Value Creation

* We are accountability, evaluation, and measurement thought leaders.
* We work across industries and sectors to help all professionals achieve
success.

Using ROI Thinking: How to Prove
Program Effectiveness in the

Public Sector

ROI Methodology

* We developed the ROI Methodology as a comprehensive
@ system to measure the success of any type of endeavor.
* The methodology is the most used evaluation system in the
world because it's a credible, CEO-friendly, and is a user-
centered process.

Patti P. Phillips, Ph.D., CEO, ROl Institute, Inc. ,
Jack J. Phillips, Ph.D., Chairman, ROI Institute, Inc. i ‘ k‘
\ ANl ‘l

INVEST IN
PEOPLE

Training Excellence
* We have trained more than 50,000 managers and professionals.
* Almost 20,000 individuals have participated in
ROl Certification.
Patti P. Phillips, Ph.D., and Jack J. Phillips, Ph.D.
Co-Founders, ROl Institute, Inc.

* Top 50 Coaches in the World
* 2022 ATD Thought Leader Award Recipients

ROI INSTITUTE"

The ROI Methodology' Resources

in 12 Easy Steps
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The,
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forL earnin

Objectives

After attending this session, participants should be able to:

SCAN ME
* Describe the need for ROl and cost-benefit analysis.
Using ROI Thinking: How to Prove * Identify the five levels of outcomes from any project or program.
Program Effectiveness in the ; . ’ "
Public Sector « Design projects and programs to deliver a positive ROL.
1d Jack J. Phillips, Ph.D. Patt P Phiios, PO, CEO, RO i P "
. J e « Use ROI thinking to radically change the success of governments.

HDO

Plan next steps.
ROlsrure

The Value Chain
Poll: Why are you interested in oo s p—

ROI? (Select all that apply.) o ’

i 1 Reaction  *Relevance, Engaging, *Important, Useful, 100%
Almost always measured g “New Content, *Intent to Use,

“Recommend to Others

OTop executives are requiring impact and ROI.

)

Qi have pressure to justify my budget. U%md 2 Learning Empp“fd Facts, Contacts, Skill, 0%
Q1 will need to demonstrate more value in the future. pascble Awgmn Use of content, Frequency of Use, Success o
. - ) fren measured with Use, Barriers, Enablers
Q1 want to show increased accountability for our expenditures. o v £t
.
Q1 want to explore new techniques to measure program success. s
— e o impact  Productivity, Time, Quality, Costs, Image, 10%
Sometimes measured Reputation, Engagement, Compliance
2% ooy s ROl BenefitCost Rato or Return on 5%

RUREEDS Investment, Expressed as a Percent
Rarely measured

: I —)
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What is ROI? For Govern ments:
Issues — Real or Imagined?
Program Benefits
BCR =

Program Costs * No profits — no ROI? CASS R. SUNSTEIN

« Lack of alignment +ECOST-=

BEN =

RO = Program Benefits — Program Costs %100 « Absence of hard data ‘ §

Program Costs * Too much politics -2

* Multiple ROI perspectives =

7 8
Examples of Hard Data Characteristics of
Hard Data
* Objectively based

£

Easy to measure and quantity

Output Quality Relatively easy to assigh monetary

values

Common measures of organizational
performance

Very credible with management

Examples of Soft Data Characteristics of

Soft Data
& 1)

Employee Client Service | Image/Reputation
Development/
Advancement ‘

Subjectively based in many cases

Difficult to measure and quantify,
directly

Difficult to assign monetary values

Less credible as a performance
measure

&

Work climate/ Leadership Initiative/Innovation
Satisfaction

Usually behaviorally oriented
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Serious Performance Challenges

ROI History Select each statement that you
think is true. (select all that apply.)

200-year history
Dominant method to measure results (HBR)

QOMost learning and development is not applied.

An imprecise measure ) ) i
- QThe learning outcome desired by top leaders is rarely measured.
Should never be used alone to make decisions

It's a common concept QMost learning providers do not have data showing that they make

a difference in the organization.
QOMost executives see learning as a cost and not an investment.

OMost executives view hard skills more valuable than soft skills.

14

What Top Leaders Want

*Benchmarking Percentages

Measures iy Siroul Importance Meiz‘:rmem
Measure Measure 2 u Level Recor:mended gect **Benchmarking %

Inputs and Indicators 94% 86% rograms

Efficiency 78% 82% 7 ONInDut 100% 100%
Reaction 53% 22% 8 1 Reaction 100% 80%
Learning 32% 28% 5 2 Learning 80-90% 70%
Application 11% 61% 4 3 Application 30% 49%
Impact 8% 96% 1 4 Impact 10% 37%

ROI 4% 74% 2 5 ROl 5% 18%
Awards 40% 44% 3

*Percentage of programs evaluated at each level each year

**Benchmarking 2020

ROI Institute and ATD research show that the data CEOs receive are not demonstrating what

they want out of their talent investment. (N=96)

Cost of the program
ROI Facts

Implemented in over 70 countries

Linkage of program to operational goals and issues

C ha ra cte r] St | CS Importance of program to strategic objectives - Most used evaluation system in the world
« Endorsed by the United Nations with a UN General Assembly
Of P rog ra ms <" Top executive interest in the evaluation resolution in 2008

Endorsed by 30 federal governments
Used by over 300 healthcare systems
Used by over 150 colleges and universities

Suitable for
Impact & ROI

@, Visibility of the program

R izeloilaieedatdienes Used by three-fourths of Fortune 500 organizations

Investment of time required

17 18
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. Fear of Outcome

Too Difficult

Barriers to % Too Costly
Impact and ROI

Time Consuming

1 No One is Asking

Poll: If you had a credible evaluation at
all five levels of your most important

programs, what would it mean to you?
(Check all that apply).

Q My team would be happy.

Q 1 would have more support for this program.
Q This would help keep funding for the program.
Q My relationship with the sponsor will improve.
Q 1 will know what worked and what didn’t work.
[m]

Other

19
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The ROI Methodology® Process Model

Designing for the Delivery of Business Results

PLAN THE EVALUATION COLLECT DATA ANALYZE DATA
Captu of
LeveL 1:ReAcTion Program

it Mattor:Jif Make it Stck:
s Design for
and

i

[E——r—

OPTIMIZE RESULTS

The ROI Methodology® Process Model

Designing for the Delivery of Business Results

4 PLAN THE EVALUATION 1 COLLECT DATA OPTIMIZE RESULTS

ANALYZE DATA

[Make it Feasibe:

‘Select the Right

Solution thel
Program

[ —————
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The ROI Methodology® Process Model

Designing for the Delivery of Business Results

COLLECT DATA

PLAN THE EVALUATION 1 ANALYZE DATA

\

=
! I

w___./

e —)

OPTIMIZE RESULTS

The ROI Methodology® Process Model

Designing for the Delivery of Business Results

PLAN THE EVALUATION COLLECT DATA ANALYZE DATA

Caplure Cosis o
LEVEL 1: REACTION LevELS: Program

i
i)

e —
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Many organizations in KSA are using ROI to

The ROI Methodology® Process Model
show the value of what th*

Designing for the Delivery of Business Results

— e Oil and Gas Government Foundations
e I RESULTS \ * Aramco * Institute of Public Administration * Princess Alanoud Foundation
PLAN THE EVALUATION ANALYZE DATA « Healthcare Leadership Academy
I eacron - Telcom « National eLearning Center Universities
AND PLANNED ASTON._ apPuCATION | « Saudi Telecom Company + Riyadh Airport « Princess Nourah University
« Ministry of Education * Taif University
Banks * Qassim University

N Ministry of Finance N N >
*+ Saudi National Bank * King Khalid University

Ministry of Culture and Information
Ministry of Commerce and
Investment

* Ministry of Labor and Social
Development

LeveL 2 LearuiNG Make it Crocible:
Identiy Intangii

Hospitals
* KAMC
* Ministry of Health

Restaurants
* Herfy

wemeseerns N,

[ r——) 2
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Q

Program Design

* Two days
classroom learning
with action plans

Leadership Development

Leading for Change

Listens intently to

in the Middle East

© O

Clearly

* Coaching
* Review Videos
* Networking

Open to new ideas

* Eight 15-minute
Communicate ! eLearning modules
communicates

expectations.

Has the flexibility

team members.

@ )

Provides safety

and approaches.

D

Create a feeling of

often and openly.

Involves all team

Evaluate three groups (48)

succeeding and for trial and error.

failing together.

members in key issues, to change opinions.

27 28

1. Start with Why—Align to Business Measures 3. Expect Success

Data, discussion, benchmarking led to business
measures. Voluntary turnover, transfers,

* Definition of success: Impact (business measures)
* Objectives developed for reaction, learning,

Leading

for Change

absenteeism, time savings, job engagement, other
measures
* Each manager selected two measures (KPls)

Feasible—Select the Solution

* The leaders (participants) made the connection.

® ROl Institute, Inc. All Rights Reserved.

Info@roiinstitute.net

application, and impact
* Objectives provided to all with the
request: Design to application and impact




Leading
or Change

Leading
for Change

Leading
for Change

4. Make it Matter — Reaction

This program is

* Important to our mission. 4.2
* Important to me. 4.6
* Something | will use. 49

* Something | will recommend to others. 4.0

* (Ratings based on a five-point scale)
1= not at all, 2= some, 3= average amount,
4= significant amount, 5= very significant amount

5. Make it Stick — Application Extent  Succe

of use of use
+ Communicate often and openly. 43 4.4
« Clearly communicate expectations. 4.2 43
« Open up to new ideas and approaches. 43 43
« Listen intently to team members. 3.9 42
« Involve all team members in key issues. 41 4.0
« Be flexible to change opinions. 32 39
« Create a feeling of succeeding and failing 3.4 4.1

together.

« Provide safety for trial and error. 35 38

* (Ratings based on a five-point scale)
For extent of use: 1= not at all, 2= some, 3= average amount, 4=
significant amount, 5= very significant amount

For success of use: 1= not at all, 2= some, 3= average amount, 4=
significant amount, 5= very significant amount

Step 7. Make it Credible: Convert Data to Money

* Voluntary Turnover — HR provided (150% of annual pay)

* Transfers — HR provided (SAR 40,000)

* Absenteeism — Payroll provided (SAR 1063.7 per absence)

* Time Savings — Payroll provided an average hourly rate
(SAR 144)

* Others — Varies

* Total Monetary Value — One year of benefits

Leading

for Change

Leading
for Change

4. Make it Matter — Learning

Iam competent to:

« Communicate often and openly. 42
« Clearly communicate expectations. 41
« Open up to new ideas and approaches. 39
« Listen intently to team members. 4.0
« Involve all team members in key issues. 41
« Be flexible to change opinions. 39
« Creating a feeling of succeeding and 3.8

failing together
« Provide safety for trial and error 3.9

* (Ratings based on a five-point scale)
1= not at all, 2= some, 3= average amount, 4= significant
amount, 5= very significant amount.

+ Facilitators observed each participant using each

Step 6. Make it Credible: Isolate the Effects of

the Program

« Explored: experimental versus control group
* Tried: trend line analysis
* Used: estimates from participants adjusted for error

Monetary Calculations From

Action Plans

% Participants

Claiming

Voluntary

Turnovers FIED
Transfers 54% (26)
Time Savings 42% (20)
Absenteeism 38% (18)

# Prevented

Annually

14

9
3680

198

. R

SAR 300,000 SAR 4,200,000 65% 72% SAR 1,915,600
SAR 40,000  SAR 360,000 43% 76% SAR 117,648

SAR144  SAR 529,920 72% 81% SAR 309,049
SAR 1063.7 SAR 210,618 37% 73% SAR 56,888

Total = SAR 2,399,185

® ROl Institute, Inc. All Rights Reserved.
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Step 8. Make it Credible: Identify Intangible

Benefits
Teamwork 4.8
. Innovation 4.7
Lead l ng Compassion 4.6
Job Satisfaction 4.6
or Change Engagement 4.5
Quality of Work 4.5
Trust 4.4
Collaboration 4.2
Stress 39

Step 9. Make it Credible: Capture Costs* of Program

Needs assessment (prorated) 1,500
Research/Development costs (prorated) 3,750
Production costs (prorated) 1,875
Salaries/benefits facilitation 112,500
Salaries/benefits coordination 54,000
Salaries/benefits participation 498,600
Coaching 378,000
Travel and lodging 355,680
Facilities 6,750
Evaluation (internal and external) 41,250
Prorated over life of program = 2,400 managers _
Three groups of 16 managers = 48 managers ISR RS
*Costs listed in SAR

Step 10. Make it Credible: Calculate ROI

Total Monetary Benefits = SAR 2,399,185
Total Costs = SAR 1,453,905

2,399,185
BCR =
1,453,905
2,399,185 - 1,453,905
ROI = x 100 =

1,453,905

Step 11. Tell the Story: Communicate Results to Key
Stakeholders

With numbers and narrative, results were communicated to:
* Executives — face-to-face briefing
* Immediate managers — executive summary
* Participants — infographic with webinar
* Talent development team — full report with webinar

Leading

for Change

® ROl Institute, Inc. All Rights Reserved.
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Step 10. Make it Credible: Calculate ROI

Total Monetary Benefits = SAR 2,399,185
Total Costs = SAR 1,453,905

2,399,185
BCR = =1.65
1,453,905

2,399,185 - 1,453,905 100 - 65%
ROI= 1,453,905 X0 =

Step 12. Optimize Results: Use Black Box Thinking to
Increase Funding

Although the objectives were met, there is always room for
improvement.

Lea d ing « The barriers, enablers, and suggestions are sources for

for Change

making it better.

There may be an opportunity to connect this problem to

other tangible measures of productivity, quality, and

innovation.

This program should not be in jeopardy of funding and enjoy

increased support and commitment based on this study.

* The reputation of talent development was enhanced
because of this study.




et University in KSA
= ﬁ Leadership and Creativity for Performance

Business Need

> Student satisfaction » Time

> Staff satisfaction » Productivity

» Community satisfaction » Engagement

> Quality » University ranking

9 Performance Need
» Open and clear communications
» Decision-making skills
» Creativity and problem solution

° Results

» Quality, productivity, time savings

» First-year monetary benefits: SAR 466,681

» Program costs: SAR 312,260

» ROI: 49%

» Intangibles: Staff satisfaction, student satisfaction,
engagement, university image

Poll: How Often Do
You Align Your
Programs to Impact?

A. Never

B. 1-5% of Programs

C. 6-10% of Programs

D. 11-20% of Programs

E. Over 20% of Programs

Developing Objectives for Each Level

Levels ocl

Defines specific measures of expected reaction to the program as it is

Level 1, Reaction 5
revealed and communicated to the stakeholders

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

Level 2, Learning

Defines specific measures of actions taken that define success with

Level 3, Application - N )
application and implementation of program

Defines the specific impact measures that will change or improve as a

Level 4, Impact i i :
P consequence of the program’s implementation

Defines the minimum return on investment from the program, comparing

Level 5, ROI o .
program costs with monetary benefits from the program

45
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Guiding Principles

When conducting a higher-level evaluation, collect data at lower levels.

When planning a higher-level evaluation, the previous level of evaluation is not required to be comprehensive.

When collecting and analyzing data, use only the most credible sources.
When analyzing data, select the most conservative alternative for calculations.
Use at least one method to isolate the effects of a project.

If no improvement data are available for a population or from a specific source, assume that little or no
improvement has occurred.

Adjust estimates of improvement for potential errors of estimation.
Avoid use of extreme data items and unsupported claims when calculating ROI.

Use only the first year of annual benefits in ROI analysis of short-term solutions.

. Fully load all costs of a solution, project, or program when analyzing ROI.

. Intangible measures are defined as measures that are purposely not converted to monetary values.

. Communicate the results of ROl Methodology to all key stakeholders

"UTE"

Alignment Model

Start Here End Here
Payoff Needs ROI Objectives ROI
Why?
Business Needs \ 4 > Impact Objectives ———— 4 Impact
Performance Needs 3 —— Application Objectives ———»3 Application
Feasible Learning Needs 2 — Learning Objectives — 2 Learning
Solution

Preference Needs 1 ™ Reaction Objectives — 1 Reaction

Input Needs 0~ Input Objectives —» () / Input

Program
Process

Alignment and Forecasting nitiative The ROI Process Model

Make it Credible

Measure Results and Calculate

« Isolating the effects of the program
« Converting Impact data to money

« Identifying intangible benefits
* Tabulating cost of the program
Calculating ROI

47
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C . R | K S k h |d Must be measurable and represent minimum acceptable performance.
ommunicate Results to ey takeholders Fewer objectives are better than many objectives.
Involve subject-matter experts and key stakeholders.

Tell the Story / - . Rules for Objectives

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

Design Thinking Principle 7
A storytelling process to inspire
senior executives

Create stretch objectives, but make sure they are achievable.
Allow for the flexibility to change as conditions change.
Failure is OK; process improvement is the key.

Objectives are tools for progress, not weapons for performance review.

L 0O N VAW NRE

Most objectives should be time-bound.

10. Objectives provide the focus for design, development, implementation, and
evaluation.

49 50

Matching Evaluation Levels with Objectives

After completing this engagement, participants should:

Optimize Results

Use Black Box Thinking to Increase Funding

1. Decrease complaints by 20% in one year. 4

2. Use recognition skills to improve employee retention. 3 Design Thlnking Principle 8

3. Score an average of 70% or better on “How to Give Feedback.” 2 A new competitive Iogic of business strategy
4. Decrease the amount of time required to complete project. 4

5. Perceive the program to be relevant to my job situation (4.5 out of 5). 1

6.  Achieve a 20% ROI one year after implementation of remote work. 5

7. Conduct a proper investigation using the seven-step process in 95% of complaint situations. 3

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

51

Costs versus Investment Perception: The Reality
Perception Actions Cor es

Benefits to Demonstrating
Impact and ROI

* Partnerships are rare
* Influence diminishes

It’s a cost * Reduce it .
. B * Support is lost
* Eliminate it o .
* Funding is curtailed

* Control it

« Funding

« Accountability

- Efficiency

« Program improvement
« Outcome improvement

Executive
Perception of

Programs

* Business partnerships

flourish « Creation and demonstration of value that matters most
\ § « Maintainit | |- Client relationships
ftsan ), Enhance it improve )
invesoment . . [ 2 S ]
* Protect it * Aseat at the table is -— | L
earned

* Funding is easier

53 54
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Be Proactive

@ Review the materials from today’s session.

Share information | learned with a colleague. Remember, when it comes to delivering results:

* Hope is not a strategy.

¢ Luckis not a factor.

Next
Steps

+ Doing nothing is not an option.

@ Register for ROI Boot Camp or ROI Certification.

Change is inevitable.

Leverage ROl Institute's expertise through our . )
Progress is optional.

consulting or coaching services.

@ Schedule a meeting with an ROl team leader.

The ROI Methodology' Resources

in 12 Easy Steps
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SCAN ME

Using ROI Thinking: How to Prove
Program Effectivenessin the

Patricia Pulliam Phillips, PhD: Public Sector

and Jack J. Phllps, Ph.D. & Pa . tn .0, CE0 RO
Jack ) P, .0, Chk

Q. atd

ROIsmrrure

-
Bl
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Questions?

Visit us Online
www.roiinstitute.net

Email Us
Jack@roiinstitute.net
Patti@roiinstitute.net

Connect with Us

in] £I9)
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