interest in the evaluation

®\ Visibility of the program

Size of target audience

C Investment of time required

16
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The Alignment Process: V-Model

Start Here End Here

Payoff Needs 5 —————> ROl Objectives —————> 5 ROl
Business Needs 4 ——— Impact Objectives ————> 4 Impact
Performance Needs \ 3 ———» Application Objectives ———3 / Application

Learning Needs 2 — Learning Objectives — 2 Learning
Preference Needs 1= Reaction Objectives —» 1 Reaction
InputNeeds  \ 0 —*  Input Objectives—> 0 /  Inputs
Program
Process
Alignment and Forecasting Initiative The ROI Process Model

18
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L

t Feasible;

Select thelRight:Solution

Design Thinking/Principlew)

N VoA wN e
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Is it the Right Solution?

Examine the data and records.

Initiate the discussion.

Reference a case study.
Use benchmarking from similar solutions.
Use evaluation as the hook. £
Involve others in the discussion. ) /
Discuss disasters in other places.

next s

Feasible solutions evolve through the understanding of context, empathizing with the target audience, and identifying performance gaps. The

Have a Discussion and Use Diagnostic Tools

tep is to identify learning needs and how best to deliver relevant information. Forecasting outcomes based on inputs is sometimes helpful.

e Statistical process control e Diagnostic instruments
e Brainstorming e Focus groups
e Problem analysis e Probing interviews

e Cause-and-effect diagram e Job satisfaction surveys

e Force-field analysis e Engagement surveys

e Mind mapping e Exit interviews

o Affinity diagrams e Exit surveys

* Simulations * Nominal group technique

—MN NN
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Expect Success

Design for Results

Design Thinking Principle 3
A framework to balance needs
and feasibility

* Set objectives at multiple levels
* Redefine success of coaching
* Expand responsibilities

5/19/21

Developing Objectives for Each Level

Level 1, Reaction Defines specific measures of expected reaction to the program as it is
revealed and communicated to the stakeholders

Level 2, Learning Defines specific measures of improvement in knowledge, information,
contacts, and skills as the participants and other stakeholders learn how to
make the program successful

Level 3, Application Defines specific measures of actions taken that define success with
application and implementation of the program

Level 4, Impact Defines the specific impact measures that will change or improve as a
consequence of the program’s implementation

Level 5, ROI Defines the minimum return on investment from the program, comparing
program costs with monetary benefits from the program

23

Rules for Objectives

1. Must be measurable and represent minimum acceptable performance.
2. Fewer objectives are better than many objectives

3. Involve subject-matter experts and key stakeholders.

4. Keep them relevant to the situation, program, and key stakeholders.

5. Create stretch objectives, but make sure they are achievable.

6. Allow for the flexibility to change as conditions change.

7. Failure is OK; process improvement is the key.

o
V/ 8.  Objectives are tools for progress, not weapons for performance review.
o 9. Most objectives should be time-bound.
10. Objectives provide the focus for design, and

“These e are froma combination of publicatins:

1. Philis anclP. P Pilfs. Beyond Leorning Objectives: Develop Viecsurable Objectives that Link o th Bottom Line. Alecandria, i ASTD Press. 2008,

1
P.P. Phillips anlJ. ) Phllis. 10 Steps to Sccessfu Business Alignment. Alexandeia, VA: ASTD Press. 2012
\ 1. Doer Bonc, 208,

24
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Matching Evaluation Levels with Objectives

After completing this program, participants should:

Decrease citizen complaints by 20% in one year.

Use problem-solving skills to uncover product defect causes.
Be able to demonstrate the five steps to calm an upset customer.

Rate the facilitator 4 out of 5 on presentation skills.

Decrease the amount of time required to develop a proposal.

Achieve a 20% ROl one year after implementation of sales incentive system.

Perceive the content to be relevant their situation (4.5 out of 5).

Decrease security breaches by 25% in six months.

SOU RN S0 I U R A R

Conduct a proper investigation using the seven-step process in 95% of complaint situations.

10.  Score an average of 75 or better on new strategy quiz.

11.  Complete a disclosure form each year as part of the new ethics policy.

12.  Use all 10 negotiation skills in at least 50% of negotiation situations.

1=Reaction 2 = Learning 3 = Application 4 = Impact 5=ROI

25

Focus on the objectives

Think about the definition of success
Make it relevant

Make it important

Make it action-oriented

| g .
/ ake it Stick
Deﬁgn for Application and Impact

De}ign Thinking Principle 5
A culture that fosters exploration
and experimentation

Collect data

Focus on objectives
Ensure transfer to the workplace

Design for application




Data Collection Methods

survey §/Qu estio na ire s N 7

Pe rforman ce Re @ rd s Datab ases

Action Pla ns/Performance Contracts |G <
Observation | >
Tests I

nterview s I
FocusGroups - I :7

*Survey of Users, N = 246

28
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Make it Credible

Measure Results and Calculate ROl

Design Thinking Principle 6

A fixed process and a tool kit -‘I,

* Isolating the effects of the program
« Converting impact data to money

* Identifying intangible benefits

+ Tabulating cost of the program

* Calculating ROI

29

Isolation Methods

Particip ant Estim ates 57%
Manage rEstimat es 49%
Senior Man ager Estimate s 42%
\/Trend\meAna\ym 40%
Customer Input 38%
Expe rt Input 37%

wio ntrol Group's G 3%
VM athem atical Mod eling  EG_—G— 2 5%

0% 10% 20% 30% 40% 50% 60%

*Survey of Users, N = 246

30
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Data Conversion Methods

Stamdard Valies Aceptedin theo gaization [
InternalandExterna Experts _as%
et oaceoes . I ¢
surrsume: |
linkingSd t ilk with Hard Dt a(modds r qress ion) | 2

*Survey of Users, N = 246
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Intangibles
* Adaptability * Image
¢ Awards * Innovation

Brand awareness

Job satisfaction

* Career minded * Leadership

* Caring * Networking

* Collaboration * Organizational climate

* Communication * Organizational commitment
* Conflicts * Reputation

* Corporate social responsibility * Stress

« Decisiveness * Talent

* Engagement * Teamwork

32

“When in doubt, put it in.”
F u I Iy Loaded COStS The process should withstand

even the closest scrutiny in
terms of its credibility.

ECL .| NDIREC
Q Program Materials 0O Needs Assessment (Prorated)
Q Instructor / facilitator Q Program Development (Prorated)
Q Facilities Q Participant Time (salaries & benefits)
Q Travel, lodging, meals O Administrative/overhead

Q Evaluation

5/19/21
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Example: Leadership Development

Presented to Managers: Designed to reduce departures of staff

. Unit of Measure: 1 regrettable turnover of staff
. V=$21,000 (60% of annual salary)

. AP =3 per month

AAP =

. AAPxV=

OA WN R

Assume anticipated blended learning program cost: $339,400.

What is the ROI?

34

ROI Calculation

$756,000 _
BCR = $339,400
$756,000 - $339,400
ROI = x100 =

$339,400
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Tell the Story

Communicate Results to Key Stakeholders

Design Thinking Principle 7
A storytelling process to inspire senior executives -

* Define audience

* Identify why they need it
* Select method

*  Move quickly

* Consider one-page summary

5/19/21
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Methods of Communication w

Meetings Brief Reports Mass Publications
* Executives * Executive summary * Announcements N
* Management * Slide overview * Bulletins >
+ Stakeholders * One-page summary * Newsletters
* Staff * Brochure * Brief articles
Detailed Reports Electronic reporting * Press releases
* Impact study * Website
* Case study (internal) * Email
* Case study (external) * Blog/Social media
* Major articles * Video

What are your preferred methods?

Optimize Results

Use Black Box Thinking to Increase Funding
Design Thinking Principle 8
A new competitive logic of business strategy

$ g

Measure

Improve

Cost vs. Investment Perception: The Reality

Perception Actions Consequences
 Control it . Pannersmp‘s arg rare
g p « Influence diminishes
Itsacost |- o Reduceit
i .  Support is lost
« Eliminate it
« Funding is curtailed
Executive
Perception of
Programs
« Business partnerships
flouris|
« Maintain it « Client relationships
It'san
investment > Enhance it improve
« Protectit « Aseat at the table is
earne
« Funding is easier

How do your leaders view r programs? Costs or investments?

39
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The Payoff

Justify/defend budgets.
Align projects to business needs.
Show contributions of selected projects.

Earn respect of senior
management/administrators.

Build staff morale.
Improve support for projects.

Enhance design and implementation processes.

Identify inefficient projects that need to be
redesigned or eliminated.

Identify successful projects that can be
implemented in other areas.

Earn a “seat at the table”.

¢ Luck

Be Proactive

Remember, when it comes to delivering results:
* Hopeis not a strategy.

is not a factor.

« Doing nothing is not an option.

Change is inevitable.
Progress is optional.

14
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Congratulations! Lucky winners will win a copy of one of the following titles:
Proving the Value of Soft Skills: Measuring Impact and Calculating ROI
Chief Talent Officer: The Evolving Role of the Chief Learning Officer, 2rd ed.
Accountability in Human Resource Management: Connecting HR to Business Results

Making Human Capital Analytics Work: Measuring the ROI of Human Capital Processes and Outcomes
* High-Impact Human Capital Strategy: Addressing the 12 Major Challenges Today’s Organizations Face
* Proving the Value of HR: How and Why to Measure RO, 274 ed.

* Investing in Your Company’s Human Capital: Strategies to Avoid Spending Too Much or Too Little

Winners will be contacted for more information.

> E .. i G
L,\ B ormenn s CAPITAL mainan

ALUE OF
SOFT SKILLS.
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Click the link below to access today’s resources, including a chapter
from the book, Accountability in Human Resource Management:
Connecting HR to Business Results

https://roiinstitute.net/may-meetup-hrm-in-th 1d/

44

ROI CERTIFICATION® ROI wstirure:

2021 SCHEDULED EVENTS
-

June 7-18 — Live Virtual (Focused on Healthcare)
June 14-25 — Live Virtual
August 3-September 16 — Live Virtual (Delivered in Spanish)

Three Hours a Day for Ten Sessions

Enroll: http://bit.ly/ROICertification

WHAT IS ROI CERTIFICATION?

ROl Certfication is @ globally renawned process focused on macsuring the trus valus of faugh-to-measurs iifiatves using the ROI Mathadology®. Participating in
ROl Cartfication is the most comprehensiva viay fo gain the slls needad o evaluate major pragrams and 1o rapert the most cradbla rasuls that drive organizatianal improvement.

® Gt e . criacii : ROI wsrirure:

15



Questions?
Visit us online:

www.roiinstitute.net

Email:
Jack@roiinstitute.net

Connect with Us

in} fIY)
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Jack J. Phillips, Ph.D. ~

Jack J. Phillips, Ph.D., chairman of ROI Institute, Inc., is a world-renowned expert on
i , and A former HR executive and

bank president, Phillips provides consulting services for major global organizations.

The author or editor of more than 100 books, he conducts workshops and presents

at conferences throughout the world.

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 ROl 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 for his work on ROI. The International Society for
Performance Improvement presented Jack with its highest award, the Thomas F. Gilbert Award, for his
contribution to human performance technology. On three occasions, Meeting News named him one of the 25
Most Powerful People in the Meetings and Events Industry, based on his work on ROI. In 2019, Jack, along with
his wife Patti P. Phillips, Ph.D., received the Distinguished Contributor Award by the Center for Talent Reporting
for their contribution to the measurement and management of human capital. His work has been featured in the
Wall Street Journal, BusinessWeek, and Fortune magazine. He has been interviewed by several television
programs, including CNN. Phillips served as President of the International Society for Performance Improvement.
Jack regularly consults with clients in business, g , and nonprofit i across 70 countries.

ROI INSTITUTE"

47

16


mailto:Jack@roiinstitute.net

