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Preface

eveloping measurable objectives is perhaps the most important
D action that can be undertaken to ensure that projects or programs

focus on results. This is a fundamental concept taught in our work-
shops, where we have trained more than 20,000 people in the implementation
of the ROI Methodology. Moving beyond the classic development of learning
objectives designed for most projects or programs, this new book, Beyond
Learning Objectives: Make Them Measurable, Results-Driven, and Linked
to the Bottom Line, shows step-by-step how to develop input, reaction, learn-
ing, application, impact, and even ROI objectives. Anyone developing a new
project or program designed to drive performance improvement and business
impact will find the exercises, tips, guidelines, and examples included in the
book not only easy to use, but also an essential reference.

The Need for This Book

Walk into any learning and development department and you can quickly see
the progress made in developing learning objectives. Trainers, learning spe-
cialists, development coordinators, performance improvement analysts, and
many others have made tremendous strides in developing effective learning
objectives. Why? In the 1960s, Robert Mager brought the issue of objectives
clearly into focus with his book Preparing Instructional Objectives. Through
many reprints and editions, this 62-page book has been a classic in the learn-
ing and development, education, and performance improvement fields. By
showing how to develop meaningful, specific learning objectives, Mager helped
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professionals understand how to develop focused content describing these spe-
cific objectives. Many would agree that Mager’s influence is represented in the
current progress in developing excellent learning objectives. His classic work
has sold more than 1.5 million copies. Mager is no longer active in this field,
but the book remains a classic, and professionals around the world recognize
his name and his contribution.

Since that book was published, the need for evaluation data has changed.
Data beyond what participants learn are needed to ensure that programs
are working and showing value. To provide these data, programs and proj-
ects must be developed to achieve the results sought—this requires levels of
objectives historically ignored. While there is a need for continuing focus
on improving learning objectives, application and impact objectives must be
developed to provide focus and direction to key stakeholders. Also, there is
a legitimate need for input and reaction objectives, and even ROI objectives.
Add to this the growing need for more detailed objectives in HR, technology,
quality, and marketing, and it’s obvious that a new book about developing
objectives has a deliberate purpose.

Mager once said, “We should never develop objectives that we cannot
control. We develop learning objectives only because we can control them in
a classroom.” Now, even Mager would agree: Higher levels of objectives (par-
ticularly at the application and impact levels) provide focus for the participant,
the facilitator, the designer, the developer, and the evaluator.

Mager was right—facilitators do not have complete control of objectives
beyond the classroom. However, they can influence and ensure that facilita-
tion positions participants for successful applications. Objectives are devel-
oped for all stakeholders of the program. The facilitator has more control over
the success of learning objectives, but the participants have more control over
the success of application and impact objectives. The participants’ manager
also has more control over the success of application and impact objectives.
Program sponsors have more control over input and ROI objectives. Program
designers have more control over the success of reaction objectives. Evaluators
need all of the objectives so they know how to measure program success. You
get the picture. Because many stakeholders must make these objectives work,
different levels of objectives are needed to drive results.

Professionals in learning and development, education, performance
improvement, technology, quality, and marketing need tools that will ensure
initial business alignment keeps projects and programs focused on results. At
the same time, they need to simplify the design, development, delivery, and
evaluation of projects or programs. Clearly defined objectives provide help
with all of these issues. Analysts develop these objectives directly from a needs
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assessment. Designers and developers need clear direction as they develop
content with specific examples, exercises, skill practices, and other processes
to achieve success on the job. Facilitators and program organizers need clear
direction on how to prepare individuals to implement the program and use
the skills.

Participants need guidance about what they should achieve as a result of
participating in a program or project. Objectives allow them to see clearly
and understand the expectations and desired outcomes. Those who support or
fund projects and programs need assurances that the program will add value
beyond learning. Higher levels of objectives provide the connection to results.
Some executives suggest, “It is not what they learn, but what they do with
what they learn that makes the difference.” Evaluators struggling to measure
the impact of a variety of different programs need all the help they can get.
All levels of objectives tell them when, what, and how to measure the success
when the objective is met.

In summary, this book will be a valuable guide to help all professionals
involved in implementing projects, programs, initiatives, and solutions. It is
a valuable, essential guide for the performance improvement communities. It
will help managers, analysts, designers, developers, project leaders, facilita-
tors, participants, sponsors, and evaluators increase the effectiveness of their
work by creating clearly focused objectives that are perfectly aligned to their
businesses.

How to Use This Book

This book describes a logical process and should be read sequentially. After
the first read through, each part will serve as a quick reference as the reader
begins to apply the content. The following tips focus on the frequently asked
questions about developing objectives and provide readers with a guide to help
find more detail on each issue.

Use this book when you need to do the following:

> Convince others about the value and power of objectives. This issue is
crucial when asking stakeholders to develop objectives. They must see
the value in objectives. This material is covered in detail in chapter 1,
as the reasons for developing objectives are highlighted. However, sub-
sequent chapters on the different levels of objectives offer clues as to the
power of objectives.

> Know when to develop objectives. An obvious question is, when should
objectives be developed? Chapter 2 shows why it is important to develop
them at the beginning of a project. The case study in chapter 9 shows
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that objectives can be developed in meetings with stakeholders even
after the initial needs assessment is completed.

Determine who should develop objects. Chapter 2 describes the ideal
source of objectives. The same chapter shows that others may be
involved in helping set the objectives.

Know how to develop input and reaction objectives. Sometimes profes-
sionals skip input and reaction objectives, thinking that input is required
by the initial request or contract and that a positive reaction is always
needed so there is no need to make a formal declaration. However,
the project parameters should be clearly defined with input objectives.
Chapter 3 provides the detail. The desired reaction from participants is
critical. Chapter 4 shows how reaction objectives are developed.

Know how to develop learning objectives. This may not be a concern for
some professionals, particularly in the learning and development field,
as they have been developing learning objectives for years. However, for
a refresher on the basics, chapter 5 provides a quick reference.

Know how to develop application objectives. For some reason, applica-
tion objectives are often overlooked, assumed, or are not completely
developed. These objectives are important. Details on how to develop
them are contained in chapter 6.

Know how to develop impact objectives. For some projects, the busi-
ness connection is clearly known, because these measures often drive
the need for the project. In others, the desired business impact is not so
clear. Impact objectives are the most powerful set of objectives when
linking programs and projects to the business. Chapter 7 explains how
to develop them.

Know how to develop ROI objectives. Developing ROI objectives is
straightforward. However, the desired percentage return or cost-benefit
ratio is often a mystery. Chapter 9 shows the four strategies to set this
objective, along with examples.

See examples of objectives. Examples of measures and objectives are
provided at the end of most chapters.

Practice with objectives. At the end of each chapter is a simple set of
exercises to clarify misunderstandings about objectives. The answers
are provided for clarification in Appendix A. Also, Appendix B contains
a practical exercise on matching levels with objectives.

Experience the dialogue when developing objectives. A case study in
chapter 9 shows the dialogue involved in developing objectives when
they were not developed initially by the analyst who determined if the
project or program was needed.
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> See how objectives are a part of a major program. Many chapters give
an example of objectives for a particular program, all intended to show
the power and importance of different levels of objectives.

> Participate in a special learning opportunity. For some readers, the best
way to learn more about setting objectives is to participate in a work-
shop where there is an opportunity to learn, explore, and practice with
other colleagues. These workshops are available through ASTD and the

ROI Institute. Appendix C describes a specific workshop that supports
this book.
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CHAPTER 1

Why Bother?
The Importance of Objectives

Ithough the need for program objectives might seem obvious, their
Avalue and role are much broader than most people think. In this
chapter, we cover why we need specific, measurable program objec-
tives categorized at different levels. More important, we examine the benefits

of objectives from many perspectives.

FUNDAMENTAL ISSUES

Before describing the benefits of objectives, a few basic concepts should be
addressed. These concepts will set the stage for the remainder of the chapter.

Definition of Objectives for This Book

Objectives for this book are defined based on research, application, and prac-
tice. They are logical, credible, and sequential. An objective is a statement
describing an intended outcome rather than a process. It describes one of
the key intents of the project or program. Objectives rest on a foundation of
important principles.
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Levels of objectives. There are six levels of objectives (input, reaction,
learning, application, impact, and ROI), as described in Table 1.1. Each level
produces an additional category of data, representing different definitions of
value. Data are sometimes considered more valuable at the higher levels—by a
senior executive, for example. This perspective, however, should not discount
the importance of data generated at lower levels, which represent value to
other stakeholders, such as facilitators who value reaction data or supervisors
who value application data. Program objectives should reflect measures of
value important to all stakeholders.

Table 1.1: Levels of Objectives

Level of Objectives

0 - Inputs and
Indicators

£

1 - Reaction and
Perceived Value

2 - Learning and
Confidence

£

Measurement Focus

The input into the
project in terms

of scope, volume,
efficiencies, costs

Reaction to the project
or program, including
the perceived value

Learning to use

the content and
materials, including the
confidence to use what
was learned

Typical Measures

Participants
Hours

Costs
Timing

Relevance
Importance
Usefulness
Appropriateness
Intent to use
Motivation to take
action

Skills
Knowledge
Capacity
Competencies
Confidence
Contacts
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3 - Application and
Implementation

£

4 - Impact and
Consequences

5 - ROI

Use of content and
materials in the

work environment,
including progress
with actual items and
implementation

The consequences

of the use of the
content and materials
expressed as business
impact measures

Comparison of
monetary benefits from
program to program
costs

Extent of use
Task completion
Frequency of use
Actions completed
Success with use
Barriers to use
Enablers to use

Productivity

Revenue

Quality

Time

Efficiency

Customer Satisfaction
Employee Engagement

Benefit-Cost Ratio
(BCR)

ROI (%)

Payback period

Chain of impact. For a project or program to add value and result in a
positive ROI, a multilevel chain of impact must occur. The program is initiated
and participants are involved (Level O objectives are met). Participants react to
the program in a desired way (Level 1 objectives are met). They acquire skills
and knowledge associated with the program (Level 2 objectives are met). They
apply what they learned in a variety of ways (Level 3 objectives are met). They
realize a positive consequence in the work unit or individual performance area
(Level 4 objectives are met). Project leaders determine whether the program
benefits exceed the costs at an acceptable rate of return, reflecting the desired
ROI (Level 5 objectives are met). For the ROI to be positive, the chain of
impact must exist and remain intact.

Conditions. An objective might rest on a certain condition. For example, a
participant might be able to use particular software, given a variety of opera-
tional situations. Performance is described based on that condition. An objective
might be written as: “When a customer becomes angry, the following five steps
will be taken.” The condition for performance is the customer’s behavior.
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Criterion. Objectives need to be specific, defining precise amounts, such as
“5 percent sales increase” or “95 percent of action items are complete.” Most
objectives are time based. Application and impact objectives, for example, set
deadlines for actions to be completed and impact measures to be improved.
A time-based objective might be, “Ninety-five percent of action items will be
complete by June 16.”

Collectively, these principles define objectives by level, by their connection
to each other, by certain conditions on which they rest, and by a desired level
of precision.

Programs Without Objectives

Although it’s hard to imagine, some projects or programs are implemented
without objectives. They might have descriptions—or maybe agendas—but
no objectives. The information might be in someone’s mind, yet nothing is
committed to paper. These situations are certainly undesirable. Objectives
give direction, focus, and attention to a project. They clarify the reasons for
a project, spell out expectations of those involved, and specify incremental
deadlines. Objectives position the program or project for success. These days,
objectives also include the amount of money to be made, costs to be reduced,
or expense to be avoided. In addition, they must be defined at different levels,
be powerful and attention-grabbing, and communicate a strong message.

Problems With Objectives

We have had the opportunity to examine and evaluate hundreds of projects in
all types of settings. When conducting an evaluation, including an ROI impact
study, we first examine the objectives. In the majority of situations, the own-
ers of the program or project begin the initial meeting by apologizing for the
objectives, which are often ill-defined. Below are the most common problems
with objectives.

Unclear objectives. An unclear objective might read, “The objective of this
project is to develop a diverse, multifaceted, interdisciplinary team that can
function in a competitive, challenging, and dynamically changing environ-
ment to produce extraordinary and sophisticated outcomes that will dramati-
cally enhance results.” What does this mean? Obviously, clarity is needed.

Incomplete objectives. Sometimes objectives are incomplete in that they
lack definition. Consider the statement, “The objective of this project is to
improve the sales force.” Immediately, the question becomes, “So what?”
What is lacking about the sales force that would cause it to need improvement?
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Is the goal actually to improve sales, market share, profits, customer loyalty,
customer satisfaction, or some other measure? Without sufficient detail, the
objective is left to interpretation.

Nonspecific objectives. Specificity can be defined at the program level
or the individual level. Consider a new compliance program in which the
objective is to reduce compliance discrepancies. We need more details. Which
discrepancies? By what date? By how much do we want to reduce those
discrepancies? At a program level, a more specific objective might be writ-
ten as, “Reduce compliance discrepancies from $2 million in fines per year
to no more than $100,000 by the end of the second year following project
implementation.” If the compliance discrepancies are at an individual level,
then specificity needs to be applied there as well. Conditions for success can
add further specificity. For example, the objective might be, “Fines will not
increase as business volume increases.” The increase in business volume is the
condition that makes the objective more specific than if it were written as,
“Fines will not increase.”

Missing objectives. Certain levels of objectives are frequently omitted,
particularly those at higher levels. For example, business impact and ROI
objectives are often excluded. If the goal is to add business value, then the
objectives should be defined at the business impact level and ROI level when a
specific return-on-investment is needed. These objectives are developed along
with objectives at the lower levels.

THE POWER OF OBJECTIVES

Objectives are powerful in that they provide direction, focus, and guidance.
They create interest, commitment, expectations, and satisfaction. Their effect
on different stakeholders varies; they are a necessity, not a luxury. While the
power of objectives at the reaction and learning levels is evident, the impor-
tance of objectives at higher levels requires additional explanation.

Application/Impact Objectives Drive Programs

Objectives at Level 3 (Application) and Level 4 (Impact) are routinely omitted
from projects and programs. Ironically, they are the most powerful levels as
they focus on the organization’s needs: success with application and the cor-
responding outcomes. Below we discuss more specifically how these higher
levels of objectives fuel a program or project.

Provide focus and meaning to the program. Objectives often present the
rationale for a program’s existence. They explain the beginning point—the
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original business need—which translates into a business impact objective. The
behavior or performance issues causing the business need translate directly
into application objectives. The objectives establish the ultimate expectations,
thereby providing direction to stakeholders.

Provide direction to stakebolders. Clear objectives let everyone involved
know what must be done to achieve success and what the consequences of that
success will be. Actions (applications) and consequences (impact) represent the
important outcomes from almost every program. When these objectives are
clearly stated, stakeholders can define the actions they need to take to succeed
in their role in program implementation.

Define success. Application and impact objectives, clearly expressed with
specific criteria and indicators, take the mystery out of the definition of suc-
cess. By defining success at all levels, the measures taken during evaluation
are also defined. Clearly defined measures of success transform into questions
asked during the evaluation.

Application/Impact Objectives Enhance Design and Development

A risk not worth taking is sending vague objectives to a program designer or
developer. Designers are creative, using their imaginations to build program
content. Without clear, specific direction, they will insert their own assump-
tions regarding the ultimate use of the project (application) and the impact to
the organization (impact). These higher-level objectives have several effects on
program development.

Define content issues. The content essentially moves from what partici-
pants must learn to make the project successful to what they must do to make
it successful. In addition, the application of the content leads to how that suc-
cess will ultimately be defined. The content shifts from concept and theory to a
practical application intended to drive important business outcomes. Although
the general principles and facts might remain the same, the situational aspect
of the content changes.

Help with design of exercises and activities. When the application and
impact objectives are known, the exercises, activities, problems, guides, and
checklists in a program can focus on application and impact. The scenarios
described in the content form the basis of the exercises. The exercises are
focused on application in the work setting. Participants can then envision
what they must do to be successful.

Make skill practice and role plays more relevant. Skill practices and role
plays offer an excellent opportunity to learn and practice new skills. With
strong application and impact objectives, the role play situations are more
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clearly defined, realistic, and job specific. The mystery of use in the job con-
text has been removed.

Facilitate action plans. One of the most effective ways to measure success
is through action planning, in which participants plan what they must do to
succeed on the job. When Level 3 or 4 objectives exist, the action planning
becomes easier, more specific, and carefully connected to the intended out-
comes. Action plans often flow directly from application objectives, removing
the temptation to stray from the intended purpose of the project or program.

Make quizzes more job related. Quizzes and tests are common measure-
ments of learning success. When the application and impact objectives are
clear, there is more context from which to develop job-specific test questions.

Application/Impact Objectives Improve Facilitation

Objectives are the first information reviewed prior to facilitating a meeting
or training session, and they define the facilitator’s approach in teaching the
project or program. They provide guidance for the facilitator to know how to
present, what to present, and the context in which to present. More specifi-
cally, these higher levels of objectives provide facilitators with the information
to do the following.

Show the end result and provide the focus to achieve it. An objective-
based approach to facilitation allows the facilitator to show individuals how
they will use their learning and the impact it will have.

Focus the discussions on application and impact. The dialogue with the
participants is about what they will do and how they will do it on the job,
including the challenges and enablers that will either inhibit or help them
achieve success. Group discussions, stories, and examples presented by the
facilitator help focus on application and impact. The facilitator can describe
actual experiences on the job.

Ensure that the facilitator bas job-related experience. Because the facili-
tator must present job-related situations and applications, he or she must fully
understand the work. Usually, this means the facilitator must have experience
in using what he or she is presenting. This requirement enhances the quality
of facilitation and enables specific, job-related discussions about application
and impact with the group.

Teach to the test. Facilitators are often accused of teaching to the test.
They want to ensure that participants can pass the test. If learning objectives
are the sole objectives, the test is based on learning—measuring knowledge
and skills acquisition. With application and impact objectives in place, partici-
pants are encouraged to understand what they must do, along with the impact
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and consequences of doing it. This new test scenario drives the application and
impact measures. Although the results of the ultimate test will not be known
until the post-program follow-up, the facilitator presents the job content so
participants can “score well” on the application and impact test that will actu-
ally be obtained in the follow-up evaluation.

Application/Impact Objectives Help Participants Understand What Is
Expected

Participants need clear direction as to why they are involved in a program or
project and what they are expected to do. Essentially, the role of a participant
changes with higher levels of objectives. Of course, participants are expected
to attend meetings and training, become involved and engaged, and learn.
When application and impact objectives are communicated to them, they will
realize there is an expectation for them to apply what they learn and that the
application of knowledge should reap some benefit. Again, application and
impact objectives remove the mystery from the program and the roles within
it. Below we specify ways these higher-level objectives help participants under-
stand expectations.

Clarify expectations by detailing what the participant must do. Applica-
tion objectives define expectations in terms of action—the detail needed when
participants use the tools, skills, or knowledge on the job. Application objec-
tives also define tasks that must be completed, meetings that must be held, or
forms to be delivered. The action required or expected of the participants is
made clear.

Set clear expectations about what the participant must ultimately accom-
plish. Impact objectives connect the program to the business measures and also
to participants’ performance. When participants apply what is learned in a proj-
ect or program, there is a consequence. Often, that consequence is the immedi-
ate measure that represents their performance, such as measures of productivity,
quality, time, or costs. Participants control or influence these measures.

Define “What’s in it for me?” Participants must engage and commit to
achieving results and providing data. They need to know what is in it for
them, and impact objectives clearly show them. For example, when partici-
pants attend a meeting or session on the use of new sales software, the impact
objectives clearly indicate the ultimate outcome. These objectives are typically
stated in terms of increasing sales, enhancing customer satisfaction, improv-
ing market share, increasing customer loyalty, and other important measures.
Such objectives clarify what’s in it for participants. They want to improve
these measures, so such objectives provide incentive to participate.
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Explain why the program is being conducted. Individuals may attend a
program or participate in a particular project without a clear understanding
of why the project exists. Typical questions include, “How would this help the
company?” or “How will this help my department?” Application and impact
objectives clearly explain the program’s purpose and the expected outcome, in
addition to what participants must do and ultimately accomplish.

Impact Objectives Excite Sponsors

The sponsors (those who actually fund the program) often request data showing
how well the program achieved its goal. Impact measures resonate with execu-
tives and program sponsors. It is no secret that executives do not get excited
about reaction and learning objectives. They are not as concerned with reactions
to a program or even what is learned. Rather, their interest lies in what par-
ticipants do with what they learn and the ultimate impact on the organization.
Impact objectives grab the attention of executives for the following reasons.

Connect the program to the business. Impact objectives connect the pro-
gram directly to business goals. This linkage piques executive interest and
builds program support.

Connect the program to key performance indicators (KPI). Important
scorecard measures are goals for the sponsor. Impact objectives often contain
executive KPIs, scorecard performance measures, dashboard indicators, or
operating results. A deficiency in one or more of these measures often precipi-
tates the need for the program.

Show business value. This is the first opportunity for the sponsor to see
value that he or she can appreciate. Business value and attempts to “show the
money” make sponsors happy.

Application/Impact Objectives Simplify Evaluation

These high-level objectives pave the way for evaluation by providing the focus
and details needed for the evaluator to collect and analyze results. This is per-
haps the primary reason, from an accountability perspective, to have higher
levels of objectives. Here are some specific things they do to aid evaluation:

> Identify data to be selected in the organization.

> Define specific measures reflected in the data item, distinguishing it
from similar or closely related items.

> Suggest the appropriate data collection method to be used. In some
cases the measure itself, when clearly defined, suggests how it might be
collected.
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\4

Suggest the source of data by identifying where it is and who has it.

v

Suggest the timing of data collection. The objectives provide hints as
to when action is needed and when change will occur, influencing the
timing of when data will be collected.

> Suggest responsibilities to collect data. The definition of data suggests
who may be the best person to collect it. Impact data are sometimes
housed in a particular department or function. If data are generated in
a field location, someone in the field might be the best person to collect
it.

Suggest the appropriate isolation method. Isolating the effects of a

v

program essentially suggests that some technique will always be used
to show the cause-and-effect relationship between a program and
impact data. When impact data are defined through the development of
objectives, the best method to isolate the effects of the program might
become evident. The control group arrangement is most credible when
it is feasible to use this method. Trend-line analysis is the next most
credible method. Other methods are available, including participants’
estimates. The measure itself can influence the decision to use one tech-
nique versus another.

> Suggest the appropriate data conversion method. Some measures, when
defined clearly, represent measures already converted to money. Other
measures need to be converted by experts and specialists. Clearly identi-
fying the measures with impact objectives makes the choice of methods
much easier.

In summary, application and impact objectives are extremely valuable for
the evaluator. They provide the information necessary to complete the data
collection plan and the ROI analysis plan, ultimately making for a more effec-
tive, sound evaluation.

All Levels of Objectives Inform the Stakeholders

Collectively, all levels of evaluation help stakeholders understand the program
more clearly and specifically. All stakeholders need to know not only why the
program is being developed, but also about participant reaction, what the
participants have learned, what actions they will take, and, ultimately, what
they will accomplish.

Such knowledge is particularly critical for managers of participants
directly involved in the program. They might not be supportive because they
see neither value to which they can relate, nor objectives that reflect their
interests. These managers must be able to see how the program connects to
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key measures. The good news is programs often show value that can make a
manager take interest and ultimately support the process. Program objectives
provide a preview of what is to come.

CASE STUDIES

Three examples underscore the types and nature of the objectives described in
this book. They show how the different levels of objectives are used and how
they are stacked to form a chain of impact that should occur as a project or
program is implemented. They represent different issues so their application
in different areas is clear.

Nations Hotel—Business Coaching

Table 1.2 shows the objectives from a business-coaching program for a global
hotel chain (Phillips & Phillips, 2005). In this program, objectives are set at
all five levels. The learning and development team was challenged to identify
learning needs to help executives find ways to improve efficiency, customer
satisfaction, and revenue growth in the company. A key component of the
program was the development of a formal, structured coaching program,
Coaching for Business Impact. Corporate executives were interested in seeing
the actual ROI for the coaching project. An important step in the program
design was to develop specific objectives for Levels 1=n=5. These objectives
provided the framework to achieve and report success.

Each person receiving coaching selected three out of the five measures
listed in the impact objectives, providing flexibility for focus and concentra-
tion. These objectives were clearly described to the person being coached in
announcements during earlier sessions and throughout the coaching process.
The objectives not only provided the framework for collecting data, but they
also provided the immediate focus throughout the coaching process.

Global Financial Services—Software Implementation

Global Financial Services Inc. (GFS) is a large international firm that offers
a variety of financial services to clients (Phillips, Phillips, Stone, & Burkett,
2007). After analyzing its current sales practices and results, the firm identified
the need to manage sales relationships more effectively. A task force compris-
ing representatives from field sales, marketing, financial consulting, informa-
tion technology, and education and training examined several solutions for
improving relationships, including customer-contact software packages.
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Table 1.2: Objectives for Coaching for Business Impact

Level 1 Reaction Objectives

After participating in this coaching program, the executives will
> perceive coaching to be relevant to the job

> perceive coaching to be important to job performance at the present
time

> perceive coaching to be value added in terms of time and funds invested
> rate the coach as effective
> recommend this program to other executives.

Level 2 Learning Objectives

After completing this coaching program, the executives should improve
their understanding of or skills for

> uncovering individual strengths and weaknesses

> translating feedback into action plans

v

involving team members in projects and goals

> communicating effectively

v

collaborating with colleagues
> improving personal effectiveness
> enhancing leadership skills.

Level 3 Application Objectives

Six months after completing this coaching program, executives should do
the following:

> Complete the action plan.
> Adjust the plan accordingly as needed for changes in the environment.
> Show improvements in

e uncovering individual strengths and weaknesses

e translating feedback into action plans

e involving team members in projects and goals
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Table 1.2: Objectives for Coaching for Business Impact

e communicating effectively
e collaborating with colleagues
e improving personal effectiveness
e enhancing leadership skills.
> ldentify barriers and enablers to application of knowledge acquired.

Level 4 Impact Objectives

Six months after completing this coaching program, executives should
improve at least three specific measures from the following areas:

v

Sales growth

v

Productivity/operational efficiency

Direct cost reduction

v

\4

Retention of key staff members
> Customer satisfaction

Level 5 ROI Objective
The ROI value of the coaching program should be 25%.

The firm chose to implement a software package designed to turn con-
tacts into relationships and relationships into increased sales. The program
features a flexible customer database, easy contact entry, a calendar, and a
to-do list. The software enables quick, effective customer communication and
is designed for use with customized reports. It also has built-in contact and
calendar sharing and is Internet ready.

Instead of purchasing software and training for each of the 4,000 relation-
ship managers, GFS evaluated the success of the software on a pilot basis using
three groups, each comprising 20 relationship managers. A one-day workshop
was designed to teach these relationship managers to use the software. If the
program proved successful, yielding the appropriate return-on-investment,
GFS planned to implement the program for all its relationship managers. With
a focus on results, detailed objectives were developed for the implementation
and are shown in Table 1.3.
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Table 1.3: Objectives for Software Implementation

Level 1 Reaction Objectives

After reviewing the software, the participants will

> provide a rating of 4 out of 5 on the relevance for specific job
applications

> indicate an intention to use the software within two weeks of the
workshop (90% target).

Level 2 Learning Objectives

After participating in the workshop, participants will

> score /75 or better on a software test (80% target)
> demonstrate four of these five key features of ACT!™ with zero errors:
e enter a new contact

e create a mail-merge document
e create a query

e send an email

e create a call report.

Level 3 Application Objectives
Following the workshop, the participants will

> enter data for 80% of new customer prospects within 10 days of
workshop completion

> increase the number of planned follow-up contacts with customers
within three months of workshop completion

> use the software daily as reflected by an 80% score on an unscheduled
audit of use after one month of workshop completion.

Level 4 Impact Objectives

Three months after implementation, there should be

> reduced number of customer complaints regarding missed deadlines,
late responses, and failure to complete transactions

> reduced time to respond to customer inquiries and requests

> increased sales for existing customers

> increased customer satisfaction composite survey index by 20% on the
next survey.

Level 5 ROI Objective

Implementation of the new software should achieve a 25% return-on-
investment using first-year benefits.
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This comprehensive set of objectives provided the appropriate direction
and information for the workshop designer, facilitator, participants, senior
management team, and task force.

Metro Transit Authority—Absenteeism Control

The Metro Transit Authority (MTA) operates a comprehensive transportation
system in a large metropolitan area (Phillips & Phillips, 2002). More than
1,000 buses operate regularly, providing citizens with essential transportation.
Many passengers depend on the bus system for their commute to and from
work, as well as other travel. MTA employs more than 2,900 drivers to oper-
ate the bus system around the clock.

As with many transit systems, MTA experienced excessive driver absentee-
ism, and the problem continued to grow. Three years prior to implementing
a solution, MTA’s absenteeism was 7 percent, compared to 8.7 percent in the
three-month period prior to implementation—too excessive to keep the transit
system operating consistently. Two solutions, along with objectives for both,
were developed to correct the problem. The first solution, a low-cost absentee-
ism policy, allowed a fixed number of absences before termination. The sec-
ond solution changed the selection process to screen individuals with a history
of absenteeism problems. Table 1.4 shows the objectives for these solutions.

Table 1.4: Objectives for Absenteeism Reduction Program

Level 1 Reaction Objectives
After announcing the program, supervisors will

> show support for the No-Fault policy by communicating it to employees
including how the policy is applied and the rationale for it

> experience little or no adverse reaction from current employees as the
No-Fault absenteeism policy is implemented.

Level 2 Learning Objectives

After implementing this new policy, employees and supervisors should be
able to

> describe the No-Fault process

> identify the features and benefits of the No-Fault policy
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> explain the rationale for the No-Fault absenteeism policy and the new
screening process.

Level 3 Application Objectives

Immediately after the solutions are implemented, the human resources
staff should

> use the new screening process for each selection decision so that a
systematic and consistent selection process is in place

> implement and enforce the No-Fault policy consistently throughout all
operating units.

Level 4 Impact Objectives
Within the first year this program is completely implemented
> driver absenteeism should be reduced at least 2%

> the present level of job satisfaction is maintained as the absenteeism
initiatives are implemented and applied

> customer service and satisfaction should improve with a reduction in
schedule delays caused by absenteeism.

FINAL THOUGHTS

This chapter emphasizes and explains the importance of objectives. While

there is general agreement that objectives are necessary, we show how they are

critical to program or project success. They help drive the results of projects,

clarify expectations, secure commitment, and make for a much more effective

program or project. Objectives must be developed with as much specificity

as possible, with a clear description of the desired outcomes at higher levels.

If business results are desired, a program or project should have application,

impact, and, in some cases, ROI objectives. The next chapter will show how

objectives are derived.



CHAPTER 2

Where Do Objectives

Come From?

bjectives are based on needs. If needs are not defined clearly and

early in the process, a flawed project or program can result, creat-

ing inefficiencies and other problems. In this chapter we explore
assessment of the various levels of needs, which lead to the levels of objectives.
Specifically, we will address payoff needs, business needs, performance needs,
learning needs, and preference needs. We’ll also examine input needs.

The model presented in Figure 2.1 will prove helpful as analysis begins. In
the coming pages, we walk through the process of detailing the needs at six
levels, beginning with payoff needs and progressing to input needs. The objec-
tives derived directly from these needs are defined, making a case for multiple
levels of objectives that correspond with specific needs. The objectives serve as
the transition from needs assessment to evaluation.

PAYOFF NEEDS

The highest level of objectives, return-on-investment, comes from an analysis
of payoff needs. This initial step begins with a few crucial questions:

> Is this program worth doing?
> Does this address an issue worth pursuing?

17
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> Is this an opportunity?
> Is it a feasible program?
> What is the likelihood of a positive ROI?

The answers to these questions are obvious for proposed projects or pro-
grams that address significant problems or opportunities with potentially
high rewards. The questions might take longer to answer for lower-profile
programs or those for which the possible payoff is less apparent. In any case,
these are legitimate questions, and the analysis can be simple or comprehen-
sive. Figure 2.2 shows the potential payoff in monetary terms. A program’s
payoff comes in the form of either profit increases or in cost savings (derived
from cost reduction or cost avoidance).

Profit increases are generated by programs that improve sales, increase
market share, introduce new products, open new markets, enhance customer
service, or increase customer loyalty. These should pay off with increases in
sales revenue. Other revenue-generating measures include increasing member-
ships, increasing donations, obtaining grants, and generating tuition from
new and returning students—all of which, after taking out the cost of doing
business, yield a profit.

However, most programs pay off with cost savings. Savings are generated
through cost reduction or cost avoidance. For example, learning and perfor-
mance that improve quality, reduce cycle time, lower down time, decrease
complaints, prevent employee turnover, and minimize delays are all examples
of cost savings. When the goal is solving a problem, monetary value is often
based on cost reduction.

Cost-avoidance programs aim to reduce risks, avoid problems, or prevent
unwanted events. Some finance and accounting staff view cost avoidance as
an inappropriate measure for developing monetary benefits and calculating
ROI. However, if the assumptions are correct, an avoided cost (for example,

Figure 2.2: The Payoff Opportunity

—
-

Cost Reduction

Profits Cost
Increase Savings

OR

Cost Avoidance
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compliance fines) can yield a higher reward than an actual cost reduction.
Preventing a problem is more cost-effective than waiting for it to occur and
then having to resolve it.

Determining potential payoff is the first step in the needs-analysis process.
Closely related is the next step, determining business need, as the potential
payoff is often based on improvements or changes in business measures.

Determining the payoff involves two factors: 1) the potential monetary
value derived from the business measure’s improvement and 2) the approxi-
mate cost of the program or project. Ascertaining these monetary values in
detail usually yields a more credible forecast of the defined solution. However,
this step may be omitted in situations in which the business need must be
resolved regardless of the program cost or when resolution of the business
need has an obviously a high payoff. For example, if the problem involves a
safety concern, a regulatory compliance issue, or a competitive matter, then a
detailed analysis of the payoff is unnecessary.

Key Questions

A needs analysis should begin with several questions. Table 2.1 presents some
questions to ask about a proposed program. The answers to these questions
might make the case for proceeding without analysis or indicate the need for
additional analysis. The answers could show that the program is not needed.
Understanding the implications of moving forward (or not) can reveal the
legitimacy of the proposed program.

Table 2.1: Key Questions to Ask About the Proposed Program

> Why is this an issue? > *Are there multiple solutions?

> Who will support the program? > *What happens if we do nothing?

> Who will not support the > *How much will the solution(s)
program? cost?

> Are there important intangible > *Is a forecast needed?
benefits?

> How can we fund the program? > *Is there a potential payoff

(positive ROI)?

> Is this issue critical? > *Is this issue linked to strategy?

> Is it possible to correct it? > *Is it feasible to improve it?

> How much is it costing us? > *Can we find a solution?
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The good news is, for many potential programs, answers to these ques-
tions are readily available. The need might have already been realized and the
consequences validated. For example, many organizations with an employee-
retention problem within a critical talent group have calculated the cost of
employee turnover. This cost is either developed from existing data or secured
from similar studies. With this cost in hand, the economic impact of the prob-
lem is known. The proposed program’s cost can be compared to the problem’s
cost (in this case, turnover) to get a sense of potential added value. The cost
of the program can usually be estimated if a solution has been tentatively
identified.

Obvious Versus Not-So-Obvious Payoff

The potential payoff is obvious for some programs, but not so obvious for
others. Table 2.2 lists some opportunities with obvious payoffs. Each item
is a serious problem that needs attention from executives, administrators, or
politicians. For these situations, it would be safe to move ahead to the business
needs level rather than invest too much time and resources in analysis of the
payoff. After the solution is defined, a forecast may be appropriate.

In other potential programs, however, the issues might be unclear and
arise from political motives or biases. Table 2.3 shows opportunities for which

Table 2.2: Obvious Payoff Opportunities

> Excessive turnover of critical talent: 35% above benchmark data
> Very low market share in a market with few players

> Inadequate customer service: 3.89 on a 10-point customer satisfaction
scale

> Safety record is among the worst in the industry

> This year’s out-of-compliance fines total $1.2 million, up 82% from last
year

> Excessive product returns: 30% higher than previous year

> Excessive absenteeism in call centers: 12.3%, compared to 5.4%
industry average

> Sexual harassment complaints per 1,000 employees are the highest in
the industry

> Grievances are up 38% from last year
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the payoff isn’t as obvious. The not-so-obvious opportunities call for more
detail. Some requests are common, as executives and administrators suggest a
process change. The requests appear to have the program identified, but with-
out a clear reason as to why. These types of requests could deliver substantial
value, but only if they are focused and clearly defined at the start. In our work
at the ROI Institute, we have seen many vague requests turn into valuable
programs. Sometimes overlooking the vague is a mistake; these requests can
result in valuable contributions, as they can lead to critical analysis, ensuring
an appropriate focus on development.

The Cost of a Problem

Problems often are expensive. To determine the cost of a problem, its poten-
tial consequences must be examined and converted to monetary values. Table

Table 2.3: Not-So-Obvious Payoff Opportunities

> Improve leadership competencies for all managers

> Organize a business development conference

> Establish a project management office

> Provide job training for unemployed workers

> Develop highly effective employees

> Train all team leaders on crucial conversations

> Provide training on sexual harassment awareness for all associates
> Develop an “open-book” company

> Implement the same workout process that GE has used

> Become a technology leader

> Create a great place to work

> Implement a transformation program involving all employees
> Implement a career advancement program

> Create a wellness and fitness center

> Build capability for future growth

> Create an empowered workforce
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2.4 shows a list of potential costly problems. Some can easily be converted
to money, and some already are. Those that cannot be converted within the
resource and time constraints under which you are working are left as intan-
gibles. Inventory shortages are often converted to money based on the direct
cost of the inventory, as well as the cost of carrying the inventory. Time can
easily be converted into money by calculating the fully loaded cost of the
individual’s time spent performing unproductive tasks. Calculating time for
completing a program, task, or cycle involves measures that can be converted
to money. Errors, waste, delays, and bottlenecks can often be converted to
money based on the consequences of such problems. Productivity problems,
equipment damage, and equipment underuse are other examples of problems
that have an apparent cost associated with them.

Examining costs means examining all the costs and their implications. For
example, the full costs of accidents include not only the cost of lost workdays
and medical expenses, but also their effect on insurance premiums, the time
required for investigations, damages to equipment, and the time of all employ-
ees who address the accident. The cost of a customer complaint includes the
cost of the time to resolve the complaint, as well as the value of the item or fee
that is adjusted due to the complaint. The most important cost is the loss of
future business and goodwill from the complaining customer, plus potential
customers who become aware of the issue.

Table 2.4: Potentially Costly Problems

> Inventory shortages > Productivity problems
> Time savings > Customer dissatisfaction
> Excessive employee turnover > Inefficiencies

> Errors/mistakes > Excessive conflicts

> Employee withdrawal > Excessive direct costs
> Waste > Tarnished image

> Accidents > Equipment damage

> Delays > Lack of coordination

> Excessive staffing > Equipment underused
> Bottlenecks > Excessive stress

> Employee dissatisfaction > Excessive program time
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The Value of Opportunity

Just as the cost of a problem can be tabulated in most situations, the value of
an opportunity can also be determined. Examples of opportunities include

> implementing a new process
> installing new technology
> upgrading the workforce for a more competitive environment.

In these situations, a problem might not exist, but a tremendous oppor-
tunity to get ahead of the competition lies in taking immediate action.
Properly placing a value on this opportunity requires considering possible
consequences if the project or program is not pursued or taking into account
the windfall that might be realized by seizing the opportunity. The monetary
value is derived by following the different scenarios to convert specific busi-
ness impact measures to money. The challenge lies in ensuring a credible
analysis. Forecasting the value of an opportunity involves many assump-
tions, whereas calculating the value of a known outcome is often grounded
in a more credible analysis.

BUSINESS NEEDS

Impact objectives are based on business needs. Determining specific busi-
ness needs is linked to the previous step in the needs analysis, developing
the potential payoff. To determine business needs, specific measures must be
pinpointed so the business situation is clearly assessed. The term business is
used in governments, nonprofits, educational institutions, and private sector
organizations. Programs and projects in all types of organizations can show
business contribution by improving productivity, quality, and efficiency, as
well as by saving time and reducing costs.

Business Measures

A business need is represented by a business measure. Any process, item, or
perception can be measured, and the measurement is critical to this level of
analysis. If the program focuses on solving a problem, program initiators
have a clear understanding of that problem and the measures that define the
problem. Measures might also be obvious if the program prevents a problem.
If the program takes advantage of a potential opportunity, the measures are
usually still apparent. If not, a clear, detailed description of the opportunity
will help clarify the measure.
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The key here is that measures are in the system, ready to be captured for
this level of analysis. The challenge is to define and find them economically
and swiftly.

Business Measures Represented by Hard Data

Business measures are represented by hard data and soft data. Distinguishing
between the two types of data helps in the process of defining specific busi-
ness measures. Hard data are primary measures of improvement presented in
rational, undisputed facts that are usually accumulated. They are the most
desired type of data because they’re easy to measure and quantify and rela-
tively easy to convert to monetary values. The ultimate criteria for measuring
the effectiveness of an organization are hard data such as revenue, productiv-
ity, profitability, cost control, and quality assurance.

Hard data are objectively based and represent common, credible measures
of performance. They usually fall into four categories, as shown in Table 2.5.
These categories—output, quality, cost, and time—are typical performance
measures in organizations, including private sector firms, government agen-
cies, nongovernmental agencies, nonprofits, and educational institutions.

Output. Visible hard-data results from a program or project involve
improvements in the output of the work unit, section, department, division,
or entire organization. All organizations, regardless of type, must have basic
measurements of output, such as the number of products sold, patients treated,
students graduated, tons produced, or packages shipped. They monitor these
factors, so changes can easily be measured by comparing before and after out-
puts. When programs are expected to drive an output measure, those knowl-
edgeable about the situation can usually make estimates of output changes.

Quality. One of the most significant hard-data categories is quality. If
quality is a major concern for an organization, processes are likely in place
to measure and monitor it. Thanks in part to the rising popularity of quality
improvement processes (such as total quality management, continuous quality
improvement, and Six Sigma), pinpointing the correct quality measures—and
in many cases placing a monetary value on them—has proven successful.
Quality improvement program results can be documented using the standard
cost of quality as a value.

Cost. Another important hard-data category is cost improvement. Many
projects and programs are designed to lower, control, or eliminate the cost of
a specific process or activity. Achieving these cost targets contributes immedi-
ately to the bottom line.
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Some organizations have an extreme focus on cost reduction. Consider
Wal-Mart, whose tagline is “Save Money. Live Better.” Wal-Mart focuses on
lowering costs on all processes and products and passing the savings to cus-
tomers. When direct cost savings are used, no efforts are necessary to convert
data to monetary value because the costs themselves reflect this value. There
can be as many cost items as there are accounts in a cost-accounting system.
In addition, costs can be combined in any number of ways to develop the costs
needed for a particular program or project.

Time. Time has become a critical measure for today’s organizations.
Some gauge performance almost exclusively on time. Consider FedEx, whose
tagline is “The World on Time.” When asked what business FedEx is in, the
company’s top executives say, “We engineer time.” For FedEx, time is so criti-
cal that it defines success or failure. Time savings may mean that a program
is completed faster than originally planned, a product is introduced earlier,
or the time to restore a network is reduced. These savings can translate into
lower costs.

Business Measures Represented by Soft Data

Hard data might lag behind changes and conditions in human performance
within an organization by many months; therefore, it is useful to supple-
ment hard data with soft data such as attitude, motivation, and satisfaction.
Often more difficult to collect and analyze, soft data are used when hard
data are unavailable. Soft data are also more difficult to convert to monetary
values and are often based on subjective input. They are less credible as a
performance measurement and tend to be behavior oriented, but represent
important measures just the same. Table 2.6 shows common examples of
soft data.

Work habits. Employee work habits are important to the success of work
groups. Dysfunctional habits can lead to an unproductive work group, while
productive work habits can boost the group’s output and morale. Examples of
work habits that might be difficult to measure or convert to monetary values
appear in Table 2.6. The outcome of some work habits, including employee
turnover, absenteeism, and accidents, are in the hard-data category because
they’re easily converted to monetary values.

Work climate/satisfaction. Several measures reflect employee dissatisfac-
tion. Complaints and grievances sometimes fall in the hard-data category
because of their ease of conversion to money. However, most of the items are
considered soft-data items. Job satisfaction, organizational commitment, and
employee engagement show how attitudes shape the organization. Stress is
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often a byproduct of a fast-paced work climate. These issues and measurement
of these issues are gaining prominence in most organizations.

Customer service. Because increased global competition fosters a greater
need to serve and satisfy customers, more organizations are putting into place
customer service measures that reflect customer satisfaction, loyalty, and
retention. Few measures are as important as those linked to customers.

Employee development/advancement. Employees are routinely developed,
assigned new jobs, and promoted. Many soft-data measures can indicate the
consequences of crucial activities and processes, such as building capability,
creating intellectual capital, enhancing readiness, and fostering networks.

Creativity/innovation. Creativity and innovation are key aspects of suc-
cessful organizations. A variety of measures can be developed to show the cre-
ative spirit of employees and the related outcomes, such as ideas, suggestions,
copyrights, patents, and products and services. While the collective creative
spirit of employees might be a soft-data item, the outcomes of creativity and
innovation qualify as hard data. Still, many executives consider innovation a
soft-data item.

Image. Perhaps some of the softest measures relate to image. Executives
attempt to increase brand awareness, particularly with sales and marketing
programs. Reputation is another measure that is growing in importance.
Organizations seek to improve their standings as good employers, good
citizens, and good stewards of investors’ money. Leadership is probably the
most sought-after measure and is influenced by initiatives designed to build
leadership within the organization. Image, social responsibility, environmental
friendliness, and social consciousness are key outputs of a variety of programs
and projects aimed at making the organization well rounded. Diversity is also
important for many organizations, which focus programs on increasing diver-
sity of ideas, products, people, and initiatives. Finally, external awards are the
outcomes of many activities and programs. Some organizations invest in full-
time employees to focus solely on applying for such awards. This particular
measure represents the activity, support, and engagement of all employees,
including the organization’s leadership.

Sources of Impact Data

Sources of impact data, whether hard or soft, are plentiful. They come from rou-
tine reporting systems within the organization. In many situations, these items
have led to the need for the program or project. Table 2.7 shows a sampling of
the vast array of documents, systems, databases, and reports that can be used to
select the specific measure or measures to monitor throughout the program.
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Table 2.7: Sources of Data

> Department records > Safety and health reports
> Work unit reports > Benchmarking data

> Human capital databases > Industry/trade association data
> Payroll records > R&D status reports

> Quality reports > Suggestion system data

> Design documents > Customer satisfaction data
> Manufacturing reports > Project management data
> Test data > Cost data statements

> Compliance reports > Financial records

> Marketing data > Scorecards

> Sales records > Dashboards

> Service records > Productivity records

> Annual reports > Employee engagement data

Some program planners and team members believe corporate data sources
are scarce because the data are not readily available to them, near their
workplace, or within easy reach through database systems. With a little deter-
mination and searching, however, the data can usually be identified. In our
experience, more than 90 percent of the impact measures that matter to a spe-
cific program or project have already been developed and are readily available
in databases or systems. Rarely do new data collection systems or processes
have to be developed.

Collateral Measures

When searching for the proper measures to connect to the program and pin-
point business needs, it’s helpful to consider all the possible measures that
could be influenced. Sometimes, collateral measures move in harmony with
the program. For example, efforts to improve safety might also improve pro-
ductivity and increase job satisfaction. Thinking about the adverse impact
on certain measures also helps. For example, when cycle times are reduced,
quality could suffer; or when sales increase, customer satisfaction could dete-
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riorate. Finally, program team members must prepare for unintended conse-
quences and capture them as relevant data items.

PERFORMANCE NEEDS

Application objectives are based on performance needs. In the needs analysis,
this step explores reasons the business measure is where it is rather than at the
desired level of performance. If the proposed program addresses a problem,
this step focuses on the cause of the problem. If the program takes advantage
of an opportunity, this step focuses on what is inhibiting the organization
from taking advantage of that opportunity.

Analysis Techniques

This step might require a variety of analytical techniques to uncover the
causes of the problem or inhibitors to success. Table 2.8 shows a brief listing
of these techniques. It is important to relate the issue to the organizational
setting, to the behavior of the individuals involved, and to the functioning of
various systems. These analytical techniques often use tools from problem-
solving, quality assurance, and performance improvement fields. Searching
for multiple solutions is also important, because measures are often inhibited
for several reasons. Keep in mind the implementation of multiple solutions—
whether they should be explored in total or tackled in priority order. The
detailed approaches of all the techniques are contained in many references
(Langdon, Whiteside, & McKenna, 1999).

Table 2.8: Analysis Techniques

> Statistical process control > *Diagnostic instruments
> Brainstorming > *Focus groups

> Problem analysis > *Probing interviews

> Cause-and-effect diagram > *Job satisfaction surveys
> Force-field analysis > *Engagement surveys

> Mind mapping > *Exit interviews

> Affinity diagrams > *Exit surveys

> Simulations > *Nominal group technique
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A Sensible Approach

The resources needed to examine records, research databases, and observe
situations and individuals must be taken into account. Analysis takes time,
and the use of expert input, both internally and externally, can add to the cost
and duration of the evaluation. The needs at this level can vary considerably
and might include

ineffective behavior
dysfunctional work climate
inadequate systems
disconnected process flow
improper procedures
unsupportive culture

vV V.V V V V V

insufficient technology.

These needs have to be uncovered using many of the methods listed in Table
2.8. When needs vary and techniques abound, the risk exists for excessive anal-
ysis and cost. Consequently, a sensible approach must be taken. Balance must
exist between the level of analysis and availability of resources and time.

LEARNING NEEDS

Learning objectives are based on learning needs. Addressing the job perfor-
mance needs uncovered in the previous step often requires a knowledge or
information component, such as participants and team members learning
how to perform a task differently or how to use a new process. In some cases,
learning is the principal solution, as in competency development, major tech-
nology changes, capability development, and system installations. In these
situations, the learning becomes the actual solution.

For other programs, learning is a minor solution and involves simply under-
standing the process, procedure, or policy. For example, when a new ethics
policy is implemented, the learning component requires understanding how the
policy works and the participants’ role in the policy. In short, a learning solu-
tion is not always needed. But all solutions have a learning component.

A variety of approaches measure specific learning needs. Multiple tasks
and jobs are usually in a program, and each should be addressed separately.

Subject Matter Experts

One of the most important approaches to determining learning needs is to ask
those who understand the process. They can best determine what skills and
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knowledge are necessary to address the job performance issues defined above.
Then it might be possible to understand how much knowledge and how many
skills already exist.

Job and Task Analysis

A job and task analysis offers a systematic look at information when a new
job is created or when tasks within an existing job description change signifi-
cantly. Essentially, the analysis collects and evaluates work-related informa-
tion, determining specific knowledge, skills, tools, and conditions necessary
to perform a particular job. The primary objective of the analysis is to gather
information about the scope, responsibilities, and tasks related to a particular
job or new set of responsibilities. In the context of developing learning needs,
this information helps in preparing job profiles and job descriptions. These
descriptions, in turn, serve as a platform for linking job requirements to spe-
cific information or training needs.

Performing a job and task analysis not only helps individuals who will use
the program develop a clear picture of their responsibilities, but it will also
indicate what is expected of them. The amount of time needed to complete a
job and task analysis varies from a few days to several months, depending on
the complexity of the program. Components include identifying high perform-
ers, preparing a job analysis questionnaire, and developing other materials as
necessary to collect information. During the job analysis, responsibilities are
defined, tasks are detailed, and specific learning requirements are identified
(Gupta, 1999).

Observations

Current practices within an organization might have to be observed to under-
stand the context in which the program is implemented. This technique can
provide insight into the level of capability, as well as appropriate procedures.
Observation is an established and respected data-collection method that can
examine workflow and interpersonal interactions, including those between
management and team members.

Sometimes, the observer is unknown to those being observed (placed
in the environment specifically to observe the current processes). In other
instances, the observer previously worked in the environment, but is now in a
different role. Another possibility is that the observer is invisible to those being
observed. Examples include retail mystery shopping, electronic observation,
and temporary employee (observer) placement. It is important to remember
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that observation can uncover what individuals need to know or do as a pro-
gram changes.

Demonstrations

In some situations, having employees demonstrate their abilities to perform a
certain task or procedure provides valuable insight. The demonstration can
be as simple as a skill practice or role play, or as complex as an extensive
mechanical or electronic simulation. From this determination of job knowl-
edge, specific learning needs can evolve.

Tests

Testing is not used as frequently as other needs assessment methods, but it can
prove highly useful. Employees are tested to find out what they know about a
particular situation. Test results help guide learning issues. For example, in one
hospital chain, management was concerned that employees were unaware of
the company’s policy on sexual harassment or what actions constitute sexual
harassment. In the early stages of the program analysis, a group of supervisors
and managers, the target audience for the program, took a 20-item test about
their knowledge of the sexual harassment policy (10 items) and knowledge
about sexual harassment actions (10 items). The test scores revealed where
insufficient knowledge existed and formed the basis of a program to reduce
the number sexual harassment complaints.

Management Assessment

When implementing programs in organizations in which there are existing
managers or team leaders, input from the management team might be used to
assess the current situation and the knowledge and skills that the new situa-
tion requires. This input can be collected through surveys, interviews, or focus
groups. It can be a rich source of information about what the users of a new
program would need to know to make it a success.

Where the learning component is minor, learning needs are simple. Deter-
mining specific learning needs can be time consuming for major programs
for which new procedures, technologies, and processes are developed. As in
the previous step, it is important not to spend excessive time analyzing at this
early stage in the process, but collecting as much data as possible with mini-
mal resources.
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PREFERENCE NEEDS

Reaction objectives are based on preferences. This level of needs analysis
drives the program features and requirements. Essentially, individuals prefer
certain processes, schedules, or activities for the learning and performance
improvement program or project. Those preferences define how the particular
program will be implemented.

Typical preference needs are statements that define the parameters of
the program in terms of timing, content, staffing, location, technology, and
extent of disruption allowed. Although everyone involved has certain needs
or preferences for the program, implementation is based on the input of
several stakeholders rather than that of an individual. For example, partici-
pants involved in the program (those who must make it work) might have a
particular preference, but their preference could exceed resources, time, and
budget requirements. The immediate manager’s input may help minimize the
amount of disruption and maximize resources. Available funds are also a
constraining resource. The urgency for program implementation may create a
constraint in the preferences. Those who support or own the program often
place preferences around the program in terms of timing, budget, and the use
of technology. Because this is a Level 1 need, the program structure and solu-
tion will directly relate to the reaction objectives and to the initial reaction to
the program.

INPUT NEEDS

Input objectives are based on input needs. This level of analysis is similar
to the preference analysis. Here, the basic input requirements are clearly
defined. If the program or project is derived from analysis, this analysis
would define various parameters and input requirements. If the program or
project is addressing compliance, the regulation could define the require-
ments in terms of timing, content, audience, and even location. Because
resources are limited, some constraints might surround budget. Because
some projects are urgent, timing issues could come into play. Some projects
need to be conveniently located, calling for location requirements. Input
needs are often straightforward and come directly from the analysis or the
request for the program. Understand clearly that the basis of these require-
ments captures all the needs, and they quickly and straightforwardly trans-
late into input objectives.
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FINAL THOUGHTS

Objectives are based on clearly defined needs, derived from careful analysis of
the problem, opportunity, or requirement that led to the project or program.
By considering the needs stacked on different levels, ranging from payoff needs
to input needs, the complete profile is developed, which leads to a profile of
objectives. Not every project or program should be subjected to all of these
analyses. Some we base solely on learning needs. Others might be based
strictly on preference needs, which is the case for many programs in the meet-
ings and events arena, for example. The important issue is to take a rational,
logical approach when determining needs and, ultimately, objectives. The
remainder of the book focuses on how to construct the objectives that evolve
from these needs. We will begin with input objectives, Level 0.



CHAPTER 3

[nput Objectives

nputs are activities that make up the project or program. They are

I often dictated by a variety of stakeholders. Inputs include the required
resources, cost, and scope for a project or program. Often developed at
project conception, they’re not always communicated clearly to all stakehold-
ers, particularly those directly involved. This chapter describes the importance

of developing input objectives and provides several examples.

ARE INPUT OBJECTIVES NECESSARY?

Think about a particular project or program. At conception, certain param-
eters are described or envisioned. Maybe the project is intended for only one
division or group of employees and must be completed by a specific deadline
or within a firm budget. These parameters help define the scope and nature
of the project. Essentially, the parameters describe the inputs in detail, outlin-
ing what the organization plans to do, with and for whom to do it, and how
much it will cost. Are they necessary? Yes. Are they listed as precise objectives
for everyone to see? Not necessarily. Certainly some document or agreement
would contain these objectives. The overriding question is this: Does the
stakeholder need this information? For some, it might be helpful to ensure that
all stakeholders have it, particularly those directly involved. When in doubt,

37
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we prefer to err on the side of full disclosure. The more information shared,
the less likely misunderstandings will occur.

HOW TO CONSTRUCT INPUT OBJECTIVES

Input objectives follow the same basic design criteria as described in chapter
1. They should be simple, straightforward, precise, and indicate timing and
focus. It is helpful at the beginning of a project to write objectives that define
the inputs in terms of issues, such as resources, people involved, timing, loca-
tion, and other constraints on the process and delivery. Here are a few pos-
sibilities.

TOPICS FOR INPUT OBJECTIVES
Volume/Staffing

The most obvious place to start with input objectives is the people involved.
An objective may focus on the number of participants planned in a formal
program and may be divided into demographic categories. For example, an
objective may read, “Forty percent of participants will be females with five
years of experience.” Some organizations want to ensure that upward mobil-
ity exists for all employees, particularly female. The glass ceiling still exists in
many organizations, and ensuring that women can take advantage of oppor-
tunities requires not only learning and development programs, but also an
appropriate number of female participants.

Extending beyond gender and counting participants by other diverse char-
acteristics is another consideration. Programs must be in place to ensure that
all employees are involved and have equal opportunity to pursue their careers.
Still other parameters might be considered, such as length of service. Indi-
viduals with the least amount of tenure should receive the most development.
Unfortunately, this is not the case in some organizations.

Project staffing might constitute an objective. Total number of individuals
involved in a project is sometimes an issue. An input objective might reflect
a maximum or minimum number of people, as well as their job status, such
as part-time versus full-time employees. For example, in a technology project,
the staffing level input objective was that no more than 15 full-time staffers
would take part in the project at any given time. Project teams can also be
counted. These teams can be assigned by division, department, function, or
even different region.
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Scope

Scope establishes the limits of a project. These objectives might place bound-
aries on implementation, participants, or departments directly involved, as
well as the specific function or content explored. A project’s scope might also
define the total number of hours to be included or the nature of the work to
be done. Defining the scope prevents “scope creep,” in which a project starts
out with a narrow focus of one or two topics or areas, and then mushrooms,
requiring excessive time, effort, and even money.

Audience/Coverage

Perhaps the most important objective category is the coverage by jobs, job
groups, and even functional areas. For example, with the current focus on
talent management, some organizations implement projects to address critical
talent coverage. They do this by defining critical talent and setting objectives
for the number of project participants in the critical talent categories.

Another way to address audience is by a particular function, from research
and development through sales, marketing, and customer support. This objec-
tive identifies the parts of the organization involved in programs. Coverage
might also be defined by specific job levels, such as executives, managers,
professionals, and nonexempt employees. Many organizations are concerned
about particular job groups, such as first-level supervisors. For example, as an
individual job category, this important group in an organization should have
many learning and development opportunities. When they use their skills on
the job, the effect is multiplicative. As they work with their teams, they drive
team performance.

Coverage can also focus on specific strategic initiatives. Projects and pro-
grams often are aligned with particular strategic objectives, supporting them
with implementation issues. An objective might include the total hours and
people included in a particular strategic area. This shows current alignment
with an important strategy and can be revealing. When particular strategic
areas have little or no coverage with programs, action should be taken to
devote more resources directly to those areas.

A final way to represent coverage with input objectives is to focus on
particular operational problems. An input objective might be written as, “All
customer service staff will be involved in addressing our customer service
problem.” Several projects or programs aimed at customer service improve-
ment could help meet this objective.
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Timing

Timing objectives indicate when certain tasks will be accomplished, mile-
stones will be reached, or an entire project will be completed. These objectives
might dictate when certain individuals become involved in the project or even
the timing in which the project team is paid. Timing is critical. Without it,
accountability might be absent and misunderstandings might prevail.

Duration

The length of time participants are involved in a project is a common input
objective. Some organizations track the total hours of involvement to create an
impressive image. A more appropriate measure might be the hours spent per
person, targeting a specific amount of time for a particular job or job group.
Other organizations track the number of hours involved by various diversity
groups, including age, gender, and race. For example, for learning and devel-
opment, some organizations make a commitment to an average number of
hours per person. While this is an admirable goal, it might create more activity
than actual change.

Setting objectives for the duration of participation is important for learn-
ing and development, human resources, coaching, consulting, and meetings
and events. These objectives usually focus on the total duration of the pro-
gram; for example, organizing a three-day conference, conducting a six-month
coaching program, or providing a three-day, new-employee indoctrination.

Budget/Costs

The most logical input objective is cost. The cost of projects and programs is
increasing, creating more pressure to know how and why money is spent. The
total cost of a project is required, which means calculating indirect as well as
direct costs. Fully loaded cost information is used to manage resources, develop
standards, measure efficiencies, and examine alternative delivery methods.
Project cost sources must be considered. The three major categories of
these sources are found in Table 3.1. Project staff expenses usually represent
the greatest percentage of costs and are sometimes transferred directly to
the client or project sponsor. The second major cost category is participant
expenses, both direct and indirect. These costs are not identified in many
programs, yet they reflect a significant amount of the total expenditures. The
third cost source is payments to external organizations. These include pay-
ments directly to hotels and conference centers, equipment suppliers, and ser-
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vices used for the program. As the table shows, some of these cost categories
are often understated. Accounting records should track and reflect the costs
from these three different sources.

Table 3.1: Sources of Costs

Source of Costs Cost-Reporting Issues
1. Project staff expenses A. Costs are usually accurate.

B. Variable expenses may be
underestimated.

2. Participant expenses A. Direct expenses are usually not fully
(direct and indirect) loaded.
B. Indirect expenses are rarely included in
the costs.
3. External expenses A. Sometimes understated.
(equipment and services) B. May lack accountability.

Another key method of developing cost objectives follows the natural proj-
ect progression. Figure 3.1 shows the typical project cycle, beginning with the
initial analysis and assessment and progressing to the evaluation and reporting
of results. Input objectives for costs can be developed for each of these steps.

The specific items to be included in the program costs must be defined.
Input from the finance and accounting staff, the project team, and from
management might be needed. The recommended cost categories for a fully
loaded, conservative approach to estimating costs are

> needs analysis and assessment

> design and development costs

> acquisition costs (in lieu of development costs, many organizations pur-
chase programs)

> delivery/implementation costs (five categories)
e salaries of facilitators and coordinators
* program materials and fees

travel, lodging, and meals
e facilities (external and in-house)
 participants’ salaries and benefits

> evaluation costs

> overhead costs.
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Figure 3.1: Project Functions and Cost Categories
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Implementation
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Efficiencies

Efficiency is measured in different ways and from different viewpoints. One of
the first measures is efficient use of the project team. An objective can come
in the form of the number of participants per project team member. From an
efficiency standpoint, this number should be as high as possible. Efficiency
is also reported as content provided per project team member or the average
cost per content hour provided. Other efficiency measures focus on the time
to accomplish certain tasks—the average time to conduct a needs assessment
or to design an hour of content. Other time objectives include the time an
individual takes to complete a program or the total cycle time from a request,
to launch, to delivery of a program.
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Content

Input objectives focus on content in various ways. For example, in learning
and development, the percentage of content devoted to a particular area is
significant. In the American Society for Training & Development’s bench-
marking forum (the more than 200 organizations considered best-practice
organizations), data show that more than 50 percent of the content is industry
specific, IT systems oriented, and business practices oriented. This under-
scores the shift in learning content as more organizations focus on technology
and job- and industry-specific activities.

For some meetings and events and conferences, content naturally serves as
an input objective. For compliance in an ethics program, portions of the con-
tent must focus on the regulations themselves. In executive coaching, an objec-
tive might require a certain percentage of content focus on business impact.

Project Origin

An often overlooked input objective focuses on why programs are requested in
the first place. Too many programs are implemented for the wrong reasons—
or at least questionable reasons. Understanding where and how a project
originated can provide insight into the reason it was implemented. Table 3.2
shows the tracking of reasons for programs at a large financial services firm.
What is revealing in this example is that more than 50 percent of the programs
are implemented for questionable reasons (see reasons 1, 2, 4, 10, and 11). By
tracking this information over time, executives can see how the origin of proj-
ects is changing or should change in the future. Objectives might be based on
the desired analysis or reason for the project. For example, in a hospital chain,
a request for a sexual harassment prevention program to lower the number of
claims had an objective to “proceed with a solution after the cause of excessive
claims has been identified.”

Delivery

One of the most interesting and mysterious processes is the way in which a
project or program is delivered to an organization. Although strides are being
made to transform traditional delivery processes into those that are more
technology based, progress has been slower than most experts forecasted. An
organization attempting to make dramatic shifts in delivery needs to keep an
eye on technological advancement. For learning and development, delivery is
shifting from traditional in-person, facilitator-led delivery to e-learning and,
more specifically, blended learning.
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Table 3.2: Sources of New Projects and Programs

1. Management requests it. 23%
2. The topic is a trend. 13%
3. An analysis was conducted to determine need. 12%
4. Other organizations in industry have implemented it. 11%
5. It supports new equipment, procedures, or technology. 10%
6. A regulation requires it. 8%
7. It supports new policies and practices 6%
8. It supports other processes, such as Six Sigma,

transformation, continuous process improvement, etc. 6%
9. It appears to be a serious problem. 5%
10. A best-selling book has been written about it. 4%
11. Staff members think it is needed. 2%

Delivery includes not just the use of technology, but also the efficiency
with which the project will be implemented throughout the organization.
This is particularly important when a project is implemented on a pilot basis
and the results are disseminated throughout the organization. When it comes
to creating a new system, procedure, or policy, much of the success hinges
on how and when it is implemented throughout the organization. Capturing
expectations with objectives is critical to success.

Location

Projects and programs sometimes require particular locations. For example, in
the meetings and events industry, an event might call for a particular type of
site, or the preference might be the East Coast, West Coast, or a resort. Loca-
tion can be dictated by whether the project is internal or external. If there is a
required location, it is stated as an objective.

Disruption

Disruption of normal work activities almost always presents a concern for
project leaders. They often design programs to minimize disruption, which
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might include setting an objective to ensure that individuals’ regular duties are
not affected by participation in the program. For example, a requirement in
implementation of a Six Sigma program (a quality improvement process), was
that completion of the projects to reach green belt and black belt status should
not disrupt normal work activities on the job.

Technology

In most cases, technology is used to coordinate, design, deliver, or manage a
project. Sometimes technology should be defined as an input parameter. For
example, an objective might require that parts of the project or program be
conducted virtually using Microsoft Office Live Meeting. Another objective
might require that all participants network with each other through tools such
as LinkedIn or IBM’s Lotus Connection. Technology makes a critical contri-
bution to the success of projects and programs. It should be defined upfront
with other appropriate objectives.

Outsourcing/Contracting

An increasing number of organizations outsource some or all projects and
programs. As an organization moves in this direction, outsourcing objectives
might be needed. For example, an objective in the program development stage
might require that external contractors develop no more than 50 percent of
the program. Internal staff develops the remainder. Another objective might
reflect outsourcing of delivery, detailing the percentage of the program deliv-
ered by external services compared to internal sources.

HOW TO USE INPUT OBJECTIVES

Input objectives are very basic and clearly define the project from the outset.
There are four key issues related to input objectives.

Project Conception

Projects are conceived with input objectives in mind. Whether an initiative
grew out of an analysis, a deteriorating problem, or simply an executive
request, the process usually includes input objectives. For example, when an
executive asks that a project be implemented, that request usually includes
input objectives around timing, cost, and scope. When a regulation creates a
need for a project, many of the input objectives are defined by the regulation.
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When a detailed analysis is completed, the results often reveal the input objec-
tives. The challenge is to ensure that all relevant input items are addressed
during the conception stage so that all key stakeholders understand what’s
involved.

Project Budgeting

Many input objectives define cost items. One input objective is the actual cost
itself. Other input objectives have a tremendous effect on the cost; for exam-
ple, the technology to be used, the location of the project, and the number of
people involved are huge cost items. Even determining the amount of disrup-
tion of work allowed has an impact on the cost. Consequently, a detailing of
the input objectives provides a proper backdrop to calculate the overall budget
for the project.

Project Planning

As the project is designed, developed, delivered, implemented, and analyzed,
the inputs provide the starting point for project planning. They often define
who is involved, when they’re involved, and to what extent they’re involved.
They also indicate other factors or processes involved in the project. Planning
is critical, and input objectives are the beginning of the planning process.

Project Support

Input objectives also provide information to support the project properly.
They alert individuals as to what’s needed and when it’s needed. To a certain
extent, they also define some of the critical success factors, such as achieving
deadlines and budget performance. Many others must support the project,
but might not be directly involved. For example, participants’ managers
are in a position to influence outcome significantly. Their support is criti-
cal, and the input objectives clearly define who is involved and why they’re
involved.

EXAMPLES

Table 3.3 presents a sampling of input objectives spread over the topics
addressed in this chapter.
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Table 3.3: Examples of Input Objectives

>
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This Program Must Be:

Conducted with at least 100 participant per
month

Completed with an internal team of no more than
12 FTEs

Implemented as a pilot project only
Contained in the product testing phase only
For sales staff only

For new exempt employees

Initiated by March 1

Completed by September 1

Conducted in less than three days

Completed with no more than three hours in a
meeting

> Within 3% of each region’s budget
> Less than $1,000 in cost per person
> Designed at a ratio of no more than 10 hours per

one hour of content

Devoted to advanced negotiation skills
Focused on new technology 80% of the time
Originated based on thorough needs analysis

Implemented to support new processes and
practices

Implemented with blended learning
Conducted at a resort on the Gulf Coast
Implemented in the Midwest only
Implemented without disruption of work
Seamless with customers

Integrated with existing on line systems
Using a virtual project management tool

Implemented with no more than 50%
outsourcing

Parameter
Volume/Staffing

Volume/Staffing

Scope

Scope
Audience/Coverage
Audience/Coverage
Timing

Timing

Duration

Duration

Budget/Costs
Budget/Costs
Efficiency

Content
Content
Origin
Origin

Delivery
Location
Location
Disruption
Disruption
Technology
Technology
Outsourcing
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FINAL THOUGHTS

This chapter defines input objectives, the first category of objectives. Though
always necessary, they’re often underappreciated and undercommunicated.
The more detailed their definition, the better. Input objectives touch on sev-
eral key elements, including timing, budgeting, scope, duration, coverage, and
delivery. From some perspectives, these objectives are obvious and are neces-
sarily defined at the creation of the project; however, too often they stop short
of the detail needed. When it comes to objectives, too much detail is rarely a
problem.

From the input level, we move to other categories of objectives that define
the success of projects or programs. The next chapter focuses on another
important set of objectives—reaction objectives.

EXERCISE: WHAT'S WRONG WITH THESE INPUT OBJECTIVES?

This brief exercise will bring the concepts of input objectives into focus. Table
3.4 presents objectives that need improvement. Take a few minutes to examine
each objective. What concerns you about each one and how they are stated?
Responses to this exercise are provided in Appendix A.

Table 3.4: What’s Wrong With These Input Objectives?

1. The project should be completed on schedule.

2. The project should be inexpensive and use the latest technology.
3. The project should be well received by all stakeholders involved.
4. The project will involve all employees with frontline responsibility.

5. The project should minimize the disruption of regular work.




CHAPTER 4

Reaction Objectives

ny project leader, program coordinator, or facilitator desires a positive

reaction to his or her efforts. Unfortunately, the terms positive and reac-

ion are vague. Sometimes a specific reaction to the project or program
is desired. While Level 0 (Input) objectives set the scope of the program, Level 1
(Reaction) objectives tell us what initial success to expect. Projects can go astray
with an adverse reaction. If participants view program content or project intent as
irrelevant, the likelihood that anything will change is slim. Consequently, defin-
ing the desired reaction through a reaction objective is an important step toward
ensuring results that meet stakeholder expectations. This chapter explores topics
for reaction objectives, as well as how they are constructed and used.

ARE REACTION OBJECTIVES NECESSARY?

Some might argue that reaction objectives are always understood and do not
need to be spelled out. Of course we want a favorable reaction. However, reac-
tion objectives should be stated for three fundamental reasons.

First, reaction is a vague, subjective construct that needs clarification if
we want to ensure we get the reaction we seek. Objectives provide the basis
for this clarification. For example, at times the reaction objective is based on
motivating participants. In other situations, the reaction objective explains

49
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why they’re there. So the reaction objective answers the question, “What’s in
it for me?” Sometimes the objective is to avoid a negative reaction, because the
project or program is controversial. At other times, reaction objectives show
that the program is necessary and appropriate for members of the target audi-
ence and their role in the organization. Definition is needed.

Second, programs can fail if the reaction is unfavorable (that is, the desired
reaction is not achieved). An example is a project perceived to be controversial
because it changes the way in which the group works by adding extra tasks to
the schedule or removing freedoms that the group previously enjoyed. These
situations can provoke a negative reaction; therefore, the objective would be to
present the project in a logical, rational way so participants can see that it is
necessary. At best, this approach would foster an understanding of the impor-
tance of the new approach with participants’ willingness to apply necessary
actions. At worst, it would prevent participants from sabotaging the success
of the project. If the project were perceived to be negative, its value in terms
of learning application and impact would be virtually dead because of the
adverse reaction. Consider a traditional learning and development program.
If participants don’t find it useful or helpful, the experience will be generally
unpleasant, possibly causing them to miss important concepts necessary for
application and, ultimately, impact. Hence, there would be little to no learn-
ing, which then leads to little or no application or business impact.

Third, clearly defined reaction objectives are needed because they repre-
sent the first level of project or program success. The chain of impact begins at
this level. While reaction is undervalued by sponsors and clients, the objectives
are important to those people intimately involved in implementing the pro-
gram. The irony is that in most projects, reaction is captured, but objectives
have not been developed. This leaves the data derived from an evaluation, to
some extent, useless. The basis for evaluation is derived from the objectives.
Without them, how can success be determined?

The question remains: Are reaction objectives absolutely necessary? It
depends. Do you want to measure reaction and hope the results are under-
stood? Or do you want meaningful measures that will provide some direction
toward higher levels of success? If you answer “yes” to the latter, then you
need reaction objectives.

HOW TO CONSTRUCT REACTION OBJECTIVES

Developing reaction objectives is quite straightforward. They’re easy to
develop and easy to measure, taking very little time. There are five issues to
keep in mind when developing reaction objectives.
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Descriptions of Perception

By definition, a reaction objective is based on the perception of those involved
in the program or project. Perception is essentially a measure of how someone
reacts to the objective. Descriptions of perception vary. The key is to be clear
on what perception is needed to ensure participants are engaged and willing
to acquire the knowledge, skills, or information required to change what needs
to change. Table 4.1 shows the different keywords for objectives to reflect

reaction.

> Perceive > Impression > Leaning

> React > Deem > Stance

> Rate > Grade > Opinion

> Attitude > Feel > Regard

> Envision > Inclination > Think

> Interpret > Deduce > Consider

> View > Grade

Example: Participants should perceive this program to be relevant to their
work, as indicated by an average of 4 out of 5 on a b5-point scale.

Specificity

Sometimes objectives reflect a certain degree of reaction. If a 2-point scale is
used (yes or no, favorable or unfavorable), planning for a percentage of “yes” or
“favorable” responses may be the precision that’s needed. On a 5-point scale,
measuring the percentage rating 4 out of 5 would be appropriate. Sometimes
even decimal points are used (that is, 4.2 out of 5), although the incremental
parts of a 5-point scale might have no actual meaning from a quantitative
standpoint. Sometimes a 7- or 10-point system is used in setting objectives and
measuring success, although a 10-point scale is usually not the most appropri-
ate for this type of evaluation. Five to 7 points represents enough variance in
the scale to give respondents the choices they need. The idea, however, is to
identify a specific degree of success, regardless of the type of question or scale.
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This specificity may be based on historical results and then correlated with a
specific level of performance. Specificity of the measure may also represent a
slight increase over the typical reaction results. Sometimes the degree of suc-
cess is arbitrary due to insufficient baseline information. In either case, it is
important to set the specific desired measure of success and know why you
have set it at that level.

Number of Objectives

While the principal issue in developing objectives is precision, the challenge
is to avoid having too many reaction objectives. After all, in the success value
chain, reaction is perhaps the weakest level of feedback, at least from an exec-
utive viewpoint. Overkill needs to be avoided. Identify only the most critical
reaction issues, and develop specific targets of success to make the measure
meaningful.

Content Focus Versus Noncontent Focus

An important consideration in developing reaction objectives is to obtain data
about the content of the program. Too often, feedback data reflect aesthetic
issues that may not reflect the substance of the program at hand. Take, for
example, an attempt to show the value of a sales and marketing program that
focused on client development. The audience consisted of relationship manag-
ers—those individuals who have direct contact with the customer. This par-
ticular program was designed to discuss product development and a variety of
marketing and business development strategies. An appropriate set of reaction
objectives would include those that represent content or the presentation of
content on product development, marketing, and business strategies. Table 4.2
shows the comparison of measures explored on a reaction questionnaire. The
traditional way to evaluate these activities is to focus on noncontent issues. As
the exhibit shows, the column on the left represents areas important to activity
surrounding the session, but few measures related to content. The column on
the right shows more focus on content, with only minor input on issues such as
the facilities and service provided. This is not to imply that the quality of the
service, the atmosphere of the event, and the quality of the speakers are unim-
portant. They are and should be addressed appropriately. A more important
set of data, however, is detailed information about the perceived value of the
program, the importance of the content, and the planned use of material or a
forecast of the impact—indicators that positive results did and will occur. This
example underscores the shift occurring in the meetings and events industry,
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which is moving from measuring entertainment to measuring reaction, learn-
ing, and even application, impact, and ROI.

Table 4.2: Comparison of Content Versus Noncontent Objectives

Focus on Noncontent Issues Focus on Content Issues

> Demographics > Facilities

> Location > Service

> Transportation > Relevance of materials

> Registration > Importance of content to job success
> Logistics > Timing of program

> Hotel service > Appropriate use of time

> Media > Amount of new information
> Food > Quality of facilitators

> Breaks and refreshments > Perceived value of program
> Cocktail reception > Contacts made

> Facilitator > Planned use of material

> Materials/topics > Forecast of impact

> Overall satisfaction > Overall satisfaction

Key Concepts

Table 4.3 shows the criteria involved in creating reaction objectives. The table
also presents 10 of the most important reaction questions to ask. Along with
these questions, additional topics are addressed in reaction objectives, as
described in the next section.

TOPICS FOR REACTION OBJECTIVES

Many topics serve as targets for reaction objectives, because so many issues and
processes are involved in a typical project or program. Reaction is important for
almost every major issue, step, or process to make sure outcomes are successful.
Table 4.4 shows typical topics of objectives. The list reveals possible reactions to
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Table 4.3: Developing Reaction Objectives

CRITERIA FOR THE BEST REACTION OBJECTIVES
> ldentify important and measurable issues

> Are attitude based, clearly worded, and specific

> Underscore the linkage between attitude and the success of the program
> Represent a satisfaction index from key stakeholders

> Can predict program success

KEY QUESTIONS

> How relevant is the program?

> How important is the program?

> Are the facilitators effective?

> How appropriate is the program?

> Is this new information?

> |s the program rewarding?

> Will you implement the program?

> Will you use the concepts/advice?

> What would keep you from implementing objectives from the program?

> Would you recommend the program to others?

a project or program, beginning with readiness and moving through a variety
of content-related issues to planned action.

Ready

Many programs fail because of inadequate preparation by participants or per-
haps involvement of the wrong participants. An objective could focus on ensur-
ing that the right people are involved and that they are prepared for the project.

Useful

Although this might seem apparent, the project or program must be useful
to participants. In far too many situations, it is not useful, and its benefit to
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the organization isn’t clear. Consequently, usefulness is an important reaction
objective.

Necessary

For some projects, it’s important for participants to realize the need for an
initiative. This type of objective might be appropriate for implementation of a
new ethics program or cost-containment project for health care, as employees
must see that action is necessary.

Appropriate

A project or program needs to be appropriate for the situation. Sometimes
mismatches occur between the program and the problem. Participants need to
see that this is the appropriate action to take given the situation at hand.

Motivational

Some projects or programs are designed to motivate employees to improve
performance or reach a goal. The important issue is to make sure participants
are motivated to take action. This is particularly helpful for reward systems,
meetings and events, and leadership development programs or projects.

Rewarding

Some projects need to be rewarding for participants and other key stakehold-
ers. This is particularly true for projects such as an employee suggestion system

Table 4.4: Topics for Reaction Objectives

> Ready > Powerful > Intent to use

> Useful > Leading edge > Planned action

> Necessary > Just enough > New information

> Appropriate | » Just for me > Overall evaluation

> Motivational | » Efficient > Content

> Rewarding > Easy/difficult > Delivery

> Practical > Service-related > Facilities/environment

> Valuable > Relevance > Facilitator/team leader evaluation
> Timely > Importance > Recommend to others
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where cash rewards are provided for submitting a suggestion; a pay-for-skills
program where employees are rewarded with promotion if they learn new
skills; or a compensation system that rewards employees directly for per-
formance. Employees must see these projects as rewarding; otherwise, their
involvement may be limited.

Practical

In a world of complex workplace issues, practicality is imperative. Projects
or programs should provide a practical application, devoid of unnecessarily
theoretical issues.

Valuable

One of the most powerful objectives focuses on the value of a project. Partici-
pants need to see value, both as it benefits them and the organization. Value
can be expressed in terms of a good investment by the employer or a good
investment of the participants’ time. In some situations, program owners want
participants to view the program as valuable enough that they will take the
appropriate actions during and after the program.

Timely

Some projects need to be perceived as timely—not too early and not too
late. This is particularly important for new technology, new tools, or train-
ing for new jobs. Employees see these projects as timely in their implemen-
tation. When employees are promoted into new jobs, they want new skills
and new technologies. The programs and projects that offer these skills
and technologies should be timely so employees can apply them in their
new role.

Powerful

To achieve dramatic improvement or urgent action, a project might need to
be perceived as powerful. This is particularly important for breakthrough
processes, exciting technology, and new approaches to old problems (that is,
new content and completely new skills). Participants need to see this material
as making a powerful impact on them and their work life.
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Leading Edge

Some projects are implemented to stay ahead of others—to stay on the leading
edge of technology or processes when compared to competitors. This is impor-
tant when new systems are implemented and new products are developed.
Employees and others involved need to see them as advanced or visionary.

Just Enough

Some projects contain more information than participants want to use or be
involved with—too many unneeded or unwanted parts. An ideal project or
program has just enough information. This is a key objective for training pro-
grams where information is provided at a rate that allows employees to learn
what they need to do and nothing more.

Just for Me

Some projects need to be tailored to individual participants. This is helpful for
programs that are specific to an individual’s needs, as in training, coaching, or
performance improvement processes.

Efficient

All programs need to be implemented efficiently. Those involved need to see
organization and precise execution. People do not react favorably to ineffi-
ciency. They must see the efforts to make a project smooth and efficient.

Easy/Difficult

Project participants need to find the effort easy or at least not too difficult to
accomplish. If it becomes too difficult, participants avoid it, or do it improp-
erly, resulting in problems. In some cases, there needs to be an appropriate
balance between too easy and too difficult.

Service-Related

A lot of projects involve support groups or others who provide service to the
team. Service could mean making the process more conducive to work, the
atmosphere more conducive to learning, or the setting more enjoyable and
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entertaining. This is particularly true for meetings and events, where the ser-
vice provided for the hotel is a critical issue. It’s also important when project
leaders and other staff provide excellent feedback and service to support all
participants.

Relevance

Participants want to learn information, skills, and knowledge that is relevant
to their work. Consequently, it is helpful to explore the relevance of the pro-
gram or project to the participants’ current work or future responsibilities. If
it is relevant, more than likely it will be used.

Importance

Participants need to see that the content is important to their job success. This
provides an answer to, “What’s in it for me?”

Intent to Use

Asking participants about their intentions to use the content or material
can be helpful. The extent of planned use can be captured, along with the
expected frequency of use and the anticipated level of effectiveness when
using the information, skills, and knowledge. Intent to use usually corre-
lates to actual use and is important for enhancing the transfer of learning
to the job.

Planned Action

While asking participants the extent to which they intend to use knowledge,
skills, and information acquired during a program or project is important
and is often a predictor of actual use, it is sometimes important to capture
their actual planned actions. An objective reflecting the need for participants
to identify three to five planned actions gives them focus throughout the
program.

New Information

In too many situations, programs simply rehash old material or address the
same problem. Sorting out what is considered new information and what is
old information can be helpful.
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Overall Evaluation

Almost all organizations capture an overall satisfaction rating, which reflects
participants’ overall satisfaction with the project or program. While this might
have very little value in terms of understanding the real issues and the pro-
gram’s relationship to future success, comparing one program to another and
with the programs over time might be helpful. Because the data can be easily
misinterpreted and misused, other areas might provide a better understanding
of needed adjustments or improvements.

Content

Program content includes the principles, steps, facts, ideas, and situations
presented in the program. The content is critical, and participant input is
necessary.

Delivery

Because programs can be delivered in a variety of ways, objectives about the
appropriateness and effectiveness of the delivery method might prove helpful.
Whether delivery is by case studies, coaching, discussion, lectures, exercises,
or role plays, understanding the effectiveness of the process from the perspec-
tive of the consumer is important.

Facilities/Environment

Sometimes, the environment is not conducive to learning. Feedback can iden-
tify issues that need attention. These types of data include the learning space,
the comfort level in the learning environment, and other environmental issues,
such as temperature, lighting, and noise. A word of caution: If nothing can be
done about the learning environment, then data surrounding the environment
should not be collected.

Facilitator/Team Leader Evaluation

Perhaps one of the most common uses of reaction data is to evaluate the facili-
tator. If properly implemented, helpful feedback data that participants provide
can be used to make adjustments to increase effectiveness. The issues usually
involve preparation, presentation, level of involvement, and pacing of the pro-
cess. Some cautions need to be taken, however, because facilitator evaluations
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can be biased either positively or negatively. Other evidence might be neces-
sary to provide an overall assessment of facilitator performance.

Recommend to Others

When participants are voluntarily involved in projects and programs, it is
important to create a need for still others to participate. If this is the case,
having an objective that focuses on the extent to which employees recommend
the project or program to others can be extremely helpful. Word-of-mouth
recommendations might be the strongest endorsement for a program and the
most effective marketing tool. This can be powerful for external programs at
universities, workforce development programs at community colleges, corpo-
rate training and development, and major conferences.

HOW TO USE REACTION OBJECTIVES

Level 1 reaction objectives can used in several ways. Although, in the eyes of
some clients and sponsors, they are the least useful objectives, they still should
be developed and used properly. Here are a few possibilities.

Program Design

Because most reaction questions focus directly on content, low ratings might
signal that content isn’t relevant, useful, practical, timely, motivational, and so
forth. The designers and developers can use this information to make adjust-
ments so that content sparks the reaction desired.

Program Delivery and Implementation

Those involved in delivering, implementing, or organizing a project or pro-
gram need objectives about the planned success of the process. Some key
reaction objectives focus directly on how they have organized, delivered, and
supported that process. Objectives let them know how to design for the reac-
tion that the program owner desires.

Communication to Participants

Sometimes participants need to understand the intended reaction. This keeps
them aware of the collective effort of the entire team and its goals at this level.
Otherwise, they might wonder what reaction was desired.
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Facilitator Evaluation

Perhaps the most immediate reaction objective is the evaluation of the facili-
tator or team leader. In learning and development, leadership development,
coaching, and process improvement, the facilitator needs feedback. The facili-
tator sees his or her role as ensuring that participants had a highly favorable
reaction to every aspect of the project; therefore, he or she wants to know how
the team reacted. For other projects where there are no formal learning and
development efforts, the evaluation of the team leader might come into play.
Much of the feedback goes directly to that person.

The Deceptive Feedback Cycle

There is a danger of placing too much reliance on reaction, particularly using
it for facilitator evaluation. The learning and development field has a history
of playing games with Level 1 objectives and data. The objective is for the
participants to enjoy the program, and the facilitator is the centerpiece of
that enjoyment. As shown in Figure 4.1, if participants enjoy the program,
the facilitator ratings are often high (Dixon, 1990). Consequently, in many
organizations, facilitators are primarily rewarded on those ratings. When
that is the case, they naturally focus on creating an enjoyable experience.
Certainly, nothing is wrong with enjoying the program. A certain level of
enjoyment and satisfaction is an absolute must, but not at the cost of content.
As some of our professional colleagues say, “We quickly migrate to the busi-
ness of entertaining instead of the business of learning.” To avoid this, several
actions can be taken:

> Facilitators should be evaluated on Level 2 (Learning), Level 3 (Applica-
tion), occasionally Level 4 (Impact), and maybe even Level 5 (ROI). This
keeps a balanced perspective and prevents an overreliance on reaction
objectives.

> Evaluation objectives should focus primarily on content-related issues,
as described in this section. Facilitator ratings are but a small part of
the experience.

> The value of Level 1 objectives has to be put into perspective. From the
point of view of clients and sponsors, these data are not very valuable.
In fact, many sponsors consider them essentially worthless. This is
not so for other stakeholders—the designer, developer, facilitator, and
participants, for example. But for the individual funding the program,
reaction objectives have very little value.
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Figure 4.1: The Deceptive Feedback Cycle

Participants “enjoy”
the program

Facilitator behavior and

. Facilitators’ ratings
actions are focused on

“enjoyment” are high
Facilitators are
rewarded for their
ratings
EXAMPLES

Writing reaction objectives is quick and easy. The action verbs in Table 4.1
can be combined with the topics presented in Table 4.4 to present simple reac-
tion measures. Additional precision can be offered with desired ratings or the
percentage rating “yes” compared to “no.” Scales from 1 to 10 or even zero to
100 have been used to judge the reaction; however, 5-point and 7-point scales
are most often used as they provide sufficient variance in scoring for this type
of measurement.

Examples of reaction objectives from one project are presented in Table
4.5. These are the reaction objectives taken from an annual conference of
insurance agents. In this situation, the program designer desired very specific
reactions and set the objectives indicated in the table (McDonough, Myhill,
& Phillips, 2007).

FINAL THOUGHTS

In this chapter we’ve outlined the steps to develop reaction objectives—a sim-
ple process. Often understood, but not specifically written or communicated,
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Table 4.5: Reaction Objectives for an Annual Insurance Agents

Conference

At the end of the conference, participants should rate each of the following
statements 4 out of 5 on a 5-point scale:

> The meeting was organized.

> The speakers were effective.

> The meeting was valuable for business development.
> The meeting content was important to my success.

> The meeting was motivational for me personally.

> The meeting had practical content.

> The meeting contained new information.

> The meeting represented an excellent use of my time.

> | will use the material from this conference.

these objectives are far more effective if clearly spelled out for all parties.
Reaction is important, as a negative reaction can doom a project to failure.
Reaction objectives pinpoint the areas critical to project success. This chap-
ter details how these objectives are developed and presents 27 possible areas
to evaluate. Taken in its total, this is far too many. The critical challenge
is to select only the measures most important to the project, providing the
information that the various stakeholders need. Then the data must be used
to make adjustments and changes, but not be overemphasized. This data,
after all, is perceived as less valuable in the eyes of many program owners
and sponsors. Relying on it as the key measure for facilitators, for example,
might result in placing too much emphasis on the enjoyable part of the pro-
gram and not enough on the content. The next chapter focuses on learning
objectives.

EXERCISE: WHAT'S WRONG WITH THESE REACTION OBJECTIVES?

Examine the objectives in Table 4.6. Under each objective, indicate what is
wrong with the objective. Responses to this exercise are provided in Appen-
dix A.
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Table 4.6: What’s Wrong With These Reaction Objectives?

1
2
3
4

. Participants should like this program.
. The conference content will be understood by all attendees.
. Overall, participants should be satisfied at the end of the project.

. Participants should rate this workshop very stimulating on a scale of 4
out of b responses.

5. Participants should find that the content of this program is not too
difficult.




CHAPTER 5

Learning Objectives

en contrasted with the two levels of objectives previously dis-

cussed (input and reaction), learning objectives need to be more

precise and performance driven. This chapter shows typical ways

in which learning objectives are developed and used to evaluate skills and
knowledge acquisition.

ARE LEARNING OBJECTIVES NECESSARY?

As we move up the chain of impact, the objectives become more important.
Few would disagree that learning objectives are more important than having
clearly defined input and reaction objectives. While they are all important,
learning objectives define what individuals must know to succeed with a
project or program. In some programs, such as learning and development,
competency building, technology implementation, and leadership develop-
ment, learning is a critical part of the process—perhaps the most important
part. The best learning objectives are those that capture in specific terms what
participants must know to be successful.

For compliance programs, where the definition of compliance is based
on individuals’ knowledge, a learning objective becomes the most crucial
measure. For these programs, learning objectives might be the highest level of
objective pursuit.

65
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For projects or programs where learning is not as significant, learning and
knowledge are still necessary for project implementation success; therefore,
learning objectives are required. While all solutions are not learning solutions,
all solutions include a learning component. For example, consider an exhibitor
at a major conference. The exhibitor uses a booth or display to communicate
to current and prospective clients. The ultimate success of the exhibit is usu-
ally judged by additional sales or new clients—impact objectives (Level 4).
Some would argue that learning is not an issue in this situation and that learn-
ing objectives would not be appropriate; however, all levels are in play in this
scenario. For example, the exhibitor wants clients to have certain reactions as
they approach the exhibit, peruse the information, and discuss products and
services with client representatives. The exhibitor wants clients to know about
the company, the brand, the message, and the products and services so they
can take appropriate steps to make a purchase. Knowledge is critical. Mov-
ing on to Level 3, the exhibitor wants clients to follow up with action, such
as checking out a product, visiting the website, ordering more informational
materials, reviewing a sample, participating in a demonstration, or having a
salesperson call. All of these are application objectives, which lead to impact
objectives of driving sales. But to be successful in meeting application and
impact objectives, the exhibitor realizes that potential clients must first know
what the company offers.

HOW TO CONSTRUCT LEARNING OBJECTIVES

Learning objectives require more precision than input and reaction objec-
tives. The best learning objectives are clearly written with action verbs and
are performance focused. They might contain conditions and criteria (Mager,
1984).

Action Verhs

Learning objectives usually contain action verbs and are performance based.
Specific action verbs reduce the risk of misinterpretation. For example, if a
new strategy is being launched and it is expected that participants understand
the strategy, an objective might read, “After completion of this session, partici-
pants should understand the strategy.” However, this objective is nonspecific
and can lead to misinterpretation. The definition of understand is vague. A
more precise objective would be, “After completing this session, participants
should identify the five elements of the strategy and name the three pillars of
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the strategy.” These verbs identify action and leave no doubt as to the objec-
tive’s meaning. Table 5.1 lists typical specific verbs used in objectives.

Words to avoid are those without clear meaning, such as know, under-
stand, internalize, and appreciate. These words are open to interpretation and
should be avoided in learning objectives. This is not to suggest that if a learn-
ing objective uses the word understand that it is absolutely wrong. However,
it probably is not the best choice to convey meaning, and it opens the door to
challenges when time to measure success.

Performance

Essentially, performance describes what the participant will be able to do after
participating or becoming involved in a project or program. To be precise,
learning objectives must state what the participants will be able to do based
on observable (visual or audible) behavior. The key question to ask is what a
person will be doing to demonstrate mastery of the particular objective. This
leads to the precise action verbs above. Consider this example: “Given the
detailed client information, write a proposal for the product that meets the
client’s needs.” This statement is performance driven, as the participant must
produce a proposal, which is a visible action.

The issue of overt and covert objectives is important when addressing
performance. An overt objective clearly expresses an action item that can be
observed or heard, such as the example above. In a covert objective, the action

Table 5.1: Action Verbs for Objectives

> Name > Explain > Complete
> Write > Search > State

> Prepare > Sort > Build

> Describe > Locate > Start up
> Recite > Stop > List

> Reboot > Solve > Compare
> Differentiate > Calculate > Recall

> |dentify > Eliminate > Contrast
> Load > Construct
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is internalized, but lacks observable action. For example, in the objective,
“Contrast the differences between consumer and commercial loans,” the indi-
vidual could make the contrast mentally, which would not be visible. This is a
covert objective. To make a covert objective more usable, a statement is often
added to provide a way to make the objective more observable. For example,
the above objective could be rewritten as, “Contrast the differences between
consumer and commercial loans, and write the key differences.” The action of
writing provides an overt measurement.

Conditions

When writing a learning objective, following the performance/action verb
approach above is a step toward well-developed learning objectives; however,
more detail might be necessary. Sometimes the parameters or conditions under
which a person is expected to perform might need to be detailed. For example,
consider the objective, “At the end of the conference, write a business develop-
ment plan.” The question of condition comes into play here. Are participants
supposed to write the plan from memory, or will guidelines or templates be
provided? We suspect some example or guideline will be offered. So the new
objective could be, “At the end of the conference, write a business development
plan using the template supplied by the facilitator.” The revised objective gives
more detail on the conditions under which the performance should occur.

Conditions can be written in a variety of ways. Table 5.2 shows the typi-
cal conditions for learning objectives. They provide additional detail to define
what is expected. For example, instead of having an objective to calculate ROI
for a technology project, the objective might be reworded as, “Given the total
monetary benefits of the project and the total cost of the project, calculate the
ROL.” In this statement, detail helps communicate expectations. The amount
of detail should be adequate for participants to understand clearly what they
must do. It must also be clear to any other stakeholder involved.

Criterion

In addition to action verbs and detailed conditions, a third dimension is help-
ful in developing learning objectives: stating clearly how well something is to
be done. For example, an objective is, “Be able to list eight out of 10 elements
of the company’s sexual harassment policy, given a copy of the policy.” The
objective is met when eight out of 10 of the policy items are listed, given the
policy. The eight out of 10 is the expected level of performance or the criterion
for success.
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Table 5.2: Typical Conditions for Learning Objectives

> Given the attached job aid . . .

> Given a list of . . .

> Given any reference of the participant’s choice . . .
> Using a template . . .

> Given a sample size table . . .

> When provided with a standard set of tools . . .

> Given a properly functioning laptop . . .

> Without the aid of references . . .

> Without the aid of a calculator . . .

> With the aid of software . . .

Adapted from Preparing Instructional Objectives (rev. 2" ed.). Robert F.
Mager. California: Lake Publishing Company, 1984.

Criteria can be developed by making use of speed, accuracy, and qual-
ity. An example of an accuracy criterion is in the above objective about a
company’s sexual harassment policy. This objective focuses on accuracy. We
are allowing only two mistakes. Accuracy can be stated in a variety of ways.
Table 5.3 presents sample accuracy statements for learning objectives. Each
of these provide a criterion that suggests how accurate the demonstration or
competency must be.

Speed reflects the desired time required to demonstrate a particular per-
formance. For example, consider the objective, “Be able to classify the type of
customer complaint in five minutes, given the complete customer complaint
report.” The five-minute time frame places a speed criterion on the objective.

The third type of criterion is quality. When speed and accuracy are not the
critical criteria, a quality measure might be needed. Quality focuses on waste,
errors, rework, and acceptable standards. For example, in the objective, “Be
able to operate the machine with no more than 2 percent waste,” the percent-
age of waste allowed is a quality measure. Quality is similar to accuracy, but
the two criteria have distinct differences. Consider the objective, “Be able to
make 85 percent of the daily sales calls with success ratings of 4.8 or higher
from clients.” The 85 percent represents accuracy, while the success ratings
reflect the quality of the sales calls.
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Table 5.3: Accuracy Statements for Learning Objectives

> . . . with no more than 20% incorrect classifications.

> . .. and solutions must be accurate to the nearest two decimal places.

> . . . with materials weighed accurately to the nearest gram.

> ... correct to at least three significant figures.

> . . . with no more than two incorrect entries for every 10 pages of the
log.

> . . . with the listening accurate enough so that no more than one request
for repeated information is made for each customer contact.

Adapted from Preparing Instructional Objectives (rev. 2" ed.). Robert F.

Mager. California: Lake Publishing Company, 1984.

Tips

Learning objectives provide a focus for participants, indicating what they
must learn and do—sometimes with precision. Developing learning objectives
is straightforward. The key issues are presented in Table 5.4.

CATEGORIES FOR LEARNING OBJECTIVES

There are several ways to categorize learning objectives. Although they generally
focus on skills and knowledge, there are other elements that can be important.
Typically, the objectives are broad and only indicate specific major skills or
knowledge areas that should be achieved as the program is implemented. These
are sometimes called key learning objectives. As shown in Figure 5.1, these
objectives break down into subcomponents. Each key objective may have sub-
objectives that provide more detail. If necessary, these sub-objectives are broken
into supporting objectives and, even further, sub-supporting objectives. This is
necessary when many tasks, procedures, and new skills must be learned to make
the programs successful. For short programs in which the focus on learning is
light, this level of detail might not be needed. Identifying the major objectives
and indicating what must be accomplished to meet those objectives are often
sufficient.
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Table 5.4: Developing Learning Objectives

Learning objectives are critical to measuring learning because they

> communicate expected outcomes from learning

> describe competent performance that should be the result of learning
> provide a basis for evaluating learning

> focus on learning for participants.

The best learning objectives

> describe behaviors or actions that are observable and measurable

> are outcome based, clearly worded, and specific

> specify what the participant must do as a result of the program

> have three components:

e performance—what the participant will be able to do during and after
the program

e condition—circumstances under which the participant will perform
the task

e criterion—degree, amount, or level of accuracy, quality, or time
necessary to perform the task.

Three types of learning objectives are
> awareness—familiarity with terms, concepts, and processes
> knowledge—general understanding of concepts and processes

> performance—ability to demonstrate a skill or task, at least at a basic
level.

71

Typical Measurement Categories

Learning measures focus on knowledge, skills, and attitudes, as well as con-

fidence to apply or implement the program or process as desired. Sometimes,

learning measures are expanded to different categories. Table 5.5 shows the typi-
cal measures collected at this level. Obviously, the more detailed the skills, the
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Figure 5.1: A Breakdown of Objectives
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greater the number of objectives. Programs can vary, ranging from one or two
simple skills to massive programs that may involve literally hundreds of skills.
Knowledge often includes the assimilation of facts, figures, and concepts.
Instead of knowledge, the terms awareness, understanding, or information
may be specific categories. Sometimes, perceptions or attitudes may change
based on what a participant has learned. For example, in a diversity program,
the participants’ attitudes toward having a diverse work group are often
changed with the implementation of the program. Sometimes, the desire is to
develop a reservoir of knowledge and skills and tap into it when developing
capability, capacity, or readiness. When individuals are capable, they are often
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Table 5.5: Typical Learning Measurement Categories

> Capacity
> Readiness
> Confidence

> Contracts

When participants use skills for the first time, an appropriate measure
might be the confidence that the participants have to use those skills in their
job settings. This becomes critical in job situations in which skills must be
performed accurately and within a certain standard. Sometimes, network-
ing is part of a program, and developing contacts that may be valuable
later is important. This may be within, or external to, an organization. For
example, a leadership development program may include participants from
different functional parts of the organization, and an expected outcome,
from a learning perspective, is to know who to contact at particular times
in the future.

Cognitive Levels of Bloom’s Taxonomy

Benjamin Bloom and other psychologists created a system for describing, in
detail, different levels of cognitive functioning so that the precision of test-
ing cognitive performance could be improved (Bloom, 1956). The result of
this effort was a classification system that breaks cognitive processes into six
types: knowledge, comprehension, application, analysis, synthesis, and evalu-
ation. The scheme is called a taxonomy, because each level is subsumed by the
next, higher level. Since its creation, the taxonomy has been widely used to
classify the cognitive level of learning objectives.

> The knowledge level is the lowest level of the taxonomy and simply
indicates the ability to remember content in exactly the same form in
which it was presented.

> *The comprehension level consists of one of the following:

Participants restate material in their own words.

Participants translate information from one form to another.
Participants apply designated rules.

Participants recognize previously unseen examples of concepts.
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> The application level requires participants to decide what rules are perti-
nent to a given problem and then to apply the rules to solve the problem.
Although the term application is used, it is still a learning objective.

> At the analysis level, participants are required to break complex situa-
tions into their component parts and figure out how the parts relate to
and influence one another.

> The synthesis level requires the creation of totally original material:
products, designs, equipment, and so forth.

> The evaluation level is the highest level of Bloom’s taxonomy. This
level requires participants to judge the appropriateness or value of some
object, plan, design, and so on, for some purpose. (Shrock & Coscarelli,
2000). For most projects or programs, these levels of learning might not
be necessary. For significant learning solutions, however, it might be
helpful to classify objectives by these categories.

HOW TO USE LEARNING OBJECTIVES

Learning objectives are highly useful, giving projects proper direction and
guidance. Here are five important uses.

Program Design

Learning objectives give specific direction to the designers. Using the objec-
tives, designers build the appropriate content into the exercises, skill practice
tests, and assessments.

Program Facilitation

Learning objectives give proper direction to facilitators by helping them
understand what they must teach. For project leaders, these objectives show
what participants and others involved in the project must know to make the
project successful. They receive the direction and guidance to ensure that the
knowledge and skills are acquired by participants.

Marketing

Learning objectives are often important in marketing a project or program.
They show what participants will learn in order to implement the project or
program and make it successful. Detailed learning objectives might actually
attract additional participants.
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Participant Confidence

Learning objectives are fundamental information for participants. Before,
during, and after the project or program, the objectives remind participants
of what they should learn to make the program successful. These objectives
provide clear direction of what is needed and perhaps the motivation to learn
some of the material in advance of the program initiation.

Compliance

Sometimes learning objectives are used for compliance purposes. They show
what must occur to meet a mandatory compliance or regulatory requirement.
In these cases, objectives align with the requirements. When the objectives are
met, the requirements are satisfied.

EXAMPLES

Table 5.6 shows some typical learning objectives. These objectives are critical to
measuring learning. They communicate the expected outcomes of learning and
define the desired competence or performance necessary for program success.

Table 5.6: Typical Learning Objectives

After completing the program, participants will be able to
> identify the six features of the new ethics policy

> demonstrate the use of each software routine in the standard time for
the routine

use problem-solving skills, given a specific problem statement
determine whether they are eligible for the early retirement program
score 75 or better in 10 minutes on the new-product quiz

demonstrate all five customer-interaction skills with a success rating of 4
out of a possible 5

explain the five categories for the value of diversity in a work group
document suggestions for award consideration

vV V V V

score at least 9 out of 10 on a sexual harassment policy quiz
identify five new technology trends explained at the conference
name the six pillars of the division’s new strategy

vV V V¥V V V V

successfully complete the leadership simulation in 15 minutes.
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Table 5.7 shows the actual objectives taken from an annual agents con-
ference organized by an insurance company. As you can see, it specifically
indicates what the agents must learn at the conference (McDonough, Myhill,
& Phillips, 2007).

Table 5.7: Examples of Learning Objectives for an Annual Agents

Conference

After completing the conference, participants should be able to
> identify the five steps for business development strategy
> develop a business development plan, given a template

> select the best community service group to join for business
development

> explain the changes in products within 10 minutes
> identify the five most effective ways to turn a contact into a sale
> identify at least five agents to call for suggestions and advice.

Adapted from “Neighborhood Insurance Company Case Study,” Proving the
Value of Meetings and Events. J. McDonough, M. Myhill, & J.J. Phillips.
Birmingham, Alabama: ROI Institute and MPI, 2007.

FINAL THOUGHTS

Learning objectives, representing the second level of success in the chain of
impact, are more involved than input and reaction objectives, as they must
be clearly stated to prevent misinterpretation. Ideally, they should include an
action verb, a performance statement, a condition, and a criterion. Not every
objective should have all these elements, but these are the components neces-
sary to make a comprehensive learning objective. For projects and programs
where the learning component is prominent, learning objectives become
extremely critical and must be developed with precision. When they are
defined clearly, they provide direction for groups to build content and under-
stand what is necessary to make the project successful. Chapter 6 will focus
on the next level of objectives, application objectives.



LEARNING OBJECTIVES 77

EXERCISE: WHAT'S WRONG WITH THESE LEARNING OBJECTIVES?

Table 5.8 presents a list of learning objectives that need improvement. Indicate
the concerns about the objectives, as stated. Responses to this exercise are
provided in Appendix A.

Table 5.8: What’s Wrong With These Learning Objectives?

1. Given a one-hour session, be able to understand the difference among
rebate, adjustment, and fee waiver.

2. The participant will learn basic construction standards in the home-
building industry, according to local and state codes.

3. Understand the principles of leadership.

I

. Be able to recognize that the implementation of a great place to work
requires time, adjustment, and continuous effort.

. Appreciate the viewpoint of others and perform as a great teammate.

. Demonstrate knowledge of the principles of project management.

Be able to know well the major rules of SPIN selling.

0 |IN|O | O

. Be able to develop logical approaches to the solution of network
downtime.







CHAPTER 6

Application Objectives

his chapter pushes the objective chain of impact to the next level,

Level 3 (Application). With examples and exercises, the chapter pres-

ents techniques for developing performance-based application objec-
tives. Objectives at this level define the actions participants will take after the
program is conducted or the project is implemented. This is an uncomfortable
level for some professionals, as they might have less control over success in
achieving these objectives. Typical issues in developing application objectives
are addressed in this chapter, along with tips on how to use them in the most
effective way.

ARE APPLICATION OBJECTIVES NECESSARY?

Most program leaders would argue that the development and use of applica-
tion objectives are absolutely necessary. After all, these objectives provide
direction to participants and clarify expectations in their own work or life
situation. They create the expectation of what will be accomplished within
a desired timeframe. However, others might take the stance that application
objectives are not needed. This view comes from two assumptions. First, when
Level 2 (Learning) objectives are clearly developed and participants master
what is needed for program success, it is assumed that they will perform in a

79
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way that reflects what they have learned. Second, program facilitators or lead-
ers have no influence on participants after they leave the program or project.
Therefore, there is no control over these individuals, rendering application
objectives inappropriate or ineffective.

These two assumptions are not necessarily accurate in practice. First,
participants do not always do what they have learned to do when a project is
implemented. This is woefully apparent in the learning and development field,
where 60=n=90 percent of what individuals learn in formal learning programs
is not used on the job. Many barriers interfere with successful application of
almost every program. To drive (or at least influence) application, objectives
must be established and communicated to participants, their supervisors, and
other involved in the learning process. To apply what was learned properly,
participants need clear expectations about what they must do. For example,
consider learning new software. In a classroom environment, participants
might learn all the routines for the software. In reality, though, they need
only learn parts of it to succeed on the job. The application objective defines
how and when they will likely use the software on the job. Project or program
objectives set expectations for participants’ supervisors so they can give proper
support.

The second assumption—that program facilitators and team leaders have
no influence on participants in their own job environment—is inaccurate in
today’s workplace. Objectives are developed for the entire project or program,
not simply for the learning sessions or early stages of the initiative. While it
is true that a facilitator or team leader can have more control over learning
objectives during the program and less control over application objectives, he
or she can still influence success with application objectives. With application
objectives, the facilitator teaches with application in mind, using the work
environment as the context. Using personal experience, the facilitator exam-
ines barriers and shows how to minimize or overcome them. He or she creates
expectations and shows participants how it’s done.

At various times, different stakeholders have more or less influence on a
particular objective. As a result, the application objectives become an impor-
tant extension of the learning objectives. They provide direction and guidance,
as well as form the basis for evaluation.

HOW TO CONSTRUCT APPLICATION OBJECTIVES

The good news is that the development of application objectives essentially
mirrors the development of learning objectives. Learning objectives define
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what participants must learn, while application objectives define what partici-
pants are expected to do with what they have learned.

Application objectives have their own distinct areas of emphasis. First,
they should include an action verb that has clear meaning. (Refer to the verbs
listed in Table 5.1 in the previous chapter.) Second, a performance require-
ment is connected to the action verb. The performance element is clear, as in
Level 2 (Learning) objectives. The statement might be as simple as completing
a report or making a phone call or as complex as using a comprehensive skill
or completing a detailed action plan.

Third, conditions can still exist, but they might not be readily apparent.
For example, in a learning session, participants are given requirements or a
reference and then are asked to demonstrate knowledge. In the job setting,
the given requirements are sometimes already on the job and are understood;
therefore, the objective might not always include the given condition.

Fourth, criterion becomes more important in a follow-up evaluation.
The criterion—whether speed, accuracy, or quality—is needed because the
importance of success with these criteria is critical. Most application objec-
tives include a time limit, which is sometimes assumed to be understood. For
example, participants learn a particular skill and are expected to apply that
skill three weeks later. Having an objective to use the skill without the time-
frame might still suggest a three-week period. To be more specific and ensure
participants are clear about this expectation, however, the time should be
identified in each objective. Take accuracy as another example. Participants
might be required to complete 80 percent of their action items by a certain
date. Quality is also important. The application might indicate that a skill or
task must be completed with less than a 1 percent error rate or with a minimal
success rating from an observer.

Application objectives are critical because they describe the intermediate
outputs—outputs occurring between the learning of new tasks and procedures
and the impact that this learning will deliver. Application and implementation
objectives describe how things should be or the state of the workplace after the
program is implemented. They provide a basis for the evaluation of on-the-job
changes and performance. They emphasize what has occurred on the job as a
result of the program.

Table 6.1 shows the key issues involved in developing application objec-
tives. Application objectives have almost always been included to some degree
in programs or projects, but have not always been as specific as they could be
or need to be. To be effective, they must clearly define the expected environ-
ment in the workplace following the successful program implementation.
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Table 6.1: Developing Application Objectives

The best application objectives

> identify behaviors, tasks, and actions that are observable and
measurable

> are outcome based, clearly worded, and specific

> specify what the participant will change, or has changed, as a result of
the program or project

> may have three components:

e performance—what the participant has changed or accomplished at a
specified follow-up time

e condition—circumstances under which the participant performed the
task, procedures, or action

e criterion—degree or level of accuracy, quality, or time within which
the task or job is performed.

Key questions:

> What new or improved knowledge was applied to the job?
> What new or improved skill was applied to the job?

> What is the frequency of skill application?

> What new fasks will be performed?

> What new steps will be implemented?

> What new action items will be implemented?

> What new procedures will be implemented or changed?

> What new guidelines will be implemented or changed?

> What new processes will be implemented or changed?

The detail on developing application objectives is referred to in the pre-
vious material in chapter 5, addressing learning objectives. The basis is the
same (action verb, performance statement, a condition, and a criterion). With
application objectives, however, the criterion becomes more important, and
the conditions become less important.
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TOPICS FOR APPLICATION OBJECTIVES

The topics addressed at this level parallel many of those identified in chap-
ters 4 and 5. Therefore, many of the areas detailed in those chapters can be
mapped into this level. For example, questions about the intent to apply what
is learned in the program are logical issues to measure at this time—when the
application and implementation occur. However, because of the timing for
successful application, additional opportunities to measure success arise.

Objectives at this level focus on activity or action, not the consequences of
those actions (which is Level 4, Impact). The number of activities to measure
at this level can be mindboggling. Table 6.2 shows some coverage areas for
application objectives. While the examples can vary, the action items shown
are included in many projects and programs.

HOW TO USE APPLICATION OBJECTIVES

Application objectives are developed when the program is conceived, based on
the initial analysis detailed in chapter 2. When this takes place, it occurs before
the project or program is designed, developed, and delivered. For that reason,
application objectives have powerful consequences. Here is a sample of uses.

Program Design

Application objectives provide guidance to the designers, showing them how
they must position the content with an eye on application. The exercises, skill
practices, and role plays, which are part of any learning session connected to a
project, are now job related. They’re more realistic in that they have scenarios
and situations that reflect the work conditions.

Program Facilitation

Application objectives are provided to those who teach learning and develop-
ment sessions, provide on-the-job coaching, or coordinate a project team for
implementation of software. The objectives essentially define what will occur
as the skills and knowledge are used, the task is completed, or the software
or procedure is installed. They take the mystery out of what must be accom-
plished. When the objectives are in place, the facilitators teach to the test. The
test is now on-the-job application. The facilitators and team leaders bring their
own experience to the situation so that they see clearly how to manage the use
of the content and the implementation of the project material.
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Table 6.2: Examples of Coverage Areas for Application

Action

Increase

Decrease

Eliminate

Maintain

Create

Use

Perform

Participate

Enroll

Respond

Network

Explanation

Increase a particular
activity or action.

Decrease a particular
activity or action.

Stop or remove a
particular task or activity.

Keep the same level of
activity for a particular
process.

Design, build, or
implement a new
procedure, process, or
activity.

Use a particular process
or activity.

Conduct or do a particular
task or procedure.

Become involved in
various activities, projects,
or programs.

Sign up for a particular
process, program, or
project.

React to groups,
individuals, or systems.

Facilitate relationships with
others who are involved or
have been affected by the
program.

Example

Increase the frequency of the
use of a particular skill.

Decrease the number of times
a particular process has to be
checked.

Eliminate the formal follow-up
meeting and replace it with a
virtual meeting.

Continue to monitor the
process with the same
schedule as previously used.

Create a procedure for
resolving the differences
between two divisions.

Use the new skill in situations
for which it was designed to
be used.

Perform a post-audit review at
the end of each activity.

Each associate should submit
a suggestion for reducing
costs.

Each associate should enroll
in the career advancement
program.

Each participant in the
program should respond to
customer inquiries within 15
minutes.

Each program participant
should continue networking
with contacts on at least a
quarterly basis.
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Participants

Application objectives are provided to participants, who need direction and
clearly defined expectations. Level 3 objectives define how they should per-
form on the job as a result of the project or program. They take the mystery
out of what participants must do. Too often, participants who might learn
specific content in a formal session are left wondering, “How much of this will
I have to do? Will T use part or any of this? Does this apply to me?” Detailed
application objectives answer these questions.

Managers of Participants

Sometimes application objectives are provided to managers of participants.
This important group can influence on-the-job performance more than any
other stakeholder group. Managers have a huge impact on what the partici-
pants do and how they spend their time. Application objectives provide clear
direction for these managers. They show them what the participants must do
to make the process work. Also, the objectives sometimes provide information
that will help managers support and reinforce the performance profile.

Evaluators

For evaluators, Level 3 objectives provide clear direction. They not only indi-
cate specific measures will be sought, but in some cases they provide hints as
to the source or location of the data and when the data should be collected.
The evaluator’s job is much easier. Application objectives often map directly
into action plans or questionnaires so that follow-up information can be read-
ily obtained. This saves time for evaluators who struggle to have the resources
needed to conduct their evaluations.

EXAMPLES

As a program is implemented, the application objectives clearly define what is
expected and often to what level of performance. Application levels are simi-
lar to learning objectives, but reflect actual use on the job. They also might
involve specific milestones, indicating when part or all of the process is imple-
mented. Table 6.3 shows typical application objectives.

Table 6.4 presents the application objectives for an annual agents confer-
ence for the Neighborhood Insurance Company. These objectives mirror the
learning objectives presented in the same case study in the previous chap-
ter. They provide the direction, guidance, and expectations for all parties
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Table 6.3: Typical Application Objectives

When the program is implemented

> at least 99.1 percent of software users will be following the correct
sequences after three weeks of use

> within one year, 10 percent of employees will submit documented
suggestions for saving costs

> the average 360-degree leadership assessment score will improve from
3.4 to 4.1 on a b5-point scale in 90 days

> 95 percent of high-potential employees will complete all steps in their
individual development plans within two years

> employees will routinely use problem-solving skills when faced with a
quality problem

> sexual harassment activity will cease within three months after the zero-
tolerance policy is implemented

> 80 percent of employees will use one or more of the three cost-
containment features of the healthcare plan in the next six months

> 50 percent of conference attendees will follow up with at least one
contact from the conference within 60 days

> by November, pharmaceutical sales reps will communicate adverse
effects of a specific prescription drug to all physicians in their territories

> managers will initiate three workout projects within 15 days

> sales and customer service representatives will use all five interaction
skills with at least half the customers within the next month.

involved. Table 6.5 shows the objectives for a leadership development pro-
gram. Although some of the objectives are not as precise as they could be, they
clearly show what is expected of the individual and, for the most part, under
what criterion.

FINAL THOUGHTS

This chapter shows how to develop application objectives, those that position
the use of the program or project content relative to the job. These objectives
are developed essentially the same as learning objectives but in an on-the-job



APPLICATION OBJECTIVES 87

Table 6.4: Application Objectives From an Annual Agents
Conference

After the conference is completed, participants will

> implement a business development plan within three weeks and report
results in three months

> use two new business development strategies within three months

> contact at least 10 percent of the current customer base to offer new
changes in auto insurance coverage within three months

> make a random 5 percent customer service check with current clients
within six months.

> in 30 days, follow up with at least three agents to discuss successes,
concerns, or issues

> within three weeks, join at least one additional community service group
targeted for a potential customer base

> use selling skills daily.

Adapted from Proving the Value of Meetings and Events. J. McDonough, M.
Myhill, & J.J. Phillips. Birmingham, Alabama: ROI Institute and MPI, 2007.

context. The chapter shows many examples of properly constructed applica-
tion objectives and emphasized the power of these higher levels of objectives to
provide direction and guidance to a variety of stakeholders. The next chapter
presents the next level of objectives—those representing impact.

EXERCISE: WHAT'S WRONG WITH THESE APPLICATION OBJECTIVES?

In developing objectives, it is useful to examine some objectives that have
issues. Table 6.6 shows a list of less-than-perfect objectives. Under each objec-
tive, indicate the issue or problem. Responses to this exercise are provided in
Appendix A.
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Table 6.5: Application Objectives From a Leadership Development

Program

>

>

>

>

After the program is implemented, participants will

apply the 11-step goal-setting process for the team within three months
install the 12-step leadership planning process in three weeks
routinely use the 12 core competencies of outstanding leaders

identify 10 ways to create higher levels of employee loyalty and report
them to their managers within 30 days

use the concept of Deferred Judgment in five scenarios within three
months

use the creative problem-solving process within an identified problem
use five of the seven best ways to build positive relationships in 30 days

given an unacceptable work situation, apply the four-step approach to
address ineffective work habits

each week, practice the six ways to improve communication
effectiveness.

Table 6.6: What’s Wrong With These Application Objectives?
. Apply leadership skills.

. After completing this program, participants will have a better

understanding of the new corporate diversity policy.

. Three months after the program, participants will successfully complete

a project management simulation exercise.

4. Participants will communicate much better.

. Sixty days after the program is completed, the participants will rate the

program as valuable.

. Three months after the supervisor’s participation in the program,

employees will rate the supervisor as an effective leader.

. During the program, participants will successfully use a customer-

complaint process with a live customer complaining about a product.

. After this program, participants will stop attending unnecessary

meetings.




CHAPTER 7

Impact Objectives

or some stakeholders, impact objectives are the most important. These

objectives represent both tangible and intangible measures. This chap-

ter focuses on developing Level 4 (Impact) objectives. These objectives
are based on business measures that are plentiful throughout organizations.
Data developed at Level 4 are explored, along with the issues involved in
writing the objectives. The development of these objectives is straightforward.
Several examples are presented.

ARE IMPACT OBJECTIVES NECESSARY?

The chain of impact presented in chapter 1 presents the impact objectives
as the consequence of a program or project. These objectives are reflected
in measures of hard data, such as output, quality, cost, and time, as well as
soft data, such as customer satisfaction, employee engagement, and brand
awareness. These objectives are particularly important for senior executives.
Some executives lack enthusiasm about a project or program unless the results
reflect key business measures. These impact measures are found in operating
reports, scorecards, dashboards, and key performance indicators. It is often
the deficiency in performance of one or more impact measures that has led
to the creation of the program. This was discussed in chapter 2. In terms of
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power to affect project design, delivery, and success, impact objectives are the
most powerful. They provide the focus needed to drive the results that top
executives desire.

In practice, many programs do not contain these impact objectives. This
is particularly true in soft programs, such as learning and development,
human resources, leadership development, executive coaching, communica-
tion, change management, public relations, and compliance. In reality, each of
these types of programs can be connected to a business measure and thus have
business impact objectives connected to them. The challenge is to perform the
analysis described in chapter 2 and develop the objectives using the techniques
in this chapter.

HOW TO CONSTRUCT IMPACT OBJECTIVES

Chapter 2 focused on how objectives are developed working through levels
of needs assessment. A business measure reflects a business need. Job perfor-
mance needs and the subsequent analysis ensure that the business measure is
connected to the project or program. When this happens, the business need
is clearly defined and is the primary driver in selecting or developing the pro-
gram or project.

Precise Definition

It is important to ensure that the precise definition of the impact measure is
offered. Definitions can vary considerably. For example, a broad definition
of quality is unusable. Quality may be defined as errors, rework, warranty
claims, or low scores on industry-wide customer satisfaction surveys. The
specific quality measure must be defined, which occurs during the business
needs analysis. Consider employee turnover. An objective for a project might
be to reduce employee turnover. The wording here is too vague, however, and
needs to be defined as involuntary turnover, avoidable turnover, or regrettable
turnover. The definitions are critical so that the specific measure becomes a
focus during the project or program.

A Consequence of Action

A business impact measure, the basis for the impact objective, is a consequence
of a specific action. In chapter 2, the initial analysis included a step to deter-
mine what participants are doing or not doing on the job that is influencing
the business measure. This translates into the specific action needed and is
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written as an application objective. Sometimes, there is confusion between
Levels 3 and 4. Level 3 (Application) is always action (activity), and Level 4
(Impact) is the consequence of that action. Consider the objective to reduce
project management time by 20 percent. Some may consider this a Level 3
objective, in which participants will simply reduce the amount of time. How-
ever, to accomplish the objective, participants must do something different.
What has worked before is not working. Perhaps a new process, policy, tool,
or even training is needed to manage the project. Any of these solutions can
reduce time if implemented properly. The Level 3 objective would be the use
of the process, policy, tool, or training. The time reduction is the consequence
of the use of the process, policy, tool, or training (that is, reduction in time)—
a Level 4 objective. This distinction should be reviewed constantly to ensure
understanding of these two types of objectives.

Criterion

As with learning and application objectives, impact objectives should include
a criterion. The criterion is usually defined as speed, accuracy, or quality and
follows the same rules stated in chapters 5 and 6. For example, an objective for
a safety project might be that government-imposed safety fines should decrease
from $2.5 million per year to less than $500,000 within one year after project
completion. This objective includes accuracy and time criteria. This degree
of specificity is needed to measure success. For some projects, the specificity
is at the individual level. For example, a project designed to increase sales in
a new-product launch could vary with each individual customer relationship
manager. In some territories, the new product has little competition, and the
growth number can be set high. In others, where competition is intense, the
growth number might be much smaller. In this circumstance, an overall objec-
tive might be more appropriate. For example, the objective might be that sales
reach a 12 percent increase throughout the entire company. The key here is to
make the objective specific enough to communicate what is desired.

Successive Impact Measures

A potentially confusing issue is the fact that some impact measures have a suc-
cessive chain of impact. The difficulty lies in deciding whether one objective is
an appropriate measure or if all measures are objectives. For example, Table
7.1 details five possible consequences of sexual harassment in the workplace.
The victim of the harassment suffers stress; the victim’s job satisfaction drops;
internal complaints of sexual harassment increase; the victim is increasingly
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absent from work; and employee turnover rises as victims seek employment
elsewhere. The difficulty lies in determining which measures (if not all) are
influenced by a sexual harassment prevention program. Most of this is sorted
out in the up-front needs assessment to ensure that the particular program
can indeed influence all these measures. Even if the principal focus of the pro-
gram is to reduce complaints, it is important to determine whether the other
measures are connected. If they are, they also could become objectives for the
program.

When considering complaints, there is a successive series of Level 4 (Impact)
measures. A formal internal complaint, if not resolved, could convert to an
external charge with the Equal Employment Opportunity Commission. If that
charge is not resolved to the victim’s satisfaction, he or she has a right to sue
the employer, creating a litigated complaint. Litigation leads to legal fees and
expenses and also to settlements. Ultimately, all of this, from prevention to inves-
tigation to defense, represents a significant cost (Phillips & Phillips, 2007).

A program could actually have objectives for each of these. Although they
should all improve in relative proportion, this might not be the case. Under
U.S. law, employees have a right to sue an employer, even before an external
charge is actually resolved or if it is resolved in favor of the victim. For those
reasons, the focus might be on reducing the number of litigated complaints.
The confusion comes when the monetary value of this program is calculated.
Converting data to monetary value is critical to evaluation when an ROI cal-
culation is developed. Using all six Level 4 impact measures represents a tre-
mendous amount of duplication. Perhaps it would be best to take one measure
and use it in the conversion process. Still, they can all be objectives that are
influenced by the sexual harassment prevention project. This series of succes-
sive impact measures can usually be uncovered when asking a series of “what
if” questions. What if this measure happens? Does it lead to something else?

TOPICS FOR IMPACT OBJECTIVES

Impact objectives are measures located throughout the organization as com-
mon indicators. There are hundreds, if not thousands, of these measures in
an organization. When identifying impact measures, consider the following
issues.

Hard Versus Soft Data

To help set objectives for the desired measures, a distinction is made in two
general categories of data: hard data and soft data, as described in chapter 2.
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Hard data are the primary measurements of improvement, presented through
rational, undisputed facts that are easily collected. They are the most desirable
type of data to collect. The ultimate criteria for measuring the effectiveness
of management rest on hard data items, such as productivity, profitability,
cost control, and quality control. Chapter 2 provided examples of hard data
grouped into categories of output, quality, cost, and time.

Hard-data measures are often supplemented with interim assessments
of soft data, such as brand awareness, satisfaction, loyalty, and teamwork.
Although a program designed to enhance competencies or manage change
should have an ultimate impact on hard-data items, measuring soft-data items
may be more efficient. While soft data may be more difficult to analyze, they
are used when hard data are unavailable. Soft data are more difficult to con-
vert to monetary values than hard data; are subjectively based, in many cases;
and are less credible as a performance measurement. Chapter 2 provided a list
of typical soft-data items grouped into typical categories.

The preference of hard data in programs does not minimize the value of
soft data. Soft data are essential for a complete evaluation of a program; suc-
cess may rest on soft-data measurements. For example, in an empowerment
program at a chemical plant, three key measures of success were identified:
employee stress, job satisfaction, and teamwork. All were listed as intan-
gibles.

Most programs have objectives that use a combination of hard- and soft-
data items in the evaluation. For example, a project to install new technology
in a manufacturing plant had the following impact objectives:

Reduction of production costs.
Improvement in productivity.
Improvement in quality.

Reduction in inventory shortages.
Improvement in production capability.
Increase in technology leadership.

vV V. ¥V V¥V V¥V V V

Increase in job satisfaction.

These improvements included both hard data (production costs, produc-
tivity, and quality) and soft data (capability, technology, leadership, satisfac-
tion). Most programs include both types of objectives.

Tangible Versus Intangible

The confusion about the categories of hard and soft data and the often-
reduced value placed on soft data was discussed in chapter 2. This leads to a
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critical definition in this book. While the terms hard data and soft data can
be used to discuss impact data, the terms tangible and intangible can also be
used and represent a more accurate depiction. Tangible data are those data
that have been converted to monetary value. Intangible data are defined as
data purposely not converted to monetary value (that is, if data cannot be con-
verted to monetary value credibly with a reasonable amount of resources, then
they are reported as intangibles). This approach has several advantages. First,
it avoids the sometimes confusing labels of soft and hard. Second, it negates
the argument that being soft equates to little or no value. Third, it brings defi-
nition to the situation. In some organizations, a particular data item may be
converted to money already, and the conversion is credible because the mea-
sure is already tangible. However, in other organizations, the same measure
may not been converted and cannot be converted with a reasonable amount of
resources. Therefore, it is left as intangible. Fourth, use of the terms tangible
and intangible provides a rule that enhances the consistency of the evaluation
process. Having such a rule helps ensure that if two people conduct the same
evaluation, they will get the same or similar results.

Scorecards

Scorecards, such as those used in sporting events, provide important measures
fans can review to understand the position of their team. Similar scorecards
are used by top executives and often form the basis for impact objectives. In
Robert Kaplan and David Norton’s landmark book The Balanced Scorecard,
this concept was brought to the attention of organizations (Kaplan & Norton,
1996). The authors suggested that data can be organized and reported from
four perspectives: financial, customer, business processes, and learning and
growth.

Scorecards come in a variety of types, such as Kaplan and Norton’s bal-
anced scorecard and the scorecard set in the President’s Management Agenda,
which uses the traffic light grading system (green for success, yellow for mixed
results, red for unsatisfactory). Regardless of the type of scorecard, top execu-
tives place great emphasis on this concept. In some organizations, the score-
card concept has filtered down to various business units, and each part of the
business has been required to develop scorecards.

The scorecard approach is appealing because it provides a quick com-
parison of key measures and examines the status of the organization. As a
management tool, scorecards can be important in shaping and improving or
maintaining the performance of the organization through the implementation
of preventive programs. Scorecard measures often link to particular projects
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or programs. In many situations, a scorecard deficiency measure may have
prompted the program in the first place.

Measures Linked to Specific Programs

An important issue that often surfaces when considering ROI applications is
the understanding of specific measures that are often driven by specific types
of programs. While there are no standard answers, Table 7.2 represents a sum-
mary of some typical measures for objectives for specific types of programs.
The measures are quite broad for some programs. For example, leadership
development may pay off in a variety of measures, such as improved produc-
tivity, enhanced sales and revenues, improved quality, cycle-time reduction,
direct-cost savings, and employee job satisfaction. For other programs, the
measures are quite narrow. Labor-management cooperation projects typically
influence grievances, work stoppages, and employee satisfaction. Orientation,
or onboarding, programs typically influence measures of early turnover (turn-
over in the first 90 days of employment), initial job performance, and initial
productivity. The measures that are influenced depend on the objectives and
the design of the program. Table 7.2 also illustrates the immense number of
measures that can be driven or influenced.

A word of caution is needed. Presenting specific measures linked to a
typical program may give the impression that these are the only measures
influenced. In practice, a particular program can have many outcomes. Table
7.2 shows the most likely measures based on studies the ROI Institute has con-
ducted or reviewed. In the course of a decade, we have been involved in more
than 2,000 studies, and common threads exist among particular programs.

Relevant Measures

Existing performance measures should be thoroughly researched to identify
those related to the proposed program. Several performance measures often
are related to the same item. For example, the efficiency of a production unit
can be measured in several ways:

The number of units produced per hour.

The number of on-schedule production units.
The percentage of equipment used.

The percentage of equipment downtime.

The labor cost per unit of production.

The overtime required per unit of production.

vV V.V V¥V V V V

Total unit cost.
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Table 7.2: Typical Impact Measures for Projects and Programs

Program

Absenteeism control/
reduction

Association meetings

Business coaching

Career development/
career management

Communications programs

Compensation plans
Compliance programs
Diversity

Employee retention
programs
Engineering/technical
conferences

Ethics programs
e-learning

Executive education

Franchise/dealer meetings
Golfing events
Labor-management

cooperation programs
Leadership

Key Impact Measurements

Absenteeism, customer satisfaction, delays,
job satisfaction, productivity, stress

Absenteeism, costs, customer service, job
satisfaction, productivity, quality, sales, time,
turnover

Costs, customer satisfaction, efficiency,
employee satisfaction, productivity/output,
quality, time savings

Job satisfaction, promotions, recruiting
expenses, turnover

Conflicts, errors, job satisfaction, productivity,
stress

Costs, job satisfaction, productivity, quality
Charges, losses, penalties/fines, settlements

Absenteeism, charges, complaints, losses
settlements, turnover

Engagement, job satisfaction, promotions,
turnover

Costs, customer satisfaction, cycle times,
downtime, job satisfaction, process time,
productivity/output, quality, waste

Fines, fraud, incidents, penalties, theft

Cost savings, cycle times, error reductions,
job satisfaction, productivity improvement,
quality improvement,

Absenteeism, costs, customer service, job
satisfaction, productivity, quality, sales, time,
turnover

Cost of sales, customer loyalty, efficiency,
market share, quality, sales

Customer loyalty, market share, new
accounts, sales, upselling

Absenteeism, grievances, job satisfaction,
work stoppages

Cost/time savings, development, efficiency,
employee satisfaction, engagement,
productivity/output, quality
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Management development

Marketing programs

Medical meetings
Orientation, onboarding
Personal productivity/ time
management

Project management
Quality programs

Retention management
Safety programs

Sales meetings

Self-directed teams

Sexual harassment
prevention
Six Sigma/lean projects

Software projects

Stress management

Supervisor/team leader
programs

Team building

Wellness/fitness
programs

Absenteeism, costs, customer service, job
satisfaction, productivity, quality, sales, time,
turnover

Brand awareness, churn rate, cross selling,
customer loyalty, customer satisfaction,
market share, new acounts, sales, upselling

Compliance, efficiency, medical costs, patient
satisfaction, quality

Early turnover, performance, productivity,
quality of work, training time

Job satisfaction, productivity, stress
reduction, time savings

Budgets, quality improvement, time savings

Costs, cycle times, defects, response times,
rework

Engagement, job satisfaction, turnover

Accident frequency rates, accident severity
rates, first aid treatments

Customer loyalty, market share, new
accounts, sales

Absenteeism, customer satisfaction, job
satisfaction productivity/output, quality,
turnover

absenteeism, complaints, employee
satisfaction, turnover

Costs, cycle times, defects, response times,
rework, waste

Absenteeism, costs, customer service, job
satisfaction, productivity, quality, sales, time,
turnover

Absenteeism, job satisfaction, medical costs,
turnover

Absenteeism, complaints, costs, job
satisfaction, productivity, quality, sales, time,
turnover

Absenteeism, costs, customer service, job
satisfaction, productivity, quality, sales, time,
turnover

Absenteeism, accidents, medical costs,
turnover
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Each of these, in its own way, measures the effectiveness or efficiency of
the production unit. Related measures should be reviewed to determine those
most relevant to the program.

Existing Measures Converted to Usahle Ones

Occasionally, existing performance measures are integrated with other data,
and keeping them isolated from unrelated data may be difficult. In this situ-
ation, all existing, related measures should be extracted and tabulated again
to make them more appropriate for comparison in the evaluation. At times,
conversion factors may be necessary. For example, the average number of
new sales orders per month may be presented regularly in the performance
measures for the sales department. In addition, the sales costs per sales rep-
resentative are also presented. However, in a particular program, the average
cost per new sale is needed. The average number of new sales orders and the
sales cost per sales representative are required to develop the data necessary
for comparison.

New Measures

In a few cases, data needed to measure the success of a program are unavail-
able, and new data are needed. The project leader must work with the client
organization to develop record-keeping systems, if economically feasible. In
one organization, the sales staff’s delayed responses to customer requests were
an issue. This problem was discovered based on customer feedback. The feed-
back data prompted a project to reduce the response time. To help ensure the
success of the project, several measures were planned, including measuring
the actual time to respond to a customer request. Initially this measure was
not available. As the program was implemented, new software was used to
measure the time.
When developing new measures, several questions need to be addressed:

> Which department/section will develop the measurement system?
> Who will record and monitor the data?

> Where will it be recorded?

> Will input forms be used?

> Who will report it?

These questions will usually involve other departments or a management
decision that extends beyond the scope of the project. Often the administra-
tion, operations, or technology functions will be instrumental in helping
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determine whether new measures are needed and, if so, how they will be
developed. However, this action should be a last resort.

Summary

Developing impact objectives is relatively easy when following a few specific
guidelines. Impact measures are located throughout a typical organization.
The measures are there; it is a matter of connecting them to the project. Table
7.3 shows the key steps to developing impact objectives.

HOW TO USE IMPACT OBJECTIVES

Impact objectives are even more powerful than application objectives when
driving results. While application objectives help remove the mystery of what

Table 7.3: Developing Business Impact Objectives

The best impact objectives

> must contain measures linked to the skills and knowledge gained as a
result of the program

> describe measures that are easily collected
> represent measures that are readily available
> are results based, clearly worded, and specific

> specify what the participants have accomplished in their work or
business unit as a result of the program.

Four types of impact objectives involving hard data are

> output focused

> quality focused

> cost focused

> time focused.

Three common types of impact objectives involving soft data are
> customer-service focused

> work-climate focused

> job-satisfaction focused.
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participants should be doing to make the project or program successful,
impact objectives show the consequence of the application, expressed in mea-
sures that are precise, meaningful, and desired by top executives. Here are a
few uses for these objectives.

Program Design

Like application objectives, impact objectives give additional guidance and
direction to designers and developers. Impact objectives show those who
develop the content the expected ultimate outcomes. Consequently, the activi-
ties, discussions, dialogue, exercises, skill practices, and problems focus on
those outcomes. Impact objectives keep the ultimate focus on why a project
is being pursued. The content may change dramatically with the inclusion of
impact objectives. Designers are creative people, and in the absence of specific
consequences, they will fill in the blanks with perhaps incorrect information.

Program Facilitation

Impact objectives are powerful for those who lead the team. For example, in
formal learning and development sessions, the facilitator has clear direction
of the results of the project. Teaching will focus on the ultimate consequences,
the impact measure. Here, a facilitator will use previous experience and
knowledge of the measure to teach with the end result in mind. For a project
team leader, the ultimate result is clearly in focus and is a goal for the team
to reach—a goal that is precise, measurable, and achievable. The team’s dis-
cussion will address these measures, the progress made, and the barriers that
might be in the way.

Participants

Impact objectives are provided to participants so they understand how the
project will benefit them personally, as well as the organization. Having an
impact measure takes the mystery out of the ultimate consequence of their
actions and implementation. It shows how the project will drive a particular
and important measure in the organization. They see what is in it for them
and what is in it for the organization. This also allows the organization to
create expectations for these participants, sometimes with individual goals for
the impact measure.
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Marketing

Nothing sells a project or program more effectively than when impact mea-
sures are connected to the project or program. Impact objectives provide
impressive information for prospective participants for routine learning and
development, coaching, leadership development, team building, compliance,
ethics, and even communications programs. The potential impact of the proj-
ect helps to convince all interested stakeholders about the value of the project.
The objectives can serve as the most important strategic marketing data pos-

sible.

Evaluators

The impact objectives guide the evaluation. The impact data sets are defined
so that they are easily collected. They provide direction as to the options for
isolation and data conversion. In fact, they provide the roadmap to overall
success of the project or program.

EXAMPLES

Projects and programs should drive one or more business impact measures.
Impact objectives represent key business measures that should be improved as
the application and implementation objectives are achieved. Table 7.4 shows
typical business impact objectives from a variety of projects and programs.

Table 7.4: Typical Business Impact Objectives

After completion of this program, the following conditions should be met:

> After nine months, grievances should be reduced from three per month
to no more than two per month at the Golden Eagle tire plant.

> The average number of new accounts opened at Great Western Bank
should increase from 300 to 350 per month in six months.

> Tardiness at the Newbury foundry should decrease by 20 percent within
the next calendar year.

> There should be an across-the-board reduction in overtime for front-of-
house managers at Tasty Time restaurants in the third quarter of this
year.
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> Employee complaints should be reduced from an average of three
per month to an average of one per month at Guarantee Insurance
headquarters.

> By the end of the year, the average number of product defects should
decrease from 214 per month to 153 per month at all Amalgamated
Rubber extruding plants in the Midwest region.

> The companywide employee engagement index should rise by one point
during the next calendar year.

> Sales expenses for all titles at Proof Publishing Company should
decrease by 10 percent in the fourth quarter.

> There should be a 10 percent increase in Pharmaceuticals Inc. brand
awareness among physicians during the next two years.

FINAL THOUGHTS

This chapter outlines the process of developing impact objectives. Business
impact objectives are critical to measuring business performance because
they define the ultimate expected outcomes of the program. They describe
business-unit performance that should be connected to the program. Above
all, impact objectives emphasize achieving bottom-line results that key client
groups expect and demand. For some, these are the most powerful objec-
tives. They are straightforward and based on measures that are plentiful in
organizations. The objectives are based on needs identified in the up-front
analysis covered in chapter 2. This chapter presents additional tips and tech-
niques to develop and fine tune impact objectives, building on the material
in chapter 2. Examples were presented in this chapter, and guidelines and
issues were explored. The next chapter focuses on the highest level of objec-
tives, ROI.

EXERCISE: WHAT'S WRONG WITH THESE IMPACT OBJECTIVES?

As presented in previous chapters, problematic objectives exist. After reading
Table 7.5, indicate concerns about each objective. Responses to this exercise
are provided in Appendix A.
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Table 7.5: What’s Wrong With These Impact Objectives?

. When this project is complete, sales will increase.
. Increase the leadership profile of the organization.
. Improve the capability of the organization.

. Decrease the absenteeism and grievances in the work unit.

1
2
3
4
5. Increase the user performance profile with new SAP software.
6. Achieve a smooth implementation for Six Sigma.

7. Improve workforce effectiveness.

8. Increase the efficiency of the distribution system.

9

. When this technology project is completed, it will be considered the
most valuable initiative in the company’s history.




CHAPTER 8

ROI Objectives

t first glance, one might wonder why we need an entire chapter to talk
Aabout ROI objectives. Isn’t it merely a number? The short answer is,

yes, it is a number; however, different formulas can be used to reach
this number. There are specific issues that need to be addressed to use ROI
appropriately.

The decision to have an ROI objective should be taken seriously. The
program selected for this level of analysis should be carefully chosen. The
basic premise for setting ROI objectives is that data will be collected to deter-
mine if the objectives are met. The development of ROI calculations involves
important steps that go beyond what is covered in this chapter, although they
are briefly mentioned. The following pages present not only the rationale for
having an ROI objective, but also the ways in which it can be constructed,
interpreted, and used.

ARE ROI OBJECTIVES NECESSARY?

ROI is the ultimate level of evaluation, as it compares the actual cost of a pro-
gram or project to its monetary benefits. Some program sponsors demand this
measure, while other stakeholders are daunted at the thought of fully exposing
the program results (or lack of results). A negative ROI is always a concern.

105
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ROI must be used carefully and reserved only for key strategic programs—
important, expensive, and high-profile initiatives. To calculate ROI, the
impact measures discussed in chapter 7 are converted to money and compared
to program costs (using a fully loaded cost—both indirect and direct).

An ROI objective meets an important demand that is intensifying in
organizations. As shown in Figure 8.1, the Show Me Evolution has occurred.
Executives and key stakeholders have made higher-level demands on projects
and programs, ranging from “Show me” to “Show me the real money, and
make me believe it is a good investment.” To achieve the latter, the process
must be credible, and an ROI calculation must be made. Converting data
to money and developing the fully loaded costs are beyond the scope of this
book. Many other books show how this is accomplished (Phillips & Phillips,
2007; Phillips & Zuniga, 2008).

Figure 8.1: The Show Me Evolution

Term Issue
Show Me! Collect Impact Data . . .
Show Me the Money! And Convert Data to Money . . .
Show Me the Real Money! And lsolate the Effects of the
Project . . .
Show Me the Real Money, And Compare the Money
and Make Me Believe to the Cost
it is a Good Investment! of the Project.

In short, ROI is a powerful objective that can serve as the answer to
accountability concerns for some program sponsors and owners. For others, it
conjures anxiety and disappointment.
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BASIC ROI ISSUES

ROI objectives are based on formulas. Before presenting these formulas, we
explore a few basic issues that must be understood before developing ROI
objectives.

Definition

The term return-on-investment is occasionally—and sometimes intention-
ally—misused. This misuse broadly defines ROI, including any benefit from
the program. For example, it is common to have someone claim, “This pro-
gram has a great ROL.” In that case, ROI is a vague concept. In this book,
return-on-investment is precise and represents an actual value by comparing
program costs to benefits. The two most common measures are the benefit-
cost ratio (BCR) and the ROI percentage. Both are used, along with other
approaches, to calculate the economic return or payback.

For many years, program leaders have sought to calculate the actual
return-on-investment in programs and projects. If the program is considered
an investment—not an expense—then it is appropriate to place it in the same
funding process as other investments, such as the investment in equipment and
facilities. Although the other investments might be different, executives and
administrators often see them in the same light. Developing specific objectives
that reflect the desired return on the investment is critical for the success of
these programs.

Annualized Values: A Fundamental Concept

Using annualized values is an accepted practice for developing ROI in many
organizations. All the formulas presented in this chapter use annualized values
so that the first-year impact of the program can be calculated. This approach
is a conservative way to develop ROI, as many short-term programs add value
in the second or third year. For long-term programs, longer time frames are
used. For example, in an ROI analysis of a program involving self-directed
teams in Litton Industries, a seven-year time frame was used. For short-term
programs that last only a few weeks, first-year values are more appropriate.
Consequently, ROI objectives usually represent a year of monetary value
measured not at the beginning of the program, but from the point where the
impact is established.
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HOW TO CONSTRUCT ROI OBJECTIVES

When selecting the approach to measure ROI and develop an objective, it is
important to communicate to the target audience the formula used and the
assumptions made in arriving at the decision to use this formula. This helps
avoid confusion surrounding how the ROI value was actually developed. The
two preferred methods, the benefit-cost ratio and the basic ROI formula, are
described next.

Benefit-Cost Ratio

One of the oldest methods for evaluating projects and programs is cost-benefit
analysis. This method compares the benefits of the program to the costs,
resulting in a simple benefit-to-cost ratio (BCR). In formula form, the ratio is

BCR = Program Benefits
Program Cost

In simple terms, the BCR compares the annual economic benefits of the
program to the costs. A BCR of 1 means that the benefits equal the costs. A
BCR of 2, usually written as 2:1, indicates that for each dollar spent on the
program, two dollars are returned in benefits. The following example illus-
trates the use of the BCR. A behavior modification program designed for man-
agers and supervisors was implemented at an electric and gas utility. An ROI
objective of 50 percent was established. This is the minimum acceptable ROI
value, set by the client. This translates to a target BCR of 1.5:1. In a follow-up
evaluation, action planning and business performance monitoring captured
the benefits. The first-year payoff for the program was $477,750. The fully
loaded implementation cost was $215,500. Thus, the ratio was:

BCR = $477,750 = 2.2:1
$215,500

For every dollar invested in this program, 2.2 dollars in benefits were
realized. The principal advantage of using this approach is that it avoids tra-
ditional financial measures, so confusion does not arise when comparing pro-
gram investments with other investments in the company. Investment returns
in plants, equipment, or subsidiaries, for example, are not usually reported
using the benefit-cost ratio. Some program leaders prefer not to use the same
formula to compare the return on program investments with the return on
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other investments. In these situations, the ROI for programs stands alone as a
unique type of evaluation.

Unfortunately, no standards exist that constitute an acceptable BCR from
the client perspective. A standard should be established within the organiza-
tion, perhaps even for a specific type of program. However, a 1:1 ratio (break-
even) is unacceptable for many programs. In others, a 1.25:1 ratio is required,
where the benefits are 1.25 times the cost of the program.

ROI Formula

Perhaps the most appropriate formula for evaluating program investments is
by comparing net program benefits to program costs. This is the traditional
financial ROI and is directly related to the BCR. The comparison is expressed
as a percentage when the fractional values are multiplied by 100. In formula
form, the ROl is

ROI (%) = Net Program Benefits x 100
Program Costs

Net program benefits are program benefits minus costs. The ROI value is
related to the BCR by a factor of 1. Subtract 1 from the BCR and multiply by
100 to get the ROI percentage. In the electric and gas utility example, a BCR
of 2.2:1 is the same as an ROI value of 120 percent (2.2 =n=1 = 1.2, and 1.2
x 100 percent = 120 percent). This value exceeds the 50 percent ROI objective.
This formula is essentially the same as the ROI for capital investments. For
example, when a firm builds a new plant, the ROI is developed by dividing
annual earnings by the investment. The annual earnings are comparable to
net benefits (annual benefits minus the cost). The investment is comparable to
fully loaded program costs, which represent the investment in the program.

An ROI of 50 percent means that the costs are recovered, and an addi-
tional 50 percent of the costs are reported as “earnings.” A program ROI of
150 percent indicates that the costs have been recovered, and an additional 1.5
times the costs are captured as “earnings.”

The following example illustrates the ROI calculation. Public and private
sector groups have been concerned about literacy and have developed a variety
of programs to tackle the issue. Magnavox Electronics Systems Company was
involved in a literacy program that focused on language and math skills for
entry-level electrical and mechanical assemblers. The ROI objective was 25
percent. The results of the program were impressive. Productivity and qual-
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ity alone yielded an annual value of $321,600. The fully loaded costs for the
program were just $38,233. Thus, the return on investment was

ROI (%) = $321,600 — $38,233 x 100 = 741%
$38,233

For each dollar invested, Magnavox received $7.41 in return after the costs
of the literacy program had been recovered.

Using the ROI formula essentially places program investments on a level
playing field with other investments using the same formula and similar
concepts. The ROI calculation is easily understood by key management and
financial executives who regularly use ROI with other investments.

ROI Interpretations

“Earnings” can be generated through increased sales or cost savings. In
practice, more opportunities for cost savings occur than for profits. Cost sav-
ings can be generated when improvements in productivity, quality, efficiency,
cycle time, or actual cost reduction occur. Of the nearly 500 studies we have
reviewed, the vast majority were based on cost savings. Approximately 85
percent of the cases in the studies had a payoff based on output, quality,
efficiency, time, or cost reduction. The others had a payoff based on sales
increases, where the earnings were derived from the profit margin. This is
important for nonprofits and public sector organizations for which the profit
opportunity is often unavailable. Most programs will be connected directly to
cost savings, or cost avoidance. ROI can still be developed in those settings,
based on costs saved or avoided.

Financial executives have used the ROI approach for centuries. Still, this
technique did not become widespread in industry for evaluating operating
performance until the early 1920s. Conceptually, ROI has intrinsic appeal
because it blends all the major ingredients of profitability into one number;
the ROI statistic by itself can be compared with opportunities elsewhere (both
inside and outside). Practically, however, ROI is an imperfect measurement
that should be used in conjunction with other performance measurements
(Horngren, 1982).

It is important that the formula outlined above be used in organizations.
Deviations from or misuse of the formula can create confusion among users
and finance and accounting staffs. The chief financial officer (CFO) and the
finance and accounting staff should become partners in the use of ROI. With-
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out their support, involvement, and commitment, using ROI on a wide-scale
basis is difficult. Because of this relationship, the same financial terms must
be used as those used and expected by the CFO.

Table 8.1 shows examples of misuse of financial terms in the literature.
Terms such as return-on-intelligence (or return-on-information) abbrevi-
ated as ROI do nothing but confuse the CFO, who is thinking that ROI is
the actual return on investment described above. Sometimes, return-on-
expectations (ROE), return-on-anticipation (ROA), or return-on-client
expectation (ROCE) are used, confusing the CFO, who is thinking return-
on-equity, return-on-assets, and return-on-capital employed, respectively.
Use of these terms in the calculation of payback of a program will do
nothing but confuse others and perhaps cause you to lose the support of
the finance and accounting staff. Other terms, such as return-on-people,
return-on-resources, return-on-technology, and return-on-objectives, are
often used, with almost no consistent financial calculations. The bottom
line: Do not confuse the CFO. Consider this individual an ally, and use the
same terminology, processes, and concepts when applying financial returns
for programs.

Table 8.1: Misuse of Financial Terms

Term Misuse CFO Definition

ROl Return-on-Information, Return-on- Return-on-Investment
Intelligence, or Return-on-Inspiration

ROE Return-on-Expectation or Return-on- Return-on-Equity
Effort

ROA Return-on-Anticipation Return-on-Assets

ROCE Return-on-Client Expectation Return-on-Capital

Employed

ROP Return-on-People 7?

ROR Return-on-Resources 77

ROT Return-on-Technology or Return-on- 7
Training

ROW Return-on-Web ”

ROO Return-on-Objectives 7
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Specific ROI Targets

Specific objectives for ROI should be developed before an evaluation study is
undertaken. While no generally accepted standards exist, four strategies have
been used to establish a minimum acceptable requirement, or hurdle rate, for
ROI in a program. The first approach is to set the ROI using the same values
used to invest in capital expenditures, such as equipment, facilities, and new
companies. For North America, Western Europe, and most of the Asia Pacific
area (including Australia and New Zealand), the cost of capital is quite low,
and the internal hurdle rate for ROI is usually in the 15 to 20 percent range.
Using this strategy, organizations would set the expected ROI at the same
value expected from other investments.

A second strategy is to use an ROI minimum that represents a higher stan-
dard than the value required for other investments. This target value is above
the percentage required for other types of investments. The rationale: The
ROI process for programs is still relatively new and often involves subjective
input, including estimations. Because of that, a higher standard is required or
suggested. For most of North America, Western Europe, and the Asia Pacific
area, this value is set at 25 percent.

A third strategy is to set the ROI value at a break-even point. A 0 percent
ROI represents breakeven. This is equivalent to a BCR of 1. The rationale
for this approach is an eagerness to recapture the cost of the program only.
This is the ROI objective for many public sector organizations. If the funds
expended for programs can be captured, value and benefit have come from the
program through the intangible measures—which are not converted to mon-
etary values—and the behavior change that is evident in the application and
implementation data. Thus, some organizations will use a break-even point,
under the philosophy that they are not attempting to make a profit from a
particular program.

Finally, a fourth, and sometimes recommended, strategy is to let the client
or program sponsor set the minimum acceptable ROI value. In this scenario,
the individual who initiates, approves, sponsors, or supports the program
establishes the acceptable ROI. Almost every program has a major sponsor,
and that person may be willing to offer the acceptable value. This links the
expectations of financial return directly to the expectations of the individual
sponsoring the program.

OTHER ROl MEASURES

In addition to the traditional BCR and ROI formulas previously described,
several other measures are occasionally used under the general term return-
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on-investment. These measures are designed primarily for evaluating capital
expenditures, but sometimes work their way into program or project evalua-
tions.

Payback Period

The payback period is another common method for evaluating capital expen-
ditures. With this approach, the annual cash proceeds (savings) produced by
an investment are compared to the initial cash outlay required by the invest-
ment. Measurement is usually in terms of years and months. For example, if
the cost savings generated from a program are constant each year, the payback
period is determined by dividing the total original cash investment (develop-
ment costs, expenses, and so forth) by the amount of the expected annual or
actual savings (program benefits). To illustrate this calculation, assume that an
initial program cost is $100,000 with a three-year useful life. The annual sav-
ings from the program is expected to be $40,000. Thus, the payback period
becomes

Payback Period = Total Investment = $100,000 = 2.5 Years
Annual Savings $40,000

The program will “pay back” the original investment in 2.5 years. The
payback period is simple to use, but has the limitation of ignoring the time
value of money. Thus, it has not enjoyed widespread use in evaluating program
investments.

Discounted Cash Flow

Discounted cash flow is a method of evaluating investment opportunities
in which certain values are assigned to the timing of the proceeds from the
investment. The assumption, based on interest rates, is that a dollar earned
today is more valuable than a dollar earned a year from now.

There are several ways to use the discounted cash flow concept to evaluate
a program investment. The most common approach is the net present value
of an investment. This approach compares the savings, year by year, with the
outflow of cash required by the investment. The expected savings received
each year is discounted by selected interest rates. The outflow of cash is also
discounted by the same interest rate if the investment is ongoing, otherwise
the initial outlay of cash is used. If the present value of the savings should
exceed the present value of the outlays, after discounting at a common inter-
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est rate, management usually considers the investment to be acceptable. The
discounted cash flow method has the advantage of ranking investments, but it
becomes difficult to calculate.

Internal Rate of Return

The internal rate-of-return (IRR) method determines the interest rate
required to make the present value of the cash flow equal to zero. It repre-
sents the maximum rate of interest that could be paid if all project funds
were borrowed and the organization had to break even on the projects. The
IRR considers the time value of money and is unaffected by the scale of the
project. It can be used to rank alternatives or to make accept/reject decisions
when a minimum rate of return is specified. A major weakness of the IRR
method, however, is that it assumes all returns are reinvested at the same
internal rate of return. This can make an investment alternative with a high
rate of return look even better than it really is, and a project with a low rate
of return look even worse. In practice, the IRR is rarely used to evaluate
program investments.

CAUTIONS WHEN USING ROI

Because of the sensitivity around the use of ROI, caution is needed when devel-
oping, calculating, and communicating the return-on-investment. The use of
ROI objectives and the implementation of the ROI process is a very important
issue and a goal of many functions. The following cautions are offered when
using ROL.

Take a Conservative Approach

Conservatism in ROI analysis builds accuracy and credibility. What matters
most is how the target audience perceives the value of the data. A conservative
approach is always recommended for both the numerator of the ROI formula
(net program benefits) and the denominator (program costs.)

Use Caution

There are many ways to calculate the return on funds invested or assets
employed. The ROI is just one of them. Although the calculation for ROI in
your project uses the same basic formula as in capital investment evaluations,
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it might not be fully understood by the target group. Its calculation method
and its meaning should be clearly communicated. More important, it should
be an item accepted by management as an appropriate measure for program
evaluation.

Involve Management

Management ultimately makes the decision as to whether an ROI value is
acceptable. To the extent possible, management should be involved in setting
the parameters for calculations and establishing targets by which programs
are considered acceptable within the organization.

Fully Disclose the Assumptions and Methodology

When discussing the ROI Methodology and communicating data, it is impor-
tant to fully disclose the process, steps, and assumptions used in the process.

Teach Others

Each time an ROl is calculated, the project leader should use this opportunity
to educate other managers and colleagues in the organization. Even if it is not
in their area of responsibility, these individuals will be able to see the value of
this approach to evaluation. Also, when possible, each project should serve as
a case study to educate the team on specific techniques and methods.

Not Everyone Will Buy Into ROI

Not every audience member will understand, appreciate, or accept the ROI
calculation. For a variety of reasons, one or more individuals might not agree
with the values. These individuals might be highly emotional about the con-
cept of showing accountability for projects. Attempts to persuade them might
be beyond the scope of the task at hand.

Do Not Boast About a High Return

It is not unusual to generate what appears to be a very high return-on-invest-
ment for a program. A project manager who boasts a high return will be open
to potential criticism from others unless there are indisputable facts on which
the calculation is grounded.
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Choose the Time and Place for Debate

The time to debate the ROI Methodology is not during the project evaluation
(unless it cannot be avoided). There are constructive venues for debate on the
ROI process, such as in a special forum, among the project team, in an educa-
tional session, in professional literature, on panel discussions, or even during
development of an ROI impact study. Debating at an inappropriate time or
place can detract from the quality and quantity of information presented.

HOW TO USE ROI OBJECTIVES
Program Design

An ROI objective provides extreme focus. Not only must business impact
measures improve, but they must improve enough to overcome the cost of
the program. This sets a clear expectation—one that can create high levels of
motivation or anxiety, depending on how individuals perceive the objectives.
In planning, organizers create appreciation for the proper use of ROI. It might
require education so participants understand their roles.

Program Facilitation

For facilitators, obviously, the pressure is on when an ROI is included. The
focus is intense, and those involved must do what they can to make it work for
them. For programs with potentially high impact, the ROI can be extremely
motivational, as it places a significant challenge before the participants and
facilitator.

Management and Executives

Perhaps the group that relates to ROI objectives most is the management team.
Managers and executives involved in projects clearly see the project’s value.
Now they see that there is an ROI objective. Senior executives who approve
the funding are much more satisfied with a project when there is an ROI objec-
tive. This enables them to rest comfortably, knowing that if the objective is
met, the investment generates a positive return.

Marketing

There is no more powerful measure than a positive ROI to show the value of
a project. When developed and calculated credibly, it can be used to convince
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others to become involved or persuade other sponsors to pursue similar proj-
ects. When the ROI is negative, stakeholders gain information as to what they
could do to make it positive and successful. This is powerful data for all cur-
rent and prospective stakeholders.

ROI Is Not for Every Program

ROI objectives should not be applied to every project or program. ROI objec-
tives are appropriate for programs that meet criteria such as these:

> Important to the organization to meet operating goals. These programs
are designed to add value. ROI may be helpful to show that value.

> Closely linked to strategic initiatives. Anything this important needs a
high level of accountability.

> Very expensive to implement. An expensive program, requiring large
amounts of resources, should be subjected to this level of accountabil-
ity.

> Highly visible and sometimes controversial. These programs often
require this level of accountability to satisfy the critics and the con-
cerned.

> Targeted at a large audience. If a program is designed for all employ-
ees, it may be a candidate for ROI because of the exposure, resources,
and time.

> Of interest to top executives and administrators. If top executives are

interested in the ultimate impact of programs and projects, then the ROI
should be developed.

These are only guidelines and should be considered within the context of
the situation and the organization. Other criteria may also be appropriate.
These criteria can be used in a process to sort out those programs most appro-
priate for this level of accountability.

It is also helpful to consider the programs for which ROI objectives are
not appropriate. ROI is seldom appropriate for programs that are very short
in duration, are very inexpensive, are legislated or required by regulation, are
required by senior management, or that serve as a basis to teach required skills
for specific jobs. This is not meant to imply that an ROI objective (and subse-
quent ROI Methodology) cannot be implemented for these types of programs.
However, when considering the limited resources for measurement and evalu-
ation, careful use of these resources and time will result in evaluating more
strategic types of programs.
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FINAL THOUGHTS

This chapter explores the challenging yet rewarding issue of ROI objectives.
Not every program should have an ROI objective. In fact, most programs
should not. Expensive, high-profile, strategic programs are the most appropri-
ate for an ROI objective. This chapter describes how the ROI objectives are
developed using a variety of calculations, with the most common calculation
being ROI expressed as a percentage. Use of an ROI objective should be pur-
sued carefully and deliberately.



CHAPTER 9

Putting It All Together

Ithough the previous chapters offer examples of how to develop objec-

tives at the different levels, there is nothing like a case study to show

how the process evolves. Chapter 1 presented three short case studies
that described organization profile, the issues involved, and the objectives.
However, the case studies did not show how the objectives were developed.
The objectives were developed following important and necessary analyses
and discussion, presented in chapter 2. The following case study shows how
this is accomplished.

THE SITUATION

Global Financial Services (GFS) is a large international firm that offers a vari-
ety of financial services to clients. After analyzing its current sales practices
and results, the firm identified the need to manage sales relationships more
effectively. A task force comprising representatives from field sales, market-
ing, financial consulting, information technology, and education and training
examined several solutions for improving relationships, including customer-
contact software packages. The firm chose to implement a software package
designed to turn contacts into relationships and relationships into increased
sales. The software features a flexible customer database, easy contact entry, a
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calendar, and a to-do list. It enables quick and effective customer communica-
tion and is designed for use with customized reports.

This project represented a tremendous amount of money—approximately
$1 million total for the proposed software purchase, training, networking for
the software, and time away from work. This million-dollar decision prompted
a detailed analysis in which objectives were needed at all levels.

The project director met with a variety of stakeholders to secure input for
the objectives. Those involved in the meeting included the analyst who con-
ducted the initial needs assessment, a marketing manager who understands
the marketing dynamics, the project requestor (sponsor), a sales representative
from the software supplier, a district sales manager who manages the relation-
ship managers (RMs), two RMs (sales representatives), the facilitator for the
program, and the project evaluator.

INPUT OBJECTIVES

The software implementation and training had to be developed quickly and
provided to all 4,000 RMs so the benefits of the project could be realized. A
pilot program was envisioned that could be implemented with a small number
of RMs (120) and the results used quickly to see if there was a positive ROI
before pursuing the complete purchase and networking of the system. GFS has
RMs in 20 regional offices, and it was preferred that the training be conducted
in those offices to minimize hotel and travel costs and disruption. Regional
training centers were used in each of the regional offices. It was critical for the
budget not to exceed the anticipated $700,000 in direct costs associated with
the software, networking, and training delivery. After the pilot was approved
and the training complete, the project was to be implemented within one
month. The pilot program can be evaluated in three months.
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Questions for Discussion

1. What input topics should be addressed?

2. Write the specific input objectives that represent the most critical areas.
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Responses to Discussion Questions

1. These topics should perhaps be addressed:
a. Delivery. Focus on a pilot program first.
b. Timing. To ensure that the dates are met.
c. Budgets. Stay within budget.
d. Audience. Define the proper audience. (Does this involve support
staff?)
. Duration. Only one day.
Location. Conduct it in the regional offices.
g. Disruption. Minimize the disruption of taking the relationship

(¢

=

managers away from normal customer work.

2. The project will be delivered with these specific objectives:

a. Upon completion, direct costs will be less than $700,000.

b. Conduct a pilot program with 120 participants, with evaluation
completed within three months.

c. Full implementation should be completed within one month after
the pilot evaluation is complete.

d. The program will involve relationship sales managers only with no
support staff.

e. The one-day workshop will be conducted at regional training offices
with no travel involved.

f. A repeat session will be conducted—all to be completed within one
month.

REACTION OBJECTIVES

Next, the discussion focused on how participants should react to the work-
shop, the software, and their use of the software. The group concluded that the
workshop should be important to participants and their work. The principal
concern was whether they would actually use the software. GFS has a history
of buying software for the sales team, and then the product goes unused for
a variety of reasons, primarily because the sales staff did not see the benefit.
Also, the sales team members must see this software as an aid to their success.
“What’s in it for me?” is a huge issue. “If [ am going to take my time away
from my customers, this better be worth it,” is the prevailing attitude. They
need to see the software as useful and helpful in driving sales and improving
customer satisfaction.
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Questions for Discussion

1. What areas would you consider measuring at the reaction level?

2. Construct the reaction objectives that represent the most important areas.




124 BEYOND LEARNING OBJECTIVES

Responses to Discussion Questions

1. The key areas would be as follows:

a. What is in it for me? They must see that this will increase sales.

b. Relevance to my work. It must tackle the problem directly or
improve the current job situation.

c. Useful to me personally. This must be user friendly and not compli-
cated.

d. Intent to use. They must indicate an intent to use, perhaps even with
planned action. Without this, it might fail.

e. Recommend to others. Since all relationship sales managers must
attend, it would help the situation if the early participants would
recommend this to later participants.

2. At the end of this one-day workshop, the participant should rate the
following measures 4 or more on a 5-point scale:
a. The software is important to my current success.
b. It is relevant to my work and clients.
c. It is easy to use.
d. I intend to use the software.
e. I will recommend that others attend this.

LEARNING OBJECTIVES

After some discussion with the software supplier and the R Ms, the key informa-
tion that the RMs must know began to emerge. The team concluded that there
was a variety of features and benefits that they must know and that perhaps
a checklist or a quiz would be appropriate. These items were straightforward
features and routines that could be learned easily. Participants must also use the
software in the classroom and demonstrate certain features. Specifically, the
planning group wanted them to demonstrate that they know how to

enter a new contact

create a mail-merge document
create a query

send a customized response
create a call report

create a sales data summary
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create a status report.

The facilitator should observe each participant to ensure that he or she can
correctly perform the tasks.
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Questions for Discussion

1. What areas should be covered in the learning objectives?

2. Write the specific learning objectives.
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Responses to Discussion Questions

1. The objectives should cover basic knowledge and skills related to the
software, including knowledge of the features and benefits of the sys-
tem and the ability to demonstrate this knowledge.
2. After completing this workshop
a. participants will score 75 or better on a test measuring the features
and benefits of the new software (80 percent target)

b. given the complete software package, participants will demonstrate
to the facilitator five of the following seven features within 12 min-
utes with zero errors:

enter a new contact
create a mail-merge document
create a query

>
>
>
> send a customized response
> *create a call report

> create a data summary

>

create a status report.

APPLICATION OBJECTIVES

Next, the group focused on application objectives. The concern centered on the
expectations of the relationship managers: “What do we want them to do, and
when do we want them to do it?” This becomes critical, as this audience has
a history of ignoring new tools and software. Detailed objectives were needed
not only to check the progress, but to create expectation and drive the desired
performance. The first issue involved the immediate use of the new system
for customer-contact management. It is critical for users to enter new clients
and new prospects directly into the system as they are developed. It is equally
important to begin merging the current contacts into this new system.

In terms of usage, there are many features that RMs should be using rou-
tinely. Fortunately, the software had built-in, user-performance profiles that
track how often they use the software, what they are using, how accurately
they are using it, and if major parts of the process are omitted. This user-
performance profile has a scoring mechanism to indicate how well RMs are
using the software. One hundred percent is perfect use. After some discussion,
the team decided that to achieve an 80 percent score in four weeks would be
acceptable. Also, they wanted this software to generate additional follow-
ups. While the follow-ups provide a consequence (such as sales or customer
satisfaction), it is important for the relationship managers to use the system
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to schedule more follow-ups. Consequently, the number of calls and appoint-
ments should increase. This is the culmination of the use of the system.

Questions for Discussion

1. Specifically what areas should be explored in the application objectives?

2 Write the specific application objectives.
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Responses to Discussion Questions

1. The areas that should be explored in the application objectives are
these:

a.

User-performance profile. A host of functions and activities and use
of the software is tracked automatically.

. Entering names in the database. New contacts, new prospects, and

new customers.

. Merging existing documents in the system. Bringing all of the cur-

rent contacts and customers into the system.

. Planning follow-ups. This is the actual scheduling of follow-ups

with an individual. There is sometimes confusion about whether
this should be Level 3 or Level 4. Essentially, the RMs are schedul-
ing more follow-ups than normal. Therefore, this is something that
they are doing (that is, increasing performance) as a result of the
software. The consequences of the follow-up will occur later as sales
are generated or customer satisfaction is increased.

. Barriers and enablers. These are always tracked to understand

clearly what got in the way and what has helped with software
usage.

2. After the workshop is completed, participants will

a.

enter new contacts, new prospects, and new customers within one
day of obtaining the information

. merge the current customer database into the new system within one

week

. use the software routinely as reflected in an 80 percent user perfor-

mance profile score out of a possible 100 percent, which will occur
three weeks after the workshop

. increase the number of weekly planned follow-ups with customers

by 10 percent within three weeks

. in one month, identify the barriers that have prevented them from

using this system successfully
in one month, identify the enablers that have helped them use this
system to the extent that they have.
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IMPACT OBJECTIVES

The discussion among the planning team members moved to impact objec-
tives—a much easier step for the group. These measures framed the rationale
for implementing the program in the first place. However, several issues
needed further discussion. While the program was perceived as a tool to drive
sales with existing customers, improve customer satisfaction, and reduce com-
plaints, additional discussion centered on the cause-and-effect relationship. In
other words, “Is this software actually going to do what we want it to do?”
Although this was the premise of the initial needs assessment, it was helpful to
have the dialogue about how to know it would make the difference.

Some initial analysis revealed that customers were complaining about
response time on the part of the RMs. A deeper analysis revealed that some
customers were not recommending the firm to others. In a few cases, they
were going to a competitor. The issue seemed to center on managing commu-
nication with the customer in a timely and productive manner. This software
is intended to do just that—ensure that communication is smooth, timely, and
keeps RMs focused on service.

Consequently, this software should certainly reduce response time,
although there is no formal way to measure it in the system. That is, when
a customer calls or has an inquiry, nothing in the system measures the time
taken to respond to that particular customer. Even this software does not do
that. While it is not measured, it is certainly an issue that can be monitored
on a perception basis. Also, customer satisfaction should be connected to
the software use, along with increasing revenue with current customers and
reducing customer complaints. The logic: If RMs respond quickly and reduce
complaints, customer satisfaction increases and sales increase.
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Questions for Discussion

1. What issues should the impact objectives address?

2. Write the impact objectives.
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Responses to Discussion Questions

1. The following areas are considered important for the impact objec-
tives:

a. Reduce response time. Although this is not measured, it is an
important consequence measure. Improvement can be captured on
a perception basis.

b. Reduce customer complaints. Particularly those that are based on
delays in acquiring information.

c. Customer satisfaction. Measured in a customer satisfaction com-
posite survey index.

d. Sales with existing customers. Under the rationale that if RMs kept
closer correspondence, commitment, and communication, then it
would be easier for customers to remain with the firm and provide
more opportunity to increase the level of business.

2. Within three months of implementation, there should be

a. a reduction in the time to respond to customer inquiries and
requests

b. a reduction in the number of customer complaints regarding missed
deadlines, late responses, and failure to complete transactions

c. an increase in the customer satisfaction composite survey index by
20 percent at the next survey (in six months)

d. an increase in sales for existing customers.

ROI OBJECTIVES

The final objective is the ROI objective. It had been decided earlier that the
program would be evaluated at ROI on a pilot basis to see if it should be
implemented throughout the company. A positive ROI was needed, because
it would clearly reflect that this expense is an investment and that there is a
positive return on that investment. Determining the precise amount stirred up
some debate. Some members of the team thought that it should be held to the
same standard as when they buy another company. At GFS, the ROI hurdle
rate is 17 percent for major capital expenditures. Some suggested that a stan-
dard should be set higher than the company’s hurdle rate—maybe 20 percent.
Others thought it would be best to let the sponsor select the number, because
a small sample is being used to make a decision about the entire company.
Still others indicated that a breakeven on this project—which would be 0
percent ROI—would be okay. This argument was based on the fact that there
are some intangibles that will not be converted to money, such as customer
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satisfaction. Also, more than likely, the customer response time is going to be
an intangible, because they had no way of easily and credibly converting it to
money.

Questions for Discussion

1. What do you recommend for an ROI objective and why?

2. How should it actually be worded?
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Responses to Discussion Questions

1. The group chose ROI and the benefit-cost ratio as two measures. The
client asked for 25 percent return. This seemed to be a rational value
and was only slightly above the hurdle rate for other capital projects.

2. The actual wording: “After three months, and based on one year of
value, the project should attain a benefit-cost ratio of 1.25:1 and rep-
resent an ROI value of 25 percent, using a first year of benefits.”
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Responses to Exercises

Chapter 3—What’s Wrong With These Input Objectives?

1.

For this objective, more definition is needed. A specific date or perhaps
incremental deadlines should be set.

This objective is nonspecific and contains two items that should be
separated and defined with more detail. Inexpensive is an imprecise
term; a budget amount should be given. Latest technology should be
defined, at least to the extent that someone reading the objective can
identify the specific type of technology and make a smart financial
decision.

This is more a reaction objective than an input objective. It defines
the desired stakeholders’ reaction, not necessarily what goes into the
project. It also is imprecise.

Employees needs further definition. Does it refer to frontline sales
representatives? If so, is it restricted to those with direct contact with
sales? What about sales support and marketing? What about customer-
complaint and call centers? Specific details are needed.

This needs more definition, such as the number of hours and even the
amount of disruption over time.
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Chapter 4—What’s Wrong With These Reaction Objectives?

1.

The word like has many interpretations. Like should be better
defined.

Understood is vague and not necessarily a reaction objective. It fits
better in the learning category.

Again, more precise wording is needed. Overall satisfaction is an
often-used phrase, but provides little understanding of project or pro-
gram success. If participants are not satisfied, it’s difficult to under-
stand why unless other objectives are included. It might be important
for some organizations to recognize participants’ overall satisfaction,
but by no means should this be the only measure.

The word stimulating is vague. However, if the word stimulating is to
be used, the scale should read from “not very stimulating” to “very
stimulating.”

The wording is awkward, and the range of difficulty is not defined.
The objective could be scores ranging from 3 to 4, for example. A
scale, perhaps from 1 to 5, with 5 being “very difficult,” should be
noted.

Chapter5—What’s Wrong With These Learning Objectives?

1.

This objective has several problems. First, the one-hour module is not
a condition. It describes a procedure, not the conditions under which
the performance will occur. No specific performance is stated. The
statement needs an action verb.

The statement has little meaning, except that participants will learn
something. The result of the learning is unclear—no performance is
identified.

This is a goal and not necessarily an objective. Understanding is a
vague word, and leadership is a broad subject.

Although it involves an important issue, the meaning of this objective
is unclear and not performance based.

The objective is vague and not performance based. Also, two different
issues are addressed.

Demonstrate is a trap word that often leads us to believe it is saying
something specific when it is not. This objective needs more specifics
about how knowledge will be demonstrated.

This objective is not performance based. Underlining a word does not
necessarily add emphasis. More specifics are needed.
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While this is an important statement, it is not an objective because it
lacks specifics and a basis for performance.

Chapter 6—What’s Wrong With These Application Objectives?

1.

This is not specific. The topic is too broad. It would be difficult to have
any accurate assessment with this objective.

This objective is actually a Level 2 (Learning) objective and not a very
good one at that. The word understanding is weak.

This is still a Level 2 objective, as the participants are demonstrating
what they know or what they know how to do. It is not an on-the-job
application. A simulation is replicating a task, process, or procedure.
It’s not the real thing.

This is not very specific. The phrase much better does not help the
situation. More detail about communication is needed.

This is a Level 1 (Reaction) objective, although it occurs three months
after the program.

This is a vague objective. It does not detail what the supervisor is
doing that employees perceive to be effective, a potential consequence
of supervisory behavior.

This is still a Level 2 (Learning) objective, although the customer is
live. The participant is being observed, so the performance might not
mirror what would happen in an unobserved scenario. Actual job
behavior is needed at Level 3.

While this is a Level 3 objective, it lacks specificity. What type of meet-
ings? How will necessity of a meeting be defined? What time frame is
attached to this objective?

Chapter 7—What’s Wrong With These Impact Objectives?

1.

This lacks specificity in terms of the amount of the increase and the
time in which it should occur. The amount of increase could be left
vague if individual objectives are set for all those involved in the proj-
ect.

This is vague and perhaps misleading. What exactly is the leadership
profile? If it is leadership behavior, it is more appropriately a Level 3
objective and may be measured by a feedback instrument, such as a
360-degree feedback process. If it is the perceived effectiveness of the
leadership team, then it alludes to a Level 4 objective, but it is too
vague to measure. Specificity is needed.
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3. This is a misleading objective. If capability is defined as the knowledge
and skills of employees, then this is a Level 2 (Learning) measure.
All the learning that has occurred in the project collectively increases
the capability of the organization. If the objective reflects what the
employee does with the capability, then the objective represents Level
3 (Application). If the intent is to measure the consequences of that
application, then the objective should reflect this intended impact—
Level 4 (Impact).

4. Two objectives are combined. Neither objective is clear. Specificity is
lacking in terms of the amount of decrease and the time in which the
improvement should occur.

5. This is more than likely a Level 3 objective. More definition is needed
for user performance profile. If the profile suggests how individuals
are performing, it becomes a Level 3 measure. If it also includes conse-
quences, such as error rates and productivity, then it is Level 4, as well.
It is best to separate the objectives. Again, they need to be specific.

6. This objective is Level 3 (Application). The word implementation
usually means the process is being used, people are involved and are
working on projects, actions are on schedule, teams are being trained,
and so forth. Also, implementation should reflect a time requirement.
If implementation also means having success with a cost savings in
green-belt and black-belt projects, then it is an impact objective. The
key is to define the implementation measure.

7. Again, this is vague. Effectiveness should be defined. Most definitions
would focus effectiveness on Level 3—employees are performing in
a particular way. However, if effectiveness is defined as the impact
employees are having in their work units, then it would be pushed to
Level 4. The key is definition.

8. The meaning of efficiency needs clarification, as it has many differ-
ent definitions. Is it time based, such as how quickly things are being
done? Is it per-person based, such as how much is accomplished per
employee? Or is it merely the cost of something? Definitions are criti-
cal.

9. This is a Level 1 (Reaction) objective, not a consequence. There could
be a fine line of interpretation. A consequence of the project would
be, “As a result of this project, the workforce perceives the technol-
ogy function as highly valuable.” The consequence is that employees
have changed their perception of the function. Merely measuring the
perception of a project in terms of its success is measuring a reaction.
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Matching Objectives
with Evaluation

Instructions

Take this simple test to check your knowledge about the different levels of
objectives. Indicate the level of evaluation corresponding to each objective
in the list. Each objective begins with the statement, “After completing this
program or project, participants should do the following.” So, have a go, and
see how well you know the levels. We’ll review responses afterward. Use the
corresponding numbers below for your answers:

1. Reaction

2. Learning

3. Application

4. Impact

5. Return-on-Investment
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Table B.1: Quiz: Identify the Level of Objective

Objective Level

After completing this program or project, participants
should:

1. Improve work group productivity by 20 percent in six
months.

2. Initiate at least three cost-reduction projects in 15 days.

3. Achieve an average cost reduction of $20,000 per
project in six months.

4. Increase the use of counseling skills in 90 percent of
situations where work habits are unacceptable.

5. Achieve a 2:1 benefit-cost ratio (BCR) one year after the
new gain-sharing program is implemented.

6. Identify the five critical steps an employee must take to
access and use the employee assistance plan.

7. Increase the external customer satisfaction index by 25
percent in three months.

8. Address customer complaints with a five-step process in
95 percent of complaint situations.

9. Not have an adverse reaction to the absenteeism policy
within 90 days of implementation.

10. Achieve a leadership-simulation score average of 75 out
of a possible 100 in three weeks.

11. Conduct a performance review meeting with direct
reports within two weeks to establish performance
improvement goals.

12. Provide a 4 out of 5 rating on the appropriateness of a
new ethics policy.

13. Decrease the time to recruit engineers from 35 days to
20 days in six months.
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14.

15.

16.

17.
18.

19.

20.

Complete all the steps on the action plans in three
months.

Perceive the flextime schedule to be useful (70 percent
“yes”).

Be involved in a career enhancement program at a rate
of 15 percent of non-managerial staff.

Decrease the amount of time to complete a project.

Achieve a post-test score increase of 30 percent over
pre-test.

Use new software daily as reflected in an 80 percent
score of an unscheduled audit of use in three weeks.

Submit ideas or suggestions for improvement in the first
year (10 percent target).

Responses to Quiz

1.

Improve work group productivity by 20 percent in six months (4).
This is an impact objective, clearly showing the consequences of doing
something different in the work unit. That different approach, process,
or application of new skills or knowledge has improved productivity.
Initiate at least three cost-reduction projects in 15 days (3). This objec-
tive represents action. Participants have initiated projects, but have not
completed them. The projects will take several months to complete,
and the fact that they are not yet complete means this is not an impact
objective.

Achieve an average cost reduction of $20,000 per project in six months
(4). This is an impact objective and is connected to the previous objec-
tive. It is the consequence of completing the project. The previous
objective focused on getting participants to take action, while this one
speaks to the consequences of that action.

Increase the use of counseling skills in 90 percent of situations where
work habits are unacceptable (3). This use of skills represents applica-
tion. Participants are applying what was learned in a basic supervisory
skill-building program.
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10.

11.

12.

13.

Achieve a 2:1 benefit-cost ratio (BCR) one year after the new gain-
sharing program is implemented (5). This is ROI. The BCR is one way
to show benefits versus costs. Incidentally, a 2:1 BCR is a 100 percent
ROI, as detailed in chapter 8.

Identify the five critical steps an employee must take to access and use
the employee assistance plan (2). This learning objective indicates what
employees must learn or know to make the plan work for them.
Increase the external customer satisfaction index by 25 percent in
three months (4). This is an impact objective—a consequence of doing
something different with customers that results in a higher degree of
satisfaction.

Address customer complaints with a five-step process in 95 percent of
complaint situations (3). This application objective indicates use of a
particular process. The objective involves a criterion as well.

Not have an adverse reaction to the absenteeism policy within 90 days
of implementation (1). In this case, it’s important for the reaction to be
at least neutral, if not positive. The key is to avoid a negative reaction
when changing current policies or practices. Employees might perceive
a loss of control or a loss of freedom they previously had. The focus of
this reaction objective is keeping attitudes in check.

Achieve a leadership-simulation score average of 75 out of a possible
100 in three weeks (2). This is a learning objective. Simulation repli-
cates a process, task, or procedure and measures the extent to which
participants know how to do something. Consequently, a simulation
score measures knowledge or skills gained.

Conduct a performance review meeting with direct reports within two
weeks to establish performance improvement goals (3). This applica-
tion objective is part of a performance management system introduced
through a formal session where supervisors and managers learned how
to set performance improvement goals. These supervisors were required
to conduct the review meeting with direct reports, with action items
and goals posted online in the performance management system.
Provide a 4 out of 5 rating on the appropriateness of a new ethics
policy (1). This objective focuses on reaction to the policy. The concern
is that employees should perceive that the actions taken to address eth-
ics are appropriate.

Decrease the time to recruit engineers from 35 days to 20 days in six
months (4). This is an impact objective, a consequence of changing
the recruiting process. Essentially, we are trying something different
(Level 3) and, consequently, the recruiting time decreases.



14.

15.

16.

17.

18.

19.

20.

MATCHING OBJECTIVES WITH EVALUATION 145

Complete all the steps on the action plans in three months (3). This is
an application objective, as the steps must be completed. Sometimes
action plans do contain impact consequences and can actually be
involved at both Level 3 and 4 objectives; but, not knowing that, the
most appropriate response would be 3, application.

Perceive the flextime schedule to be useful (70 percent “yes”) (1). This
is a reaction objective, as individuals react to the new flex system.
When these types of systems are implemented, it is important for par-
ticipants to perceive them as useful to them personally.

Be involved in a career enhancement program at a rate of 15 percent
of non-managerial staff (3). This is a voluntary career enhancement
program where participants have a choice to be involved. If they want
to be involved, they must complete an assessment, plan a career devel-
opment program, and work on the process until it is completed.
Decrease the amount of time to complete a project (4). This impact
objective reflects a consequence of applying a different process in the
project management scenario. It could involve implementing software,
conducting project management training, or establishing a project
management office. One of the consequences of the new process after
it is implemented and applied (Level 3) is that project management
time decreases (Level 4).

Achieve a post-test score increase of 30 percent over pre-test (2). This
is a bit tricky, but normally it would represent a learning objective. Pre-
and post-testing usually measure learning; however, pre/post data can
be developed at Levels 1, 2, 3, or 4. At Level 3, for instance, we could
have pre/post measures on changes in skills. For example, a classic way
to measure leadership development skills is a 360-degree feedback pro-
cess, where behavioral data is taken from a variety of sources and inte-
grated for a composite rating. This process could be conducted prior to
a leadership development program as a pre-assessment and conducted
three months after the program for a post-assessment. The pre/post
difference shows a change in behavior; hence, it reflects application.
Use new software daily as reflected in an 80 percent score of an
unscheduled audit of use in three weeks (3). This objective is an appli-
cation objective dealing with actual use of the software. In this situ-
ation, an appointed person will come to the workplace and audit the
use of the software by examining routine work and developing user
profiles. This is an assessment of application of the software.

Submit ideas or suggestions for improvement in the first year (10
percent target) (3). During the launch of this employee suggestion pro-



146 APPENDIX B

gram, employees are introduced to the program (measure reaction),
they learn how to submit suggestions (measure learning), and then
they submit suggestions (application). If the suggestion is accepted, any
cost savings are realized, and an impact is realized. The goal is to have
10 percent of employees submit suggestions.

We hope you find that you have mastered the ability to create objectives.
They are powerful and necessary and ensure programs and projects are posi-
tioned to achieve results!



APPENDIX C

Beyond Learning Objectives:
Make Them Measurable,
Results-Driven, and Linked to
the Bottom Line

An Interactive Workshop from the ROI Institute Inc.

Description

One of the best ways to transform your present approach to developing
objectives to developing more powerful, specific, and results-based objec-
tives is to participate in a one-day workshop offered by the ROI Institute.
This workshop, conducted by the authors of this book or other senior
members of the ROI Institute, will focus on the hands-on application with
practice sessions to learn how to develop all levels of objectives. The specific

topics covered are

> the importance of objectives—how they make a difference
> the origin of objectives—who, what, when, where, and how
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vV V.V V¥V V¥V V¥V V V

developing input objectives

developing reaction objectives

developing learning objectives

developing application objectives

developing impact objectives

developing ROI objectives

making it work routinely—getting into the habit
next steps.

Workshop Objectives

After being involved in the workshop, participations should

>
>
>

perceive the workshop as valuable to their current work
view the workshop as important to their projects
see the material as practical in use.

After completing the workshop, participants should be able to

>

describe the importance of objectives to various stakeholder groups,
including clients

uncover the precise objectives from those individuals who understand
the project most

construct objectives at each of the levels given a detailed description and
documentation of the project.

After completing the workshop and returning to the workplace, partici-

pants

>

>

should

develop input, reaction, learning, and application objectives for at least
70 percent of new projects and programs

develop impact objectives for at least 30 percent of new projects and
programs

develop ROI objectives for at least 10 percent of new projects and pro-
grams

use the objectives to drive results from the project.

After completing the workshop and at the end of six months

>
>
>

programs and projects will achieve increased results
participants will be motivated to drive results
the relationships with various stakeholders will improve.
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The materials for the workshop includes a 50-page workbook containing
tips, techniques, exercises, case studies, and practice opportunities; a copy
of the book Beyond Learning Objectives: Make Them Measurable, Results-
Driven, and Linked to the Bottom Line, and an additional case study.
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