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What’s Your Project?
Think about a project you have implemented (or would like to implement). Here are some examples:
Criteria for selection: The project is important, maybe expensive, connected to strategy, highly visible, involves other people, attracts attention, and someone would like to see the results.
Questions for Discussion
1. What’s the project?
2. Why is it important?
3. Why are you implementing it (business need)?
4. How will you measure success?
Term
Example
Participant
System
A home-based telehealth system
Nurses
Initiative
A faith-based effort to reduce recidivism
Inmates
Policy
A new preschool policy for disadvantaged citizens
Students
Procedure
A new medical procedure for clinics
Healthcare Professionals
Event
A healthy living event
Attendees
Project
A reengineering project for the plastics division
Team members
Meeting
U.S. Coast Guard innovation conference
Delegates
Process
A new intake process for claims
Employees
People
Staff additions to the AIDS center
Team members
Tool
A new tool to select volunteers
Recruiters
Program
Leadership for senior executives
Senior executives












































































































































































































































































































































































































































































































































	



Six Categories of Data

Level	Measurement Focus                          Typical Measures
	0–Input 
	· Input into programs, including indicators representing scope, volumes, times, costs, and efficiencies
	· Types of programs
· Number of programs
· Number of people involved
· Hours of involvement
· Costs

	
	
	

	
	
	



	1–Reaction and Planned Action
	· Reaction to the programs, including participants’ perceived value and planned action to make them successful 
	· Relevance
· Importance
· Usefulness
· Appropriateness
· Intent to use
· Motivational
· Recommended to others

	
	
	

	
	
	

	
	
	



	2–Learning 
	· Knowledge and success gained, learning how to develop concepts and how to use skills and competencies to drive program success
	· Skills
· Learning
· Knowledge
· Capacity
· Competencies
· Confidences
· Contacts

	
	
	

	
	
	

	
	
	

	
	
	



	3–Application and Implementation
	· Application and use of knowledge, skills, and competencies, including progress made and implementation success 
	· Behaviors
· Extent of use
· Task completion
· Frequency of use
· Actions completed
· Success with use
· Barriers to use
· Enablers to use
· Engagement

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	



	4–Impact 
	· The impact of the programs and processes expressed as business impact measures
	· Graduation rates
· Infant mortality
· Crime rates
· Productivity
· Revenue 
· Quality
· Jobs created
· Efficiency
· Incidents of disease
· Retention 
· Customer satisfaction

	
	
	· 

	
	
	· 

	
	
	· 

	
	
	· 

	
	
	· 

	
	
	· 



	5–ROI
	· Comparison of monetary benefits from the project to project costs
	· Benefit Cost Ratio (BCR)
· ROI (%)
· Payback period 



Crime in Atlanta
Most major cities are experiencing serious crime problems, with crime rates increasing and declining rates of successfully solving crimes. In Atlanta, Georgia, that’s been the case. The major newspaper for the city, The Atlanta Journal-Constitution, wanted to bring attention to the crime issue and make a difference. So, AJC journalist Bill Rankin created a podcast series called Breakdown. The Breakdown podcasts combine real journalism and reporting with expert storytelling to take the listeners behind the headlines of Georgia’s true crime stories. This behind-the-scenes storytelling helps listeners gain an understanding of the causes of major crimes, the sensational details of the crime, and how crime affects the community and the victims.
As the podcast series was introduced, success seemed to be apparent. In a major full-page ad, the paper boldly made the statement, “Celebrating 8 Million Downloads,” declaring that the series was a success.
As a backdrop to this issue, the public must be involved with preventing and solving crime. There is no city that can put a police officer on every street corner, in every school, in every business, or near every home. The public must be diligent about crime and its root causes. Crime usually increases when a family unit breaks down, poverty is rampant, education level is low, and good jobs are scarce. The family unit can influence these issues if the family is poised to try to prevent family members from being involved in crime. While being alert to other crimes they see and know about, their focus will be on crime prevention.
Questions for Discussion
1.
At what level of data is the focus of the success in the “8 Million Downloads” advertisement?
2.
Could this project be measured at the reaction level? If so, what reactions would you desire?
3.
Can the project be measured at the learning level? If so, how would this data be captured?
4.
Can the project be measured at the application level? If so, how would this data be captured?
5.
Is this project primarily for entertainment or information, or is it a call to action? Explain.






























































































































































































































Project funders want to know if the project is successful. Bill needs to show the value of the podcast series.
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Description automatically generated]6. Could this project be evaluated at the impact level as it is designed? If not, how could it be redesigned to focus on impact?
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Examples of Hard Data
Can you add to the list?
OUTPUT
Citizens Vaccinated Graduation Rate Placement Rate Units Produced Income Increased Items Assembled Money Collected Licenses Issued
New Accounts Generated Forms Processed
Loans Approved Inventory Turnover Criminals Prosecuted Inspections Made Applications Processed Patients X-rayed Students Graduated Permits Issued Projects Completed Jobs Secured Productivity
Patients Discharged Criminals Captured Shipments
COSTS
Budget Variances Unit Costs
Costs by Account Variable Costs Fixed Costs Overhead Cost Operating Costs
Program Cost Savings Accident Costs Program Costs Incarceration Costs Shelter Costs Treatment Costs Participant Costs Cost Per Day
TIME
Length of Stay Cycle Time
Equipment Downtime Overtime
On-Time Shipments Project Time Processing Time Supervisory Time Time to Proficiency Time to Graduate Meeting Schedules Repair Time
Time to Replace Work Stoppages Response Time Late Times
Lost Time Days Wait Time
QUALITY
Readmissions Failure Rates Dropout Rates Scrap
Waste Rejects Error Rates
Rework Required Complications Shortages Product Defects
Deviations from Standard Product Failures Inventory Adjustments Infections
Incidents
Compliance Discrepancies Agency Fines
Accidents Crime Rate





Examples of Soft Data
Can you add to the list?

LEADERSHIP

Teamwork Collaborations Networking Communication Alliances Decisiveness Caring Compassion

WORK CLIMATE/SATISFACTION

Grievances Discrimination Charges Employee Complaints Job Satisfaction
Organization Commitment Employee Engagement Employee Loyalty
Intent to Leave Stress

INITIATIVE/INNOVATION

Creativity New Ideas Suggestions Trademarks
Copyrights and Patents Process Improvements Partnerships


CLIENT SERVICE

Client Complaints Client Satisfaction Client Dissatisfaction Client Impressions Client Loyalty
Client Retention Client Value Clients Lost

EMPLOYEE DEVELOPMENT/ ADVANCEMENT

Promotions Capability Intellectual Capital Programs Completed Transfers
Performance Appraisal Ratings Readiness
Development Assignments

IMAGE/REPUTATION

Brand Awareness Reputation Impressions
Social Responsibility Environmental Friendliness Social Consciousness Diversity/Inclusiveness External Awards








Why? Start with Impact

MYTH: It’s almost impossible to connect most projects to business needs.

REALITY: Essentially, every project can be connected to a business need.

Scotland Yard

For the supporters of soft skills, the Sunday Telegraph’s front-page headline was a nightmare: “Scotland Yard ‘wasting’ £10M on Leadership Training.” This story exposed the details of this hidden expenditure.1 Despite a requirement for the Mayor’s Office for Policing and Crime to publish all expenditures exceeding £500, the details of Scotland Yard’s £10M outlay have been kept secret until now.

The Concern 
The Metropolitan Police has been accused by its officers of “wasting” £10M on a leadership training program as the crime rate soars. More than 10,000 officers and staff at the rank of sergeant and above will attend five days of training before the end of the year. A spokesman said that the course cost £5M a year over two years. 

Officers who recently completed the course are understood to have confronted bosses at the end, questioning why the money was not used to recruit new officers, provide police cars, or enhance operational training. The £10M budget would be enough to fund roughly 1,000 police cars, at a time when the fleet is being reduced to save money, or the yearly salary of more than 400 police officers. 
The program comes amid soaring crime levels including more than 60 murders this year, with the monthly homicide rate overtaking that of New York. It also comes at a time when the Sunday Times reported in a front-page story, “Under 5% of all burglaries and robberies solved: New shock figures reveal failure of police.”2

The Program
The program is a classic blend of soft skills tools, including, “50,000 hours of one-to-one coaching; five days of full workshops per person; two 360-degree feedback processes per person and one clarity 4D personality profile per person.” The profile test, at a cost of £17 per person, tells someone whether they are a “blue”, “red”, “yellow” or “green” personality. At the end of the course, they were asked to come up with personal “pledges”, such as to do more exercise. 

Lane4, management consultancy implemented the program and said their leadership program will help people with “self-development (their identity, self-reflection, their behaviors)” as well as “creating meaning through shared identity.”

The Reaction
A source who went through the course told The Sunday Telegraph: “Everyone was angry as they felt it was a waste of money and it took us out of borough for two days at a time when we have so much work to do.” Ken Marsh, the Metropolitan Police Federation chairman, said that all officers wanted was to get on with their jobs. He said: “We are on our knees. Crime is going up, the public are concerned, and we haven’t got the resources that we need.” A Met spokesman said: “As London’s single biggest employer we absolutely must support our leaders by giving them the skills they need to do their jobs. Well-led and well-trained people deliver better, and ultimately that means Londoners get a great service.” The program is designed “as a lever to drive positive behaviors and to empower our staff to communicate and engage more effectively.”


Scotland Yard said it was “confident this investment is worthwhile” and it had received positive feedback from many attendees. A spokesman for the Mayor of London said: “As outlined in the Mayor’s Police and Crime Plan, the Met’s most valuable asset is its people and so it is important that staff have the right training and support to lead the organization.


1 H. Dixon. “Scotland Yard ‘wasting’ £10M on leadership training.” The Sunday Telegraph. June 3, 2018. 1 -2. 
2 J. Ungoed-Thomas, K. Shveda, S. Joiner, and D. Collins. “Under 5% of all burglaries and robberies solved.” Sunday Times. June 17, 2018. 1. Notes:


Finding the Right Solution
1.
Examine the data and records.
2.
Initiate the discussion.
3.
Reference a case study.
4.
Use benchmarking from similar solutions.
5.
Use evaluation as the hook.
6.
Involve others in the discussion.
7.
Discuss disasters in other places.
Conduct an appropriate analysis.
8.

















How? Select the Right Solution
MYTH: The solution to a problem is almost always obvious. REALITY: The right solution is rarely obvious.
Chip Huth, Kansas City Swat Team
Chip Huth, the new leader of a SWAT team in the Kansas City, Missouri, Police Department, knew what he had to do. Citizen complaints against the team were excessive, averaging about 30–40 per year. They were also expensive, costing the department an average of $70,000 per complaint just for the investigations. The deputy chief (DC) who appointed Chip was clear—Chip needed to “clean up” the mess. The DC was concerned about optics from the complaints and the many irritations they were causing.
Expectations were vague, and the accepted remedy was potentially a “house cleaning” and subsequent creation of a new team. Chip knew what he was facing. He accepted the assignment because he loved working in teams. Initially, Chip didn’t believe the team could be “fixed.” Admittedly, Chip was completely self-centered in his thinking and simply loved the thrill of the work. He reassured the DC that he could whip the team into shape (not believing anyone could do so) and initially sought token improvements by addressing problem behaviors.
Unexpectedly, through a series of personal and professional encounters, Chip was exposed to a personal improvement process called Outward Mindset from the Arbinger Institute. Arbinger’s research indicates that people operate at any given time from one of two mindsets: an inward mindset or an outward mindset. When operating with an inward mindset, you focus only on your own goals and objectives without considering your impact on others. With an outward mindset, however, you see others as people who matter as much as you do. You consider their needs, challenges, and objectives. And you focus on collective results.
As Chip began applying the Outward Mindset framework to each area of his life, including his leadership responsibilities with the team, it seemed logical that this could impact the team. Although Chip was not certain that the Outward Mindset would deliver fewer complaints or build a better relationship with the community, he was willing to give it a try.
He introduced the team to this process. When they were exposed to it, they responded positively. The team asked Chip to lead them in applying the Outward Mindset skills and framework, in role-modeling the behaviors, and showing them that it works.
Team members began to see this shift in mindset as:

Necessary to instill the type of culture where each person felt supported and had an opportunity to make meaningful contributions
important to develop the capacity to conduct dangerous and kinetic police work safely while instilling community trust.
Feasible and practical to instill mindset shift into all aspects of dynamic police work.


This was all Chip needed. He had the business measure, citizen complaints at roughly $70,000 each, the right solution, Outward Mindset, and the right people at the right time. He was ready to go.

Questions for Discussion
1. What was the principal impact measure? Are there others? Explain.
2. Is this appropriate validation of the right solution? Explain.
Notes:
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What? Expect Success with Objectives
MYTH: Objectives add little value to the outcomes.
REALITY: Objectives are powerful drivers of success.
Martin Burt, Poverty Stoplight
Martin Burt, Ph.D., has a lifelong quest to understand and abolish poverty. His inspirational experience in public service includes serving as chief of staff for the president of Paraguay, the mayor of Asunción (the capital city of Paraguay), and the vice minister of commerce. Martin is the founder and CEO of Fundación Paraguaya, a nonprofit devoted to promoting social entrepreneurship and economic self-reliance to eliminate poverty worldwide.
Martin has challenged many assumptions about poverty by asking, “What if everything we knew about poverty was wrong? What if the legions of policy makers, social scientists, economists, aid workers, charities, and NGOs marching across the globe have been using the wrong strategy and tactics to wage the wrong war against poverty?”
In his book, Who Owns Poverty?, Martin lays out the framework necessary to eliminate poverty. The answer to his question, “Who owns poverty?” is clear—the people in poverty. They don’t want to be in poverty. But people in poverty are not just persons with low-income labels. They are individuals with joy, generosity, and creativity. They have problem-solving and entrepreneurial spirits, and they want to rise out of poverty. They just need help and support to get there, and they will get there if we give them an avenue to do so.
Martin created the Poverty Stoplight program that shows families what they must do to come out of poverty. It’s not just increasing income, but it’s tackling a host of issues that altogether contribute to poverty. He developed 50 indicators of poverty. Martin created the stoplight program with clear measures and three phases: red, yellow, and green-red (a worst-case scenario), yellow (making progress), and green (out of poverty). Along with each indicator, for each phase, the Poverty Stoplight team developed specific measures of success so that all stakeholders, including the families in poverty, can see where they are going, and the progress being made. Progress follows the five-level framework of reaction, learning, application, impact, and ROI.
The table below provides examples of the specific definitions of some of the indicators, which let the families in poverty know when they reach the goal of yellow or green. They are positioned as objectives to define how the families should react (Level 1), what they should know (Level 2), what they should do (Level 3), the impact (Level 4), and the worth of the program (Level 5).
To make this work, Martin has trained hundreds of facilitators who are teaching and working with families to get out of poverty. The families expect success and want to have a green light status on all the indicators— that’s the goal. It will take some time and support from many others to reach that goal. The program has a high probability of success. The business measures (impact) were identified in the be- ginning. The right solution was developed through careful research and analysis. And finally, there is a clear expectation of success with very specific objectives with key results. Through the Fundación Paraguaya and Martin’s efforts, Paraguay may be the first country that becomes poverty free.
Poverty is not only a growing threat to existing institutions and the cause for much unnecessary suffering in the world but also a detriment to broad economic growth and a problem globally. Even the United States, Canada, France, Sweden, and Germany, among others, are tackling this issue.



Martin needs to show the value of the Poverty Stoplight program. He needs to push its evaluation to the ROI level for governments, as they calculate benefit-cost analysis for helping to eliminate poverty. He also needs to calculate the ROI for the companies supporting the program, showing them that this is a good investment for the company and the community. The major foundations involved in the NGOs and the charities don’t need to see ROI, but they all need to see the impact. The impact is getting families out of poverty and reaching the green light on the Poverty Stoplight. Martin needs the Show the Value Process detailed in this book to show the value of what they do.
Table 1. A Sample of Poverty Stoplight Program Objectives at Each Level After participating in the Poverty Stoplight program, participants should:
Level of
Objective	Evaluation
1. Perceive the program to be relevant to their	1 (Reaction) needs (4.5 out of 5).
2. Intend to be successful with the Poverty	1 (Reaction) Stoplight Program.
3. Be able to create a plan and budget.	2 (Learning)
4. Be able to describe the three elements	2 (Learning) of a comfortable home.
5. All members of the family under 18 years	3 (Application) of age go to school.
6. At least one family member has access to	3 (Application) formal productive credit.
7. Receive vaccinations for the most serious	3 (Application) diseases and those that are considered
compulsory.
8. Have a valid identity card for adult family	3 (Application) members.
9. Decrease eyesight problems by 20 percent	4 (Impact) in one year.
10. Reduce the acts of violence in their	4 (Impact) neighborhood to zero in six months.
11. Have an income above the poverty line.	4 (Impact)
12. Achieve a 20 percent ROI for the government	5 (ROI) three years after program implementation.






Questions for Discussion
1. Is it possible to have specific objectives for each level of outcome? Explain.
2. Why are objectives important?
3. What are the objectives for your project?
· Reaction

Learning

Application

Impact
Notes:














•
J. J. Phillips and P. P. Phillips. Beyond Learning Objectives: Develop Measurable Objectives that Link to the
Bottom Line. Alexandria, VA: ASTD Press. 2008.
P. P. Phillips and J. J. Phillips. 10 Steps to Successful Business Alignment. Alexandria, VA: ASTD Press. 2012.
J. Doerr. Measure What Matters: How Google, Bono, and the Gates Foundation Rock the World with OKRs. New York: Penguin. 2018.
1 These rules are from a combination of publications:
•
•
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 objectives 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.
8. Objectives are tools for progress, not weapons for performance review.
9. Most objectives should be time-bound.
10. Objectives provide the focus for design, development, implementation, and evaluation.
Rules for Objectives1
Developing Objectives for Each Level
Defines the minimum return on investment from the program, comparing program costs with monetary benefits from the program
Level 5, ROI

Levels of Objectives
Focus of Objectives
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
Question for Discussion
1. Do you develop objectives at multiple levels? Explain.








Matching Evaluation Levels with Objectives
For each objective listed below, indicate the level of evaluation at which the objective is aimed.
Level 1: Reaction
Level 2: Learning
Level 3: Application Level 4: Business Impact
Level 5: Return on Investment
Objective
After completing this program or project, participants should:
Evaluation Level
1.
2.
3.
Decrease citizen complaints by 20% in one year.
Use problem-solving skills to uncover causes of problems.
Be able to demonstrate the five steps to determine if there is a food security issue.
Rate the facilitator 4 out of 5 on presentation skills.
Decrease the amount of time required to develop a proposal by 25%. Achieve a 20% ROI one year after program implementation.
Perceive the content to be relevant to actual situations (4.5 out of 5). Decrease security breaches by 25% in six months.
Conduct a proper investigation using the seven-step process in 95% of complaint situations.
4.
5.
6.
7.
8.
9.
10. Score an average of 75 or better on new strategy quiz.
11. Complete a conflict-of-interest questionnaire each year as part of the new ethics policy.
12. Use all ten negotiation skills in at least 50% of negotiation situations.
Question for Discussion
1. How do Level 3 and Level 4 objectives provide benefits? To whom?
















Taken from P.P. Phillips, J.J. Phillips, and L.A. Edwards. Measuring the Success of Coaching: A Step-by-Step Guide for Measuring Impact and Calculating ROI. Alexandria, VA: ASTD Press. 2012. pp. 203-222.
1Beat rate is the term used in the Coach Business Operating Division to describe the amount of time (hours) that the coach (vehicle) will spend at a particular section in the process of refurbishing the coach before it gets delivered to the client. For example, the time spent in the paint section or the under frame section.
Example of Program Objectives

Clear objectives were established for each session, as well as for the coaching program as a whole. The objectives below outline the different levels of evaluation:
Level 1: Reaction Objectives
Perceive coaching to be relevant to their job:
· Rate the coach as effective.
· Perceive the sessions to be important to their job performance.
Level 2: Learning Objectives
Uncover strengths and weaknesses:
· Enhance leadership skills.
· Improve team cohesion.
· Improve personal behavior.
Level 3: Application Objectives
Twelve months after completion, supervisors should:
· Show improvement on individually identified action plans/goals.
· Show improvement on enhancing leadership skills.
Level 4: Impact Objectives
After the completion of the program, supervisors should show improvement on at least one of the following areas:
· meeting or exceeding monthly sales targets

meeting or exceeding the set beat rates.1
Level 5: ROI Objective
The ROI value should be at 25 percent.


How Much? Collect Data along the Way
MYTH: The solution to a problem is almost always obvious. REALITY: The right solution is rarely obvious.
Renew America Together
Sometimes there are projects that require data collection at multiple times for a long period of time. Collecting data throughout the process can seem overwhelming. Renew America Together Civility Leadership Institute is one program where data are collected at multiple points in time.
General Wesley Clark (ret.) is a dedicated public servant, former four-star U.S. Army General, educator, writer, commentator, and successful businessperson. His career includes service as Supreme Allied Commander Europe, where he led NATO forces to victory in Operation Allied Force; and awards such as the Presidential Medal of Freedom and numerous honorary doctorates and civilian honors.
Because of his concern over the polarization in the United States, General Clark founded Renew America Together, designed to promote and achieve greater common ground in America by reducing partisan division and gridlock. In July 2021, Renew America Together launched a pilot program, the Civility Leadership Institute. This institute brings together business leaders, congressional staffers, city leaders, state leaders, and others who want to co-create solutions that will solve organizational and societal issues through collaboration with others whose opinions and values differ from theirs.
General Clark and Renew America Together executive director, Mary-Lee Smith, made it clear—the program must deliver impact. Because there were no specific impact measures defined, the team devised a plan to ensure the program aligned with General Clark’s in- tent for launching the program as well as the needs of participants. Admission to the program requires applicants to provide a business case and demographic information. The business case describes their purpose for applying and the outcomes they hope to achieve. Upon selection, participants meet with the facilitator to conduct baseline assessments and learn expectations for the program.
The Civility Leadership Institute is a 12-month program with monthly learning sessions, where participants build skills in communication and influencing others. During the sessions, they also engage with some of the country’s leading news makers, societal influencers, and environmental activists.
Monthly sessions include ongoing collab- oration and learning as well as the application of knowledge, skills, information, and insight gained throughout the program. There was a need to collect data over a 12-month period.
During each monthly session, data are collected to measure perception and intent to apply specific aspects of the content. Additionally, at the beginning of each monthly session, participants share how to use what they learn from the previous session. Data are used to adjust the programming along the way. Three months into the program, a more substantial questionnaire is administered to determine the extent to which participants are networking. Interviews between sessions allow participants to provide more in-depth feedback and share stories of how they are using what they are learning and the results they are seeing. Follow-up to the content delivery will occur via questionnaire at the 6-month and 11- month marks. The results will be delivered in month 12.


Questions for Discussion
1. What issues do have with data collection?
2. How can you address these issues?
3. Which methods will you use on your project evaluation?
Data Collection Methods
Methods for Collecting Project Data at Each Level
Level
1
Reaction
2
Learning
3
Application
4
Impact
Method
Surveys Questionnaires Observation Interviews Focus groups Tests
Action planning/ performance contracting
Performance monitoring
✓
✓
✓
✓
✓
✓
✓
✓
✓
✓
✓
✓
✓
✓
✓
✓
✓
Questions for Discussion
1. What are the strengths and weaknesses of each method?
2. Which will you use for your project?















Next, Jessica conducted focus groups to examine the problem in more detail, and the focus groups identified areas where improvement was needed. The managers:


Felt that the generational cohorts were different,
Claimed that the millennials did not understand the difference between social and professional networking, and
Thought that millennials had low emotional intelligence.





New hires sometimes struggle with acclimating to the company, There was almost no intergenerational conflict,
A few differences were perceived across generations, and
Both the new college hires and the managers seemed to enjoy their work and working together.
Jessica Kriegel
Jessica Kriegel, an organization and talent development consultant at Oracle with expertise in strategic planning, talent management, and leadership development, was particularly focused on intergenerational understanding. More specifically, she realized that generational labels do not work. The labels aren’t bad. It’s the associations that society puts on those labels that are bad.
Although labels abound with each generational era, millennials (those born between 1980-2000) are the most misunderstood generation. These labels keep individuals, managers, and even organizations from being as successful as they should be. Jessica’s work at Oracle provided her an opportunity to tackle this challenge directly. One project clearly focused on this challenge, and she needed to show its value.
A product-development team member reached out to the person in charge of the Oracle College Hire Program about their problem with the millennials. The team member suggested that the millennials didn’t understand the corporate culture, and as a result, there were behavioral and communication issues. This suggestion included a request for a training program to help the millennials acclimate to the company.
Jessica took this project on. She wanted to understand the issue and ensure that the correct program was implemented. She did not want to take on the project on the face value that millennials were the problem, and if we fix them, everything is okay.
Each year, this program develops approximately 100 to 200 new college hires, making this an important program. She examined some of the data that were surrounding the situation. A lack of productivity was reported, along with the excessive turnover of the millennials. Some were leaving soon after employment, which was very expensive. Consequently, the business outcomes of interest were improved productivity and reduced turnover.
To understand the right solution, Jessica conducted a detailed survey with the managers and the employees. The surveys indicated that:
What’s it Worth? Analyze the Data
MYTH: The monetary value for a measure is difficult to locate or calculate.
REALITY: Most measures that matter have been converted to money.




With these issues identified, the solution was designed to work with both groups to ensure that they worked productively and efficiently together, addressing their individual needs in two different programs (one for the managers and one for the employees). She set out to show the value of her program.
As Jessica conducted the programs, she captured reaction data. The employees felt the program was valuable, and it helped them understand more about their roles in the organization. She measured learning from both groups and found they were learning what they needed to do to be more successful. She measured application to see the extent to which they were working together because of the training. The reports were positive that they were working collaboratively. With the increased collaboration came improvements in retention and productivity. With these improvements, she took a step to sort out the effects of the program from other influences, converted these measures to money, compared program benefits to the cost of the program, and calculated that the return on investment was 695 percent. The executives were impressed.
Questions for Discussion
1. What are the impact measures?
Meanwhile, the millennials felt they:



Needed more information about why their jobs mattered, Wanted more communication from their manager, and Were struggling to find a work-life balance.
2. How could the impact results be isolated from other influences?
3. What isolation method is being used here?
4. How could the impact data be converted to money?
5. Which costs should be included?









6. How is the ROI calculated?
Experimental vs. Control Group
An anesthesiologist working in a hospital in British Columbia, Canada, is a specialist in colon cancer surgery. He read about a new process developed in the UK involving a change in the preparation and after-care of patients. This new process reduced infections and readmissions, and also reduced the length of stay. He wanted to try it in his healthcare system. Funding this process would cost the Provincial Healthcare system about $500,000. He knew his request would be turned down, so he contacted Suzanne Schell, founder of ROI Institute Canada, to explore how to address the problem. Together they secured enough funds in his hospital to try the new procedure with a small group of 16 patients. The anesthesiologist and Suzanne set out to show the new approach would save enough money to overcome the cost of implementing it beyond the pilot group.
To determine the impact of the new process, they compared the 16 patients receiving the standard preparation and aftercare. The groups were matched according to their health status, age, and other factors that could make a difference in the measures of length of stay, infections, and readmissions. They realized that they had a very small study, and it would be difficult to infer to larger numbers of patients. But they wanted to try it to make a case for a more extensive study to prove their hypothesis.
With the help of staff members, the anesthesiologist changed the procedure, trained his staff in the new procedure, and put it to work. The staff perceived it as important to the patients’ health, and they willingly learned how to make appropriate adjustments in patient prep and aftercare. They followed through on those changes.
The results were dramatic. The group following the new procedure had zero complications, zero infections, and zero readmissions. Performance in the same measures for the comparison group ranged from 5 percent to 20 percent.
Questions for Discussion
1. Is this method credible? Explain.
2. What are the issues that can make this a success?








Trend Line Analysis
The Kansas City SWAT team mentioned earlier implemented the Outward Mindset program to reduce citizen complaints about the police, a measure of the quality of their work. The team leader, Chip Huth, and the team knew they could avoid the complaints by being nice guys, but they still had their jobs to do. Measures of productivity were equally important, including confiscating drugs, cash, and guns; serving warrants; and making arrests. As a result of Outward Mindset, they were able to improve productivity and quality. Reducing complaints was an important quality measure of success. However, according to Chip, “The Outward Mindset approach did not merely help us reduce complaints, but also helped us account for an unquantifiable reduction in lawsuits, injuries, etc., and an increase in public trust, collaboration, and drug and gun seizures.”
Figure 3 shows the improvement in complaints after program implementation. Complaints decreased from about three per month to zero. Chip knew that to show the value of this quality improvement credibly, he needed to account for any other factors that influenced it. The team discussed among themselves and with others, Did anything else cause the complaints to decrease? The number of missions did not change, and the types of missions didn’t change. There were no policy changes and no high-profile cases in the news. In essence, the team could not think of any other factors and believed that their new Outward Mindset approach had made the difference. According to Chip, the complaints disappeared because of the behaviors from the Outward Mindset, “The way we responded to the reality of others while executing our work, including some changes in procedures that were born out of our commitment to seeing others, made the complaints disappear.” When comparing the monetary benefits of reducing complaints for one year to the cost of preparing this team to use the Outward Mindset, the ROI is 5,724 percent. This is an almost unbelievable ROI, but the process and the data prove it is credible.
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Question for Discussion
1. Is this approach credible? Explain.
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Figure 3. Isolating the Effects of the Outward Mindset Program.



















Techniques to Isolate the Effects of Projects and Programs
Research and Analytical Methods
Estimations
•
•
•
•
Experimental versus control group Trend line analysis of impact data Use of mathematical modeling
Calculating the impact of other factors
•
•
Participant’s estimate of impact Significant other’s/supervisor’s estimate of impact
Management’s estimate of impact Use of experts/previous studies Use of customer/client input
•
•
•
Questions for Discussion
1. Discuss the strengths and weaknesses of each method.
2. Can estimates be credible? Explain.
3. Which method(s) will you use for your project?
The Wisdom of Crowds*
One day in the fall of 1906, British scientist Francis Galton left his home in the town of Plymouth and headed for a country fair. Galton was eighty-five years old and beginning to feel his age, but he was still brimming with the curiosity that had won him renown—and notoriety—for his work on statistics and the science of heredity. On that day, what Galton was curious about was livestock.
Galton’s destination was the annual West of England Fat Stock and Poultry Exhibition, a regional fair where the local farmers and townspeople gathered to appraise the quality of each other’s cattle, sheep, chickens, horses, and pigs. Wandering through rows of stalls examining workhorses and prize hogs may have seemed a strange way for a scientist to spend an afternoon, but there was certain logic to it.
Galton was a man obsessed with two things: the measurement of physical and mental qualities and breeding. And what, after all, is a livestock show but a big showcase for the effects of good and bad breeding?
Breeding mattered to Galton because he believed that only a very few people had the characteristics necessary to keep societies healthy. He had devoted much of his career to measuring those













characteristics, in fact, to prove that the vast majority of people did not have them. His experiments left him with little faith in the intelligence of the average person, “the stupidity and wrong-headedness of many men and women being so great as to be scarcely credible.” Galton believed, “Only if power and control stayed in the hands of the select, well-bred few, could a society remain healthy and strong.”
As he walked through the exhibition that day, Galton came across a weight-judging competition. A fat ox had been selected and placed on display, and members of a gathering crowd were lining up to place wagers on what the weight of the ox would be after it had been slaughtered and dressed. For sixpence, an individual could buy a stamped and numbered ticket; fill in their name, occupation, address, and estimate. The best guesses would receive prizes.
Eight hundred people tried their luck. They were a diverse lot. Many of them were butchers and farmers, who were presumably expert at judging the weight of livestock, but there were also quite a few people who had no insider knowledge of cattle. “Many non-experts competed,” Galton wrote later in the scientific journal Nature. “The average competitor was probably as well fitted for making a just estimate of the dressed weight of the ox, as an average voter is of judging the merits of most political issues on which he votes.”
Galton was interested in figuring out what the “average voter” was capable of because he wanted to prove that the average voter was capable of very little. So, he turned the competition into an impromptu experiment. When the contest was over and the prizes had been awarded, Galton borrowed the tickets from the organizers and ran a series of statistical tests on them. Galton arranged the guesses (totaling 787–thirteen were discarded because they were illegible) in order from highest to lowest and graphed them to see if they would form a bell curve. Then, among other things, he added all the contestants’ estimates, and calculated the mean of the group’s guesses. That number represented, you could say, the collective wisdom of the Plymouth crowd. If the crowd were a single person, that was how much it would have guessed the ox weighed.
Galton undoubtedly thought that the average guess of the group would be way off the mark. After all, mix a few very smart people with some mediocre people and a lot of dumb people, and it seems likely you’d end up with a dumb answer. But Galton was wrong. The crowd had guessed that the ox, after it had been slaughtered and dressed, would weigh 1,197 pounds. After it had been slaughtered and dressed, the ox weighed 1,198 pounds. In other words, the crowd’s judgment was essentially perfect. The “experts” were not close. Perhaps breeding didn’t mean so much after all. Galton wrote later: “The result seems more creditable to the trustworthiness of a democratic judgment than it might have been expected.” That was, to say the least, an understatement.
What Francis Galton stumbled on that day in Plymouth was the simple, but powerful, truth: under the right circumstances, groups are remarkably intelligent, and are often smarter than the smartest people in them. Groups do not need to be dominated by exceptionally intelligent people to be smart. Even if most of the people within a group are not especially well-informed or rational, they can still reach a collectively wise decision.

Questions for Discussion
1. What implications does this concept have in evaluation?
2. Can you cite other examples?
Methods of Converting Data to Monetary Values
•
•
•
•
•
•
•
•
•
•
Converting output to contribution—standard value (profit/savings) Converting the cost of quality—standard value
Converting employee’s time (using compensation) Using historical costs/savings
Using internal and external experts
Using data from external databases/studies Linking with other measures
Using participants’ estimates
Using supervisors’ and managers’ estimates Using staff estimates
Questions for Discussion
1. Discuss the strengths and weaknesses of these approaches.
2. When should a measure be left as an intangible?
3. Which method(s) will you use on your project?













Using External Databases
Darnell Jackson serves on the police force of a college town. The city has grown as the university has grown, creating some of the usual issues of a larger city, such as traffic, congestion, and crime. Motor vehicle thefts have recently increased well above the average for cities the size of Darnell’s, and they are above the national average on a per capita basis.
This problem is worth solving because motor vehicle theft is not just an inconvenience for the victims of the crime, but there are other costs for them, the insurance companies, and the judicial system. Darnell knows that the police chief has many priorities, and motor vehicle theft might not be the biggest concern. But the payoff for solving the problem could be huge. Darnell decides to tackle the project for the community.
Through his investigation, Darnell realizes many motor vehicle thefts could have been prevented. Most occur because students leave their cars unlocked and, in some cases, leave their keys inside. Darnell wants to develop resources to educate the community. He believes the situation will improve by focusing on the vehicles most likely to be stolen and with more awareness of the issues. His project will cost time and money, but Darnell thinks it will be worth it. He wants to show the ROI of the project to the chief.
In order to get started, Darnell needed an estimate of the cost of a motor vehicle theft, but he didn’t have the time to calculate it, and he didn’t necessarily have anyone on the team who could do it. So, he looked online, and he found the Rand Corporation website. He found a webpage from the Center on Quality Policing, and a report, “Hidden in Plain Sight: What Cost-of-Crime Research Can Tell Us About Investing in Police.”
From Darnell’s perspective, the website was perfect because Rand had no real agenda when developing and reporting the research. Rand Corporation is a nonprofit organization without any sponsors. There was no reason why they would want this number to be high or low, and they were transparent with their calculations. More importantly, Darnell saw that other police functions use this data—confirmation that it was credible enough for him to use.
It turned out that the cost for one motor vehicle theft was $9,079, and the city had reported 648 thefts within the last year. This yielded a total cost to the city of $5,883,192, making the magnitude of the problem even more evident to Darnell and to the chief.
Darnell then moved forward to validate that his solution to reducing motor vehicle thefts was worth the investment. He set the project objectives, designed his solution with those objectives in mind, and evaluated its success.
By leveraging the work of Rand Corporation, Darnell converted motor vehicle theft to money, made a compelling business case to solve the problem with his solution, and used the value to evaluate the success of his project.
If you need to convert a measure to money and do not have standard values or experts to help, “search” for it.


Questions for Discussion
1. Is this credible? Explain.
2. What makes external data credible?
Common Intangibles
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
Agility Ambiguity Alliances Awards Brand Burnout Capability Capacity
Carbon emissions Clarity Collaboration Communication Compassion Complexity Compliance Conflict
Corporate social responsibility Creativity
Culture Customer service Decisiveness
Emotional intelligence Employee attitudes Engagement
Food security Grit
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
Happiness Human life Image
Intellectual capital Job satisfaction
Leadership effectiveness Loyalty
Mindfulness Mindset
Net promoter score Networking
Organizational commitment Partnering
Patient satisfaction Poverty
Reputation Risk
Social capital Stress Sustainability Team effectiveness Timeliness
Trust Uncertainty Volatility
Work/life balance
Questions for Discussion
1. How are intangibles connected to a project?
2. What are the intangibles connected to your project?












Project Cost Categories
Cost Item
Initial analysis and assessment Development of solutions Acquisition of solutions Implementation and application
Salaries/benefits for project team time Salaries/benefits for coordination time Salaries/benefits for participant time (if appropriate) Project materials
Hardware/software Travel/lodging/meals Use of facilities Capital expenditures
Maintenance and monitoring Administrative support and overhead
Evaluation and reporting
Questions for Discussion
1. Discuss the issues around and feasibility of collecting these costs. Some may not be applicable to your project.
2. Which costs will be included in your project?
Notes:









1. Tell the complete story of success.
2. Use the most credible sources.
3. Choose the most conservative alternative.
4. Give credit where credit is due.
5. Make no assumptions for nonrespondents.
6. Adjust estimates for error.
7. Omit the extremes.
8. Account for all project costs.
When conducting a higher level of evaluation, collect data at lower levels.
When collecting and analyzing data, use only the most credible sources.
When analyzing data, select the most conservative alternative for calculations.
Use at least one method to isolate the effects of the solution.
If no improvement data are available for a population or from a specific source, assume that no improvement has occurred.
Adjust estimates of improvement for the potential error in the estimates.
Extreme data items and unsupported claims should not be used in ROI calculations.
Fully load costs of the solution when analyzing ROI.
Its Meaning
The Benefit-Cost Ratio and Return on Investment Calculations
Defining the Benefit-Cost Ratio
Project benefits
Benefit cost ratio (BCR) =
Project costs
Example
Project benefits = $71,760 Project costs = $32,984
$71,760
BCR =
= 2.18
$32,984
Defining the Return on Investment
  Project benefits − Project costs	
Project costs
ROI (%) =

Example
× 100
Project benefits − Project costs = $71,760 − $32,984 Project costs = $32,984
 $71,760 − $32,984   × 100 = 118%
ROI (%) =
$32,984
Question for Discussion
1. What are your issues about the ROI calculation? Explain.
Rules of the Road
Rule











Questions for Discussion
1. Why are these important? Explain.
2. Compare these to the ROI Methodology’s Guiding Principles.
So What? Leverage the Results
MYTH: The success of one project rarely influences investing in another project. REALITY: The best reason to continue to invest is the previous successes.
Ministry of Education, Oman
Haifa Al Lawati, director of the Evaluation Department for the Ministry of Education in the Sultanate of Oman, was asked to find a reliable method to show the value of various programs for teachers, school principals, and other leadership and administrative staff. After searching for the right process to tackle this issue, Haifa settled on the approach described in this book. She received training in the Show the Value Process and then arranged training for others. Along with a team of other individuals, she developed several evaluations of various programs measuring the impact and sometimes even the ROI. With the help of her team, she published a book, Studies on ROI of Professional Development Programs. This book was used internally to show others the value of these different projects and to gain support for more evaluation. She and her team earned a reputation of having programs that deliver results along with a willingness to show the results in a very credible way.
Her work began to spread to other government agencies in Oman, and Haifa and her team began conducting workshops to teach others this process. This work helped to improve the quality of training programs in the ministry in many aspects and at various stages. Overall, this has helped in receiving continued funding and support for all types of professional development programs in the ministry.
Discussion Question
1. Summarize how Haifa leverages the resources of her ROI work.
2. How will you leverage the results of your evaluation?










Common Target Audiences
Primary Target Audience
Reason for Communication
Client
•
To secure approval for the project
Managers
•
To gain support for the project
Participants
•
To secure agreement with the issues
Top executives
•
•
To enhance the credibility of the project leader
To improve the results and quality of future feedback
Immediate managers
•
•
To reinforce the processes used in the project
To prepare participants for the project
Project team
•
•
To drive action for improvement
To create the desire for a participant to be involved
Key stakeholders
•
To show the complete results of the project
Support staff
•
To explain the techniques used to measure results
All employees
Prospective participants
•
•
To demonstrate accountability for expenditures
To market future projects
Question for Discussion
1. Which audiences are best for your project results?
Methods of Communication
Table 26. Methods of Communication
•
Meetings
•
Brief Reports
•
Mass Publications
Executives Management Stakeholders
Executive summary Slide overview
One-page summary
Announcements Bulletins Newsletters 
Brief articles 
Press releases
0
0
0
0
0
0
0
0
0
Staff
Brochure
0
0
0
•
Detailed Reports
•
Electronic Reporting
0
Impact study
Case study (internal) Case study (external) Major articles
Website Email
Blog / social media Video
0
0
0
0
0
0
0
0
Question for Discussion
1. Which method(s) will you use to communicate results?



















Process Improvement is the Key
Measure
Improve
Fund
Cost versus Investment Perception: The Reality
Perception
Actions
Consequences
Executive perception of project
Questions for Discussion
1. How do executives perceive your type of projects? Explain.
2. How can you convince them that your projects are an investment? Explain.
37
· Business partnerships flourish
· Client relationships improve
· A seat at the table is earned
· Funding is easier


· Maintain it
· Enhance it
· Protect it



It’s an investment



· Partnerships are rare
· Influence diminishes
· Support is lost
· Funding is curtailed
· Control it
· Reduce it
· Eliminate it


It’s a cost
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CONTACT US
www.roiinstitute.net
info@roiinstitute.net
All Roads Lead to ROI
+1 205-678-8101
About ROI Institute, Inc.®
ROI Institute, Inc., founded in 1992 as a service-driven organization, assists professionals in improving programs and processes using the ROI Methodology® developed by Dr. Jack J. Phillips and Dr. Patti P. Phillips. This Methodology is the global leader in measurement and evaluation including the use of return on investment (ROI) in non-traditional applications. ROI Institute regularly offers workshops, provides consulting services, publishes books and case studies, and conducts research on the use of measurement and ROI. This makes ROI Institute the leading source of content, tools, and services in measurement, evaluation, and analytics. Working with more than 100 ROI consultants and 45 partners, ROI Institute applies the ROI Methodology in 20 professional fields in more than 70 countries. ROI Institute authors have written or edited over 100 books, translated into 38 languages. Organizations build internal capability with the help of ROI Institute and its ROI Certification process. By successfully completing this process, individuals are awarded the Certified ROI Professional® (CRP) designation, which is respected by executives in organizations worldwide.
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