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Objectives
After attending this session, participants should be able to:

• Identify how employee appreciation enhances motivation and productivity.
• Use the eight most powerful gratitude practices to enhance team performance and trust.
• Identify the five levels of outcomes.
• Explain the need to deliver impact and ROI for selected recognition programs.
• Design recognition programs to deliver results using design thinking principles.
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Resources
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How is your current recognition 
or incentive program working? 
(Select all that apply.)

 It’s not supported by senior executives.
 Team members are not happy with it.
 It could be improved.
 It seems to be working appropriately.
 It’s achieving its purpose.
 It’s driving business performance.



Leading with
GRATITUDE

Why it is important & 
How to do it



All In Culture Defined
Noun: “1. a small work group, large 
division, or entire organization 

where people BELIEVE what they 
do MATTERS, and they can make a 

DIFFERENCE” 



• Engaged – Strong attachment 
to company and willing to give
extra effort

• Enabled – Work in an environment 
that supports productivity

• Energized – Greater sense of 
well-being and drive

E + E + E



Leading with 
Gratitude



The Soft Stuff is 
the Hard Stuff.



This is the stuff 
our mums

taught us.
Right?



S E E I N G

1. Solicit & Act On Input

2. Assume Positive Intent

3. Walk in Their Shoes

4. Look for Small Wins

5. Give it Now, Give it Often, 
Don’t Be Afraid

6. Tailor to the Individual

7. Reinforce Core Values

8. Make it Peer-to-Peer

E X P R E S S I N G



Assume Positive 
Intent





“Can I talk to 
you for a 
second?”

What is your first thought 
when you hear this from 

your boss?



“Whatever anybody says or 
does, assume positive 
intent. Your whole approach to 
a person or problem becomes 
very different. When leaders 
assume negative intent, they 
can quickly become angry or 
annoyed by those who bring 
them problems.”

Indra Nooyi
Retired Chairman & CEO
PepsiCo



What does 
WD-40 

Stand for?



Water 
Displacement
40th formula.



We don’t make 
mistakes… we 
have learning 

moments.



“Let’s not waste a good 
crisis. Everywhere our 
people go they’ll hear 
about the horror; when 
they come to work with 
us, they are going to hear 
about hope.”

Garry Ridge
CEO WD-40 Company



WD-40 
Through the Crisis

• Rule: No lying, no faking, no 
hiding conversations

• Communicate EVERY day
• Focus on people development

• Gratitude tied to 
• core values

Garry Ridge, CEO



WD-40 by 2021

Record earnings

99 percent employee engagement

300 percent increase in market cap.



WD-40 by 2021

1997 market cap of $250 million

From a US based company to Global

2021 market cap of $3.5 Billion!



“We exist to create positive lasting memories in 
everything we do. We solve problems. We make 
things work smoothly. We create opportunities.”





Ken Chenault, 

Retired CEO American Express

Gratitude Grinches
“This view of ‘I want to be
very stingy with gratitude’
gets confused to mean I’m
not being demanding. It’s
the opposite. You can be
demanding and bestow
gratitude very often
and be authentic.”



Big Ideas:
Cross Functional Communication
💡💡Pick up the phone or go see the person (if at all 

possible).
💡💡Gather all the facts before making any decisions or 

conclusions.
💡💡Take a forward-looking approach (i.e., “What could 

we do differently in the future when faced with this 
situation?”

💡💡Pay close attention to all communication to avoid 
passive-aggressive language and set a positive 
tone.



Look for Small Wins





Meet 
Carlos
Aguilera

General Manager,
DFW Airport

A great coach!



Look for those who live 
the values



A. 1 to1?
B. 2 to 1?
C. 3 to 1?

D. 5 to 1?

What ratio of positive to negative is 
the ideal in the workplace?



D. 5 to 1!!!

What ratio of positive to negative is 
the ideal in the workplace?



Look For Small Wins

•What are small wins look like 
your world at work?
•How can make that a habit?



Do it Now
Do it Often

Don’t be Afraid

















General praise has 
NO Impact!



How many 
of you have 

ever 
received a 

handwritten
note?



A Handwritten Note

•Who deserves more than just an…    “Atta 
Boy!”

•Be Specific. Be Sincere. What was the 
value?





Appreciate the Family







An idea a week
oLetter to the family
oA random text of gratitude 
oRemember special days
oGo to lunch
oParking space for a week

oHandwritten note
oCup of coffee

o Half day off to spend w/ kids
o Scrapbook of memories
o Tickets to movie, play, game
o Recognition box
o Friday inspirational movie

o A Rolex watch! 

o A pat on the back



Not a slap to the Head!

A pat on the back!



If you want to 
make your day a 
little better…go

appreciate
someone.



150% more likely to 
have happier life overall

Those Most Engaged at 
Work

University of California,
Professor Sonya 
Lyubomirsky 



TAKE IT HOME
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What CEOs Want
ROI Institute and ATD research show that the data CEOs receive are not 
demonstrating what they want out of their talent investment. (N=96)

Measures Currently 
Measure

Should 
Measure Importance

Inputs and Indicators 94% 86% 6

Efficiency 78% 82% 7

Reaction 53% 22% 8

Learning 32% 28% 5

Application 11% 61% 4

Impact 8% 96% 1

ROI 4% 74% 2

Awards 40% 44% 3
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CLOs Use or Plan to Use ROI

2015 Measurement and Metrics Study by CLO Magazine

35.6%

21.6%

22.6%

9.7%

17.3%

(N=335)

Use business data to demonstrate the impact of the training 
organization on the broader enterprise.

Use ROI for that purpose.

Plan to implement ROI within 12 months.

Plan implementation in 12 to 24 months.

Plan implementation with no time frame.

71.2%



“Ultimately, the success of any program is based 
on whether it improves business results.” 

— Training Top 10 Hall of Fame – May 2017
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A 2020 benchmarking report 
indicates that 37% of programs are 
evaluated at the impact level and 
18% at the ROI level.

— ROI Institute, Inc. User Survey



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 0: INPUT

©2022 ROI Institute Inc. All Rights Reserved. 60



Measurement 
Targets

Level Recommended % of 
Programs **Benchmarking %

0 Input 100% 100%

1 Reaction 100% 80%

2 Learning 80-90% 70%

3 Application 30% 49%

4 Impact 10% 37%

5 ROI 5% 18%

**Benchmarking 2020
*Percentage of programs evaluated at each level each year

What is your status?
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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

Investment of time required

Characteristics 
of Programs 
Suitable for 
Impact & ROI
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*Survey of Users, N = 246

Challenge #1: Post-Program Data Collection
Data Collection Methods

27%

35%

36%

39%

43%

51%

71%

0% 10% 20% 30% 40% 50% 60% 70% 80%

Focus Groups

Interviews

Tests

Observation

Action Plans/Performance Contracts

Performance Records/Databases

Surveys/Questionnaires
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*Survey of Users, N = 246

Challenge #2: Isolating the Effects of a Program
Isolation Methods

28%

34%

37%

38%

40%

42%

49%

57%

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

Mathematical Modeling

Control Groups

Expert Input

Customer Input

Trendline Analysis

Senior Manager Estimates

Manager Estimates

Participant Estimates
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*Survey of Users, N = 246

Challenge #3: Converting Data to Money
Data Conversion Methods

32%

41%

42%

45%

48%

48%

52%

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

Linking Soft Skills with Hard Data (models; regression)

Staff Estimates

External Databases

Internal and External Experts

Supervisor Estimates

Participant Estimates

Standard Values Accepted in the Organization
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Intangibles
 Adaptability
 Awards
 Brand awareness
 Career minded
 Caring
 Collaboration
 Communication
 Conflicts
 Corporate social responsibility
 Decisiveness
 Engagement

 Image
 Innovation
 Job satisfaction
 Leadership
 Networking
 Organizational climate
 Organizational commitment
 Reputation
 Stress
 Talent
 Teamwork
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Measuring ROI 
in a Safety 
Incentive 
Program
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Case Study

• National Steel divisions incurred unacceptable accident 
frequency rates, accident severity rates, and total 
accident costs. For a two-year period, these costs had 
been around the $400,000 to $500,000 range annually. 

• Safety managers met to seek appropriate solutions. 

• HR specialists analyzed the cost and types of accidents. 

• As a result of the assessment, the team implemented a 
group-based safety incentive plan.

• The plan included a $75 cash award to each employee in 
the plant for every six months the plant worked without a 
medical treatment case.
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BCR =

ROI =

$345,898
$72,172

$345,898 - $72,172
$345,898

x 100

ROI Calculation

=

=

4.79:1

379%
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The Payoff
• Justify/defend budgets.
• Align projects to business needs.
• Show contributions of selected projects.
• Earn senior management/administrators’ respect.
• 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”.
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Be Proactive
Remember, when it comes to delivering results:

• Hope is not a strategy.

• Luck is not a factor.

• Doing nothing is not an option.

Change is inevitable. 

Progress is optional.
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CLICK HERE or scan the QR code to access the resources from today’s session.

https://roiinstitute.net/tmn-showing-the-value-of-recognition/
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Questions?

Email Us
chester@chesterelton.com

Jack@roiinstitute.net

mailto:chester@chesterelton.com
mailto:Jack@roiinstitute.net
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