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Measuring ROI in Effective
Meeting Skills

A Telecommunications Equipment Manufacturer

Patricia Pulliam Phillips

Abstract

Long, meaningless meetings can seriously-smpair workplace pro-
ductivity. This case study presents the betiefits that can be achieved
by reducing the length of meetings the number of meetings, and
the number of meeting participants. The program evaluated is a
two-day workshop intended t» teach managers, supervisors, and
project leaders skills in planning, managing, and facilitating the
meeting process. A 1iceds assessment, which included dialogue
between the Chief Learning Officer and the President of Manufac-
turing, led to the identification of application and business impact
measures. Pre-program data were collected using a meeting profile
worksheet, and post-program data were collected using a compre-
hensive questionnaire. Participant estimates were used to isolate
the effects of the workshop on the time savings resulting from
less time in meetings, fewer meetings, and fewer people attending
meetings. Standard values of time (salary and benefits) were used

Note: This case was prepared to serve as a basis for discussion rather than to
illustrate either effective or ineffective administrative and management practices.
All names, dates, places, and organizations have been disguised at the request of
the authors or organization. A modified version of this case study previously was
published In ROI at Work: Effective Meeting Skills (J.J. Phillips & P.P. Phillips.
Alexandria, VA: ASTD, 2005, pp. 103—123).
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to convert data to monetary values. Fully loaded program costs
were developed.

Program Need

TechnoTel Corporation is a maker of telecommunications equip-
ment. Although the firm has twenty-two locations, this case study
takes place in Frankfurt, Germany. A needs assessment target-
ing managerial and supervisory competencies revealed a lack of
effective meeting skills, including the ability to prepare.-conduct,
facilitate, and follow up on meetings. This needs asscscment was
initiated by a conversation between the Chief Learning Officer
(CLO) and the President of Manufacturing in Frenkfurt.

The President of manufacturing explained to the CLO his
concerns that the learning function placed-too much emphasis on
activity. An example of his observatiori was presented in a meeting
with the CEO during which the~ LO reminded executives how
many programs the learning fun-tion was developing. He explained
to her that in manufacturirg the focus is on efficiencies—building
more with less while imjroving quality.

PRESIDENZ . In' the manufacturing division we focus on
efficiencies—building more with less, as well as ensuring quality.
We recognize that, while the organization is doing well economi-
cally, there has to be some way to manage our resources. We want
to make sure that we are getting the most for the investments we

make, even when we make them in our people.

But, I look around and I see waste—time being one of the biggest

waste factors. Meetings and training appear to be unproductive.

For example, my managers and supervisors, as good as they
are technically, cannot run an effective meeting. They invite
everyone they can think of, with half of the participants sitting
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around looking at their watches, checking BlackBerries, or con-
figuring process design models. Once the meeting is underway,
there is no structure and no agenda. The meetings invariably run
over the time allotted. On top of this, there is a meeting on
everything. My team spends more time meeting than any other
group only to leave the meetings and do nothing as a result of
them.

His concern was the time wasted in meetings. According to the

president, there were:

e Too many meetings.
® Too many people attending the meetings:

® Meetings were too long.

He explained his concern that tinte in meetings meant money
wasted and productivity lacking. W/1.iie no definitive dollar amount
was known, it was estimated thatthe cost of lost productivity due
to time wasted was in thechundreds of thousands in U.S. dollars
per year.

The conversatién sct the stage for further investigation as to
why so many meerings were being held, why too many people
were attendino tiie meetings, and why the meetings were too long.
With clear instructions not to disrupt productivity any more than
necessary, the president agreed to allow the CLO to delve deeper
into the cause of the meeting problem by asking some of his staff.
Three focus groups, each including eight managers, supervisors,
project leaders, and/or employees who participate in meetings on a
routine basis, would be conducted to find the cause of the business
problems identified by the president.

Focus Groups

Prior to the focus group selection, the president initiated a commu-

niqué explaining that the learning function was in the process of
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helping him identify the cause of so many meetings in the division.
[t was also communicated that if a cause was identified, consider-
ation would be given to a variety of solutions. The decision as to
which solution would be made was based on cost and convenience,
as well as potential effectiveness.

Each focus group was scheduled at the plant for a maximum of
two hours. Participants were randomly selected from 150 managers,
supervisors, and project leaders, along with the employees at large,
to participate in the focus group, then randomly assigned to the
focus group in which they would participate. In some cases a
person identified to participate in the focus group pracess would
have a conflict and could not participate at the desigriated time.
When this occurred, they would swap their tinie with someone
scheduled for a more convenient time slor. Ir. those few cases
when a selected participant was unwilling;a new participant was
selected.

The focus group was very structiied, focusing specifically on the
cause of each of the business proclems identified by the president.
Each business problem was written on separate pages on a flip chart.
Each focus group participant was given a stack of large Post-it®
Notes.

The facilitator explained the purpose of the focus groups, then
flipped the page.0x the flip chart to the first business problem:

® There are too many meetings.
Each participant was given approximately two minutes to com-
ment on this issue. Then the facilitator wrote a question on a

second flip chart:

e What is happening or not happening on the job that
is causing there to be too many meetings’
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Focus group participants were asked to write their observations
on the Post-it Notes, one per note. Then the facilitator would ask
them to post their observations on the flip chart. The facilitator,
along with participants, organized the responses into meaningful
categories and discussed them to ensure clarity in the meaning of
the observations.

The facilitator then wrote another question on the flip chart:

e What knowledge, skills, or information are needed in
order to change what is happening or not happening on
the job that is causing there to be too many meetitigs?

Again, the focus group participants wrote tf=ir answers on the
Post-it Notes and the facilitator placed theia ¢n the flip chart. The
responses were again categorized.

A final question was written on thi=-lip chart:

e How best can the knowiedge, skills, and information
identified be presented so that they will change what is
happening or not Lappening on the job that is causing
there to be toe many meetings?

Once again, participants provided their responses, and the
responses were grouped into meaningful categories. This process of
identifying job performance needs, learning needs, and preferences
for acquiring knowledge was repeated for each of the other two
business needs.

The facilitator, with the help of the CLO, reviewed the findings
and developed a summary table that was presented to the president
along with the proposed solution. Table 1.1 presents the summary
of the focus group results.
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Solution

The summary of needs and a proposed two-day workshop were
presented to the president. Program objectives suggest that upon
completion of the workshop, participants would have:

e The tools and techniques to prepare, conduct, and fol-
low up on meetings

¢ An understanding of the human dynamics of meet-

ings

e Strategies for participating in or leading meetings more
effectively

In addition to these program outputs. participation in the
program was expected to lead to shortet ineetings, fewer meetings,
and fewer participants attending nicetings.

Program Design

To meet the identificd objectives, the two-day Effective Meeting
Skills workshop.iticluded a variety of knowledge-based exercises
as well as skili-based practices and tasks. Figure 1.1 presents the
complete outline for the program.

To assist the transfer of skills to the job, a brief action plan
was required so that participants could identify specific new and
enhanced behaviors and track their progress as they conduct future
meetings. Although an important part of the program, the action
plan was used primarily to assist participants in their tracking actual
use of knowledge and skills.

Along with the action plan, a meeting profile was designed into
the program to capture the current level and cost of meetings. It
also provided baseline data for comparing improvements resulting
from the program. Figure 1.2 presents the meeting profile.

—p—
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Figure 1.1. Outlitie for the Effective Meetings Program
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. Meeting activity profile completed by participants
. Definition for an effective meeting

. Ciriteria for effective meetings

. Causes behind ineffective meetings

. Tips for conducting effective meetings

. Determine purpose

. Recognize the type of meeting

. Arrange seating appropriately

. Set the agenda

. Assemble a set of all appropriate attendees
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. Establish ground rules
¢. Bring closure and plan follow-up

. Skill practices

. Key roles in meetings

. Meeting tasks

. The human function in meetings
10.
11.
12.
13.
14.
15.
16.
17.
18.
19.

Debriefing model

Brainstorming

Decision making

Encouraging participation
Handling group dynamies
Dealing with difficult paiicipants
Providing feedbacl

Handling conflict

Meeting simuiictions/exercises
Action. plan requirements

Philips_c01_3 01/09/07 8

Current Meeting Activity (Month Before Program)

Number of meetings chaired each month

Average number of individuals attending each meeting each month

Average length of time for each meeting (in hours)

Total Time Consumed in Meetings (A x B x C)

Average hourly compensation of attendees (salary plus benefits)

Total Meeting Costs (D x E)

mm g 0w

Figure 1.2. Meeting Profile
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Target Audience

While the target audience would include all managers, supervisors,
and project leaders throughout TechnoTel, the more immedi-
ate need was in the Manufacturing Division. The president was
interested in conducting the program for 150 of his managers.
However, due to the concern about productivity interruption and
the president’s skepticism toward another training program, he
wanted to ensure that the investment was achieving some return.
He committed to allow three groups of twenty-four participants
to be targeted for a comprehensive evaluation. Understanding
that the benefits of the program would be reparizd for only
the seventy-two participants and that the programi costs would
reflect only the costs of the seventy-two participants, the president
saw value in the process and wanted (onfidence that train-
ing was more than an activity. He 2t35-made it clear that the
value returned should exceed the investment being made in the
program.

Evaluation Need

The nature of the-business and the president’s interest in account-
ability led the president to request a comprehensive evaluation
of the program. Not only was he interested in whether the pro-
gram resulted in reduced meetings and fewer participants, but he
expressed interest in whether the benefits of his putting his people
through the program exceeded the costs.

The president’s desire to ensure a positive return on his invest-
ment, as well as the corporate learning department’s desire to
gather data to improve the program overall, led the learning staff’s
plan of a comprehensive evaluation. Therefore the learning staff
implemented the ROI Methodology in its entirety.
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Evaluation Methodology
The ROI Methodology (Phillips, 2003) had been integrated into

TechnoTel’s corporate learning function two years prior to the
launch of the Effective Meeting Skills program. TechnoTel has
successfully sustained the use of this process because it:

e Reports a balanced set of measures
¢ Follows a methodical step-by-step process

e Adheres to standards and philosophy of maintaining a
conservative approach and credible outcomes

The ROI Methodology categorizes evaluation ‘data into five
levels as shown in Table 1.2. These five levelstell the complete
story of program success. The five levels-Falance economic impact
with measures that address individuals® eerspectives of the program
and success with the transfer of lean ng.

Level 1: Reaction, Satisfaction, and Planned Action

This initial level of evaluation is the most commonly used within
the TechnoTel learning environment. Reaction and satisfaction

Table 1.2. The< Evaluation Framework

Level Measurement Focus
Reaction, Satisfaction, Measures participant satisfaction with the
and Planned Action program and captures planned action
Learning Measures changes in knowledge, skills,
and attitudes
Application and Measures changes in on-the-job behavior
Implementation
Impact Measures changes in critical business
measures
Return-on-Investment Compares the monetary benefits to the
(ROI) costs

—p—
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data are collected using a standard end-of-course questionnaire.
Planned actions are often collected using action plans, how-
ever, a question asking the participants’ intent to use what
they learned is included on the end-of-course questionnaire and
suffices for the planned action measure when action plans are
not used.

The TechnoTel learning environment is interested in a variety
of measures at Level 1, some of which are relevant only to the learn-
ing staff and their efforts to improve the learning process. These
measures address course design and delivery as well as participant
perception of the learning environment. Because matiagement is
interested in potential use of all programs, TechnoTel’s Level 1

evaluation also answers five important questions:

1. Is the program relevant to participants’ jobs?
2. Is the program important to participants’ jobs?

3. Do participants intend to use what they learned in the pro-
gram!

4. Did the program provide participants with new information?

5. Would participants recommend the programs to others?

An acceprable rating, using a 1 to 5 rating scale (1 =Worst
Case; 5=DBest Case), for all TechnoTel courses is 4.0 or above.
Any measures that fall below this rating are flagged and actions are
taken to improve them in future courses.

Level 2: Learning

Participant understanding of the knowledge and skills taught in a
program is imperative to their ability to change behavior. Learning
measurement at TechnoTel takes place during the program through
a variety of techniques such as tests, facilitator assessment, peer
assessment, self-assessment, observation, and reflective thinking

—p—
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with documentation. The questions that TechnoTel strives to
answer when measuring learning are:

1. Do participants understand what they are supposed to do and
how to do it?

2. Are participants confident to apply their newly acquired
knowledge and skills when they leave the classroom?

Level 3: Application and Implementation

For many programs, TechnoTel’s supervisors and minagers are
interested in what participants do with what they learn. When this
is the case, programs are evaluated at Level 2-using a variety of
techniques including self-administered questionnaires, 360-degree
feedback, observations, focus groups, and.intérviews. Because there
is more to learning transfer than jusi actending the program or
course, it is important to TechntTel to gather data related to
how the organizational system' (management, technology, and so
forth) supports the transfer.¢f iraining. With these considerations,
three basic questions are¢-z2nswered at Level 3 for some TechnoTel
learning initiatives:

1. How much tiave participants changed their approach, behav-
ior, or performance?

2. If they are applying their knowledge and skills, what is sup-
porting their effort?

3. If they are not applying their knowledge and skills, why not?

Level 4: Impact

For many programs TechnoTel is interested in impact on output,
quality, cost, and time-measures. For these programs, the organi-
zation may also want to know how programs influence customer

—p—
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satisfaction and employee satisfaction—measures that are critical
to organizational success but not monetized and only tracked using
corporate metrics. The ultimate question answered at Level 4 is,
“So what?” By answering this basic question, stakeholders gain an
understanding of the consequences of participant application of
newly acquired knowledge and/or still.

Level 5: ROI

This final measure of success answers the question: “Do the mone-
tary benefits of the program exceed the costs?”

For some programs, the organization is not interested in calcu-
lating ROI. But for programs that are costly or high profile, that
drive business impact, or that are of particular ificerest to manage-
ment, ROl is important. A standard ROI targeror 25 percent is set
for programs being evaluated to this level. This represents a slightly
higher ROI than the ROI being actieved by other investments
made by TechnoTel.

The balanced set of measuses that is yielded by answering
the key questions posed af cach level of evaluation provides
TechnoTel’s corporate dearning department a complete story of
program success. Through this story, the department not only
improves the imiisdiate learning process, but also enhances how
the system as.« wiicle works to ensure successful transfer of learning
and the achievement of desired outcomes. TechnoTel uses all of
this information in combination with the ROI metric to determine
if a program is a wise investment—either alone or in comparison
to alternative programs that may yield similar outcomes.

Step-by-Step Process

The ten steps in the ROI Methodology constitute a methodical
process to evaluation. As shown in Figure 1.3, the evaluation
process begins with identifying program objectives and evaluation
planning. From there, execution requires that data be collected
and analyzed before developing a final report.

—p—
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Data-Collection Procedures

A pragmatic approach to data collection was taken for the eval-
uation of the Effective Meeting Skills program. Because the cost
of the program (as will be described in a later section) was not
excessive, the corporate learning department staff determined that
the prudent approach for this particular evaluation would be to
keep the cost low while ensuring credible results. The data collec-
tion process began with a review of the objectives and measures of
success, identification of the appropriate data collection methods
and the most credible sources of data, and a determinacion of the
timing of data collection.

Program Objectives and Measures

The needs assessment identified the knowledge and skill defi-
ciencies that kept managers from conducting effective meetings.
Through the needs assessment procéss @nd the design of the Effec-
tive Meeting Skills program, speci&c outputs were defined, as well
as specific impact measures that would result if participants applied
their newly acquired knowisdge and skills. Measures of success at
Level 1 are standard (4.0 out of 5.0), as is the measure of success
at Level 5 (25 percent); measures of success for the other levels of
evaluation wer¢ dependent on the program or the client expecta-
tions. In thil case, the president of the division implementing the
workshop was interested in improvement in the impact measures;
even though he did not specify what improvement he was looking
for, he did indicate by his request that the benefits should exceed
the cost of the program. Therefore, the improvement must be
such that when converted to monetary value a positive ROI was
achieved. Table 1.3 summarizes the program’s objectives and the

measures used to determine success.

Data Collection Methods

Data were collected for this evaluation using multiple methods:

end-of-course questionnaire, action plans, meeting profile, written

—p—
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Table 1.3.
Meeting Skills Program

Philips_c01_3  01/09/07

Objectives and Measures of Success for the Effective

Broad Objectives

Measures

Satisfaction Positive reaction and planned

Objectives action with the knowledge and
skills presented in the course
Planned action
Learning Ability to identify the extent and
Objectives cost of meetings

Ability to identify positives,
negatives, and implications of
basic meeting issues and
dynamics

Acquisition of effective meeting
behaviors

Application Use of effective mesting

Objectives behaviors
Barriers toapnlication
Enabiersio application
Impact Shorter meetings
Objectives

Fewer meetings
Fewer meeting participants
Other benefits related to

improvement in productivity

ROI 25%

Ranking of 4 out of 5 on:

e Relevance

e [mportance

® Intent to use

e New information

e Recommendation to
others

Three different actions to be taken
when returning to thé jab from
each participant

Given cost guidelinss, determine the
cost of last tlirce meetings

From a lis- ot 50 positive and
negat‘ve meeting behaviors,
~orrectly identify the implications
of each behavior

Demonstrate appropriate responses
to eight of ten active role play
scenarios

Reported changes in behavior toward
planning and conducting meetings

Number and variety of barriers
identified

Number and variety of enablers
identified

Reported time savings

Reported time savings

Reported time savings

Reported times savings, cost savings,
output improvement, quality
improvement project turnaround,

etc.

16
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test, skills practice observation, and a follow-up questionnaire.
The successful meeting profile was designed into the program
(see Figure 1.2). It was used at the beginning of the program to
capture the current level and costs of meetings. When completed,
this exercise showed participants how much time they spent in
meetings and the overall cost of meetings. These data served as
baseline for comparing improvements identified in the follow-up
questionnaire. The written test measured the improvements in
knowledge of basic issues and meeting dynamics, and skill practices
measured success in using effective meeting skills.

The action plan was an important part of understanding how
participants applied what they learned when they returned to
the job; however, the follow-up questionnairé was the primary
data collection method for Level 3 and Level 5 follow-up data.
Figure 1.4 presents the follow-up questioniizire.

Because of their desire to limit th® cost of the evaluation, the
corporate learning department stait-decided on the most feasi-
ble methods for data collectiory. (Cost data were developed using
company records. Table 1.4 summarizes the other data collection
methods.

Data Sources

Data source s<lection is a critical step in data collection in that
the source drives the credibility and validity of the study. Who
knows best about the measures being taken? The primary source
of data for the effective meeting skills evaluation was the par-
ticipants. The managers and project leaders participating in the
workshop know the extent to which they apply their knowledge
and skills; they are the people who plan and lead the meetings; they
are the people who recognize the cost of too many unproductive
meetings (they are the ones calling the meetings). Although it
may have been valuable to administer surveys to the professional
staff participating in the meetings, this step would have added
additional cost to the data collection process. The information

—p—
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Are you currently in a people management role/capacity? Yes [0 No O

1. Listed below are the objectives of the Effective Meetings program. After reflecting on this pro-

gram, please indicate the degree of success in meeting the objectives:

As a result of this program, Failed Limited | Generally | Completely
participants will have: Success | Successful | Successful
a. the tools and techniques to prepare for,
) O O O O

conduct, and follow up on meetings.
b. an understanding of the human

an undenvanding O | o| O O

ynamics of meetings

c. strategies to participate in and lead O O 0 0

meetings more effectively

2. Did you develop and implement an on-the-job action plan for Effective Meetiro.? Yes O No O

If yes, please describe the nature and outcome of the plan. If not, explain why:

w

. Please rate, on a scale of 1 to 5, the relevance of each of«t> program elements to your job, with

(1) indicating no relevance and (5) indicating very i-levant.

AV

a. Interactive Activities

b. Groups Discussions

c. Networking Opportunities

d. Reading Materials/Video

Oggigwe
Oggig) e«
oojgig -

Ogggg|e«

DDDDD‘

O O O

e. Program Content

4. Have you used tive written materials since you participated in the program? Yes 0 No O

Please explain.

5. Please indicate the degree to which you have changed the use of the following items/actions/

behaviors enhanced as a result of your participation in Effective Meetings:

Very No
No Little | Some |Significant| Much | Opportunity
Change | Change | Change | Change | Change | to Use Skill

a. Participating Effectively O O [l [l O [

in Meetings

b. Avoiding Meetings Unless O O O (| O [

They Are Necessary

Figure 1.4. Effective Meeting Skills Follow-Up Impact Questionnaire

18
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¢. Minimizing the Number
of Participants Attend-
ing Meetings

[oN

Setting Objectives for
Meetings

a.

e. Developing an Agenda
for Each Meeting

f. Controlling Time of Meetings

¢. Enhancing Participant Sat-
isfaction in Meetings

h. Arranging the Meeting Site
for Maximum Effectiveness

. Scheduling the Optimum
Time for Meetings

. Communicating the Ground
Rules for Meetings

k. Assigning Appropriate Roles
for Meeting Participants

. Reaching Consensus in Meet-
ings When Appropriate

m. Listening Actively to Meet-
ing Participants

n. Encouraging Participa-
tion in Meetings

Oo/oO|o|o|bo|jo|bo|jooa| ol o

0. Using Brainstorming in Meet-
ings When Appropriate

p. Dealing with Difficult Meet-
ing Participants

I I I O

|
us

oo oo gooo|oq-

q. Providing Feedback to Meet-
ing Participants

=
I

,1
|

. Handling Conflict in Meating

s. Keeping the Meeting
on Focus

. Accomplishing Mi=et
ing Objective:

-

u. Evaluating the Meet-
ing Process

v. Implementing Action Plans

oo ojg | oojg o DII_‘llj oo|o(o|o|ojoo) ol o
oo oo oo/ oyo|o I:‘IEI o go({g|o|gijoo, ol o
OOl olo| goo|lo|o|o|o|o|ormio|o|o|opolol] gl O
oo oo oojoy/oyo|jo|jo|jo|jo|jojo|jbo|jbooo g o

oo Ojg | 0o

Planning a Follow-
Up Activity

W

=

6. List the five Effective Meeting behaviors or skills you have used most frequently as a result of the

program.

Figure 1.4. (Continued)
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1.

10.

1.

13.

What has changed about your meeting activity profile as a result of this program? (Fewer meetings,

fewer participants, shorter meetings, etc.)

. Please estimate the following monthly time-saving measures. Use the most recent month com-

pared to the month before attending this program. Provide only improvements directly related to

this program and only when the time saved is used productively.

O Number of meetings avoided each month with improved

planning and analysis
Average time saved per meeting per month (in hours)

Average number of participants reduced per meeting

per month — N

. What level of confidence do you place on the above estimations? (O percei.c == No Confidence,

100 percent = Certainty)
percent

Please identify any specific accomplishments/improvements tiiat you can link to this program (on-

time schedules, project completion, response times, bettc: Cecisions, more ideas from group, etc.)

What specific value in U.S. dollars cai, be attributed to the above accomplishments/improve-
ments? Use first-year values only. While this is a difficult question, try to think of specific ways
in which the above improverarits can be converted to monetary units. Along with the monetary

value, please indicate the bais of your calculation.

Basis Ta\

. What level of confidence do you place on the above estimations?

(0 percent = No Confidence, 100 percent = Certainty)
percent

Other factors often influence improvements in performance. Please indicate the percent of the

above improvement that is related directly to this program.
percent

Please explain.

Figure 1.4. (Continued)
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14. Do you think the Effective Meetings program represented a good investment for TechnoTel?
Yes O No O

Please explain.

Was it a good investment of your time?
Yes 0 No O

Please explain.

15. Indicate the extent to which you think the Effective Meetings program has influenced each of

these measures in your work unit, department, or business unit:

No Some Moderate | Significant | Very Much
Influence | Influence | Influence | Influence Influence
a. Productivity O O O i O
b. Customer Response Time O O O

c. Cost Control

O

d. Employee Satisfaction

e. Customer Satisfaction

Oog|o|d
oygjog

f. Quality _'—

g. Other O i O

lolololo
mi iy

ojog oo o

|

16. What barriers, if any, have you encouner:d that have prevented you from using skills or knowl-

edge gained in this program. Pledse =xplain, if possible.

17. What enablers, if arly, ar€ present to help you use the skills or knowledge gained from this pro-
gram? Please e'lain.

18. What additional benefits have been derived from this program?

19. What specific suggestions do you have for improving this program?

20. Other comments:

Figure 1.4. (Continued)
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Table 1.4. Data Collection Methods

Barriers/
Level I Level2 Level3 Enablers Level4 Costs

End-of-Course X

Questionnaire
Meeting Profile X
Written Test X
Skill Practice X

Observation
Action Plan X X
Questionnaire X X X
Company Records X

they would have provided would have heer. valuable, but the
perceived value of their input did not appear to outweigh the time
and cost involved in collecting and anal zing the additional data.
[t was decided that the participants would serve as the source of
data for this evaluation.

While the program was intended to be implemented to all 150
managers and supervisors; the president agreed to allow seventy-two
people (three groups) t participate initially in the evaluation.
This limitation weeld save cost and time of evaluation and would
provide the presiderit the data he needed to make a fair assessment
of the success of the program. The evaluation results would be
based on benefits dervied from the seventy-two and the costs of
training those seventy-two.

Data Collection Timing

When conducting a comprehensive evaluation such as that com-
pleted for the Effective Meeting Skills workshop, data is collected
at two different timeframes: Levels 1 and 2 data are collected during
the program, and Levels 3 and 4 data are collected after participants
have had time to apply knowledge and skills on a routine basis. It
was determined that, given the type of skills being developed in the

—p—
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Effective Meeting Skills program and the numerous opportunities
managers have to apply the skills, three months would be ample
time for the acquired skills to be internalized and produce results.
Therefore, three months after completing the program, participants
would receive the follow-up questionnaire.

Figure 1.5 presents the complete data collection plan. The
corporate learning staff presented the data collection plan and the
ROI analysis plan (described in the next section) to the division
president for concurrence prior to execution.

Success with Data Collection

A data collection administration strategy is importai:t {or ensuring
that the appropriate amount of data is provided. In the case of
the Effective Meeting Skills workshop, the acmiristrative strategy
consisted of four primary actions:

1. The evaluation strategy was yresented at the beginning of the
program.

2. The facilitators reinferced the need for participants to respond
to the follow-up questionnaire at the end of the program.

3. The division vresident signed a letter that was distributed
three days prior to the questionnaires being mailed.

4. The questionnaire did not require that participants include
their names or other demographic information; therefore,

respondents remained anonymous.

All participants responded to the Level 1 and 2 evaluations; the
follow-up for Levels 3 and 4 proved to be challenging, however.
The overall response rate was 67 percent (forty-eight respondents),
which was satisfactory to the evaluation team and the division
president. Unfortunately, only 43 percent (thirty-one respondents)
of the participants provided useable data on Questions 8, and 9 (see
Figure 1.4). These two questions were directly related to follow-up

—p—
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on the impact measures. With the understanding that the results
would reflect only that which occurred for those responding, the
division president was satisfied with the response rate.

Data Analysis Procedures

Data analysis comprises five key steps, each of which was carefully
considered during the evaluation of this workshop:

Isolating the effects of the program
Converting data to monetary value
Tabulating fully loaded costs

Identifying intangible benefits

DU B W NN

Comparing the monetary benefits tothe costs

Isolating the Effects of the Prograin

This step of the ROI Methodolegy answers the question, “How
do you know it was your piogiam that influenced the measures?”
Isolating the effects of th=yrogram considers all other variables that
may have influenced iiiiprovement in specific measures of success
for a program. Fotiof the ten potential techniques were considered
for the Effective Wieeting Skills workshop: control group, trend line
analysis, forecasting, and participant estimations.

Because only seventy-two of the 150 were being evaluated,
it was first suggested that a control group arrangement could be
used to isolate the effects of the program. The thought was that
those managers and supervisors not participating in the evaluation
process could serve as the control group. After much deliberation,
however, it was agreed that it would be difficult to maintain the
integrity of the experiment and it would be disruptive.

Participants completed a meeting profile during the program
to determine the time, frequency, and participation of meetings,
along with the costs. To collect similar data from the control group,

—p—
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its members would have to complete meeting profiles as well. This
would not only contribute to the contamination of the experiment,
but would require additional work for the control group members.
[t was important to the division president to keep the evaluation
low key by not requiring too much additional work and by not
disrupting the organization. For these reasons, the control group
arrangement was eliminated as an option.

Historical data were not available for the primary measure (time
savings), so trend line analysis and forecasting were inappropriate
as well. The only remaining option was the use of participant
estimations for isolating the effects of the workshop o 'thie three
impact measures: shorter meetings, reduced number ot meetings,

and fewer participants attending meetings.

Converting Data to Monetary Value

When moving from Level 4 to Level 5 evaluation, this step is the
most critical because it determines iiie numerator (top number)
in the ROI equation. Ten technigues to convert data to monetary
value are possible. For this evaluation, however, the technique
was apparent. As the outcome measures were all time related, the
standard value of haurly compensation (salary plus benefits) for
the participant chairing the meeting, as well as those attending
the meeting; was used. If other business measures improved due
to the programs, they would be converted to money using partici-
pant estimates unless standard values were available.

Tabulating Fully Loaded Costs

To calculate ROI, it is imperative to use the fully loaded costs
of the program. Costs categories for the Effective Meeting Skills

workshop were:

e Needs assessment (facilitator time, participant time,
materials, refreshments)

—p—
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e Program fee (facilitator costs, materials, program design
and development)

e Travel, lodging, meals
e Facilities

e DParticipants’ salaries and benefits for their time in the
classroom

e Evaluation costs

Identifying Intangible Benefits

Intangible benefits are any unplanned benefits.aerived from the
program or any benefits not converted to-monetary value. There
were many intangible benefits of the. Effective Meeting Skills
workshop, which will be listed in the Evaluation Results section
that follows.

Calculating ROI

The ROI equation.cotapares net benefits (earnings) to the program
costs (investmenit). It can be reported as a BCR by comparing
the benefitst¢ the program costs. ROl is well-used within the
TechnoTel organization. Managers and professionals recognize the
acronym for what it is; therefore, to ensure that the corporate
learning department speaks the same language as the business, the
following equation is used to report ROI:

Benefits
BCR = ————
Costs
ROI — Net Program Benefits 100

Costs

A 25 percent ROI target is standard for most programs being
evaluated at this level. Because of the nature of the program, the
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evaluation team and the division president believed this to be a
conservative target.

Figure 1.6 presents the completed ROI analysis plan. As in
the case of the data collection plan, the ROI analysis plan was
presented to the division president prior to implementing the
evaluation. The division president concurred with the plan.

The ROI Methodology used for evaluating the Effective Meet-
ing Skills program adhered to a set of operating standards or guiding
principles, as presented in Table 1.5. These Twelve Guiding Prin-
ciples keep the process consistent and conservative.

Evaluation Results

The results of the study indicated that the pregran: was successful.
Participants enjoyed the workshop, but; “éven more important,
they saw it as relevant and useful. Parucipants quickly grasped
the ability to define meeting costs and began implementing the
new knowledge and skills. Although there were some barriers
to application, they were minimal. From the perspective of the
division president, however, the impact on time spent in meetings
was significant; the investment returned positive results.

Level 1: Reaction.Satisfaction, and Planned Action

Level 1 objectives included reaction and satisfaction measures
important to improving facilitation, content, and materials. The
key measures of interest, however, addressed issues indicating intent
to use, including three defined actions to be taken upon return to
the job. The measure of success was a minimum score of 4.0 out
of 5.0. Results were successful in regard to relevance, importance,
intent to use, and willingness to recommend the workshop to
others. Only one measure (new information) fell below the 4.0
target. This was anticipated, in that most of the concepts were
familiar, but the packaging and tools provided a new perspective
on the familiar topics.

Philips_c01_3 01/09/07 28
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Table 1.5. Twelve Guiding Principles of ROI

1. When conducting a higher-level evaluation, collect data at
lower levels.
2. When planning a higher-level evaluation, the previous level
of evaluation is not required to be comprehensive.
3. When collecting and analyzing data, use only the most
credible sources.
4. When analyzing data, select the most conservative
alternative for calculations.
5. Use at least one method to isolate the effects of a project.
6. If no improvement data are available for a population or frem a spe-
cific source, assume that little or no improvement has oceurred.
7. Adjust estimates of improvement for potential errort o' estimation.
8. Avoid use of extreme data items and unsupported :laims
when calculating ROI.
9. Use only the first year of annual benefits in-XOI analysis of
short-term solutions.
10. Fully load all costs of a solution, wr¢ject, or program when
analyzing ROL
11. Intangible measures are defined as measures that are purposely
not converted to monetary values.
12. Communicate the restlts of ROI Methodology to all key
stakeholders.

The participants listed three defined actions they planned to
take when returning to the job. The most noted action was
implementing the meeting activity profile as a routine tool when
reflecting on meetings each month. Also, participants indicated
they would follow the seven steps to conducting an effective
meeting as listed in the program outline (see Figure 1.1).

Level 2: Learning

Level 2 objectives suggested that participants should be able to:

e [dentify the extent and cost of meetings
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e Identify positives, negatives, and implications of basic
meeting issues and dynamics

e Acquire effective meeting behaviors

The meeting profile identifying costs of meetings was success-
fully completed by participants. They felt comfortable with the
tool and indicated the ability to complete similar items during
the follow-up. A simple multiple-choice test was administered to
ensure that participants understood the basic issue of meetings.
The average score the test was a 92 out of a possible 100.

Exercises and skill practice indicated that parficipants were
equipped with the knowledge and skills to successtully conduct
meetings while reducing the cost of meetings by conducting
shorter meetings, fewer meetings, and including fewer meeting
participants.

Level 3: Application and Implementation

The follow-up evaluation (s Figure 1.4) took place three months
after the workshop. Questicns 4, 5, 6, 16, and 17 related to appli-
cation of knowledge and skills. The fundamental question with
regard to application: was Question 5, which assessed how much
participants hzaciranged their approach to planning and conduct-
ing meetings using the knowledge and skills they learned from the
workshop. Table 1.6 summarizes the degree of change in behavior
that occurred. For the most part, participants did change their
meeting practices; some measures, however, indicated that little
change occurred in some areas. Providing feedback to meeting
participants (item Q), evaluating the meeting process (item U),
and planning follow-up activity (item W) appeared to be the least
used skills.

Examining the barriers (Question 16) to the use of the knowl-
edge and skills learned in the workshop shed some light on the
reasons why there was less change in some areas than in others.
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The most often cited barrier was time. Some participants indicated
they did not have the time to evaluate the success of the meeting or
follow up with meeting participants; however, others indicated that
both of these actions were a valuable part of the meeting process.

Enabling factors (Question 17) supported the use of meeting
skills learned in the workshop. The most often cited enabling factors
were the job aids and materials participants took with them from
the course. The workbook was cited as being the most valuable tool.
Some participants indicated that senior management’s interest in
the tools and the workshop encouraged them to take the application
of what they learned seriously.

Level 4: Impact

The intended outcomes of the Effective Meeting Skills workshop
were shorter meetings, fewer meetings, aiid fewer meeting partic-
ipants. Other measures of improvem¢ni were of interest, but the
president was specifically interestet in the payoff of the program
with respect to these measures. byapplying the knowledge and skills
learned in the workshop, imrrovement in these three time-related
measures did occur. Figute 1.7 presents a comparison of the original
meeting profile data ¢cbrained from participants during the program
to the average past-program data. The average amounts taken from
Question 8 ar= subtracted from the average pre-program data to get
the average post-program data. Only thirty-one participants (43
percent) responded to Questions 8 and 9; the average confidence
in the estimates for the group responding was 81 percent. The
figure shows that the intended outcomes (reduction in the number
of meetings, less time spent in meetings, and fewer participants
attending meetings) were achieved as a result of the program.
Other measures improved as a result of the program as well.
Respondents indicated improvement in overall productivity and
quality of the meetings, and six managers placed monetary values
on these measures. However, the monetary payoff of the program
is based on the time savings from the above measures. The other
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Average Average
Current Meeting Activity Pre-Program Post-Program
(Month Before Program) Data Data
Number of meetings chaired each A 6.5 5.2
month
Average number of individuals B 1.2 5.1
attending each meeting each
month
Average length of time for each C 2.6 1.7
meeting (in hours)
Total Time Consumed in D 121.68 45.1

Meetings (A x B x C)

Averaged Responses to Question 8 (Follow-Up Questionnaite)
Meetings Avoided
Estimate of number of meetings avoided 1.3
each month
Shorter Meetings

Estimate of average time saved per meeting 0.9
(in hours)
Reduced Number of Participants in Mcet ngs
Estimate of number of participants zeduced for 2.1
each meeting
Number completing programs 72 (three groups)
Number of questionnaires Xzrurned 48 (67 percent)
Number of questionnaire: with usable data for 31 (43 percent)

Questions 8 ara 9

Average value ¢ confidence level from Question 9 81 percent

Figure 1.7. Improvement in Time Spent on Meetings

measures were reported as “other benefits” because they were not

as credible as the time savings.

Level 5: ROI
The ROI for the Effective Meeting Skills workshop was calculated

based on time savings. To calculate the ROI, improvement in time
savings due to shorter meetings, fewer meetings, and fewer meeting
participants were converted to monetary value and then compared

to the costs of the program.
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The data conversion technique used was a standard value of time,

which equates to average hourly compensation of attendees plus

the benefits factor of 32 percent. The average hourly cost of an

attendee was calculated to be $31. As shown in Figure 1.8, an

average monthly savings in meeting costs based on the three

measures was $2,373.98. This amount represents the difference in

pre-program costs ($3,772.08) and post-program costs ($1,398.10).

Average Avcrage

Current Meeting Activity Pre-Program Post Program

(Month Before Program) Data yJ)ata

Number of meetings chaired each 6.5 5.2
month

Average number of individuals 1.2 5.1
attending each meeting each
month

Average length of time for each ~ 2.6 1.7
meeting (in hours)

Total Time Consumed in 121.68 45.1
Meetings (A x B x C)

Average hourly compensatiot o $31.00 $31.00
attendees (salary plus benefits)

Total Meeting Costs (D' x E) $3,772.08 $1,398.10

Meetings Avoided

Estimate of nuniverof mettings 1.3 G
avoided each month

Shorter Meetings

Estimate of average time saved per 0.9 H
meeting (in hours)

Reduced Participants in Meetings

Estimate of number of participants 2.1 I
reduced for each meeting

Total Savings

Monthly Meeting Savings $2,373.98 ]
(Pre—Post Costs)

Annual Savings (J x 12) $28,487.76 K

Figure 1.8. Monetary Benefits of Time Savings
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The ROI is an annual value, and the division president wanted to
see a payoff within the first year. The savings were annualized using
this monthly average, yielding a monetary benefit of $28,487.76
for one participant.

To calculate the full benefits of the program, the monthly
value was multiplied by the number of participants who provided
useable data (thirty-one); the confidence adjustment was also
considered (81 percent). The full value of the Effective Meeting
Skills workshop was: ($28,487.76 x 31) x 0.81 = $715,327.65

Fully Loaded Costs

Program costs included the program fee, which incorperated mate-
rials and facilitator costs; travel, lodging, and meais‘or participants;
facilities; participants’ time in the workshop: {salaries and bene-
fits); and evaluation costs. The needs.assessment of $5,000 was
also included. However, since the program was intended to go
out to the entire 150 managers axd sdapervisors, these costs were
prorated over the number of pecrie attending the program, and
calculated only for the seven&y-two in the evaluation. Even though
the benefits were calculéied only for those responding, program
costs accounted for ali participant costs. The fully loaded costs of
the Effective Meeting Skills workshop are shown in Table 1.7.

The returp-on-investing in the Effective Meeting Skills work-
shop was 470 percent, as shown by the calculation below.

$715,327.65
BCR —_ W —_ 5-7~1

$715,327.65 — $125,408 o
ROI = $125.408 x 100 = 470%

The ROI told the division president that for every dollar spent
on the workshop, TechnoTel received $4.70 after costs. On the
surface, the ROI seemed high in comparison to other investments.
But because the division president knew the value of time and
knew how much time had been wasted in meetings in the past,

—p—
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Table 1.7. Costs Used in the ROI Calculation for the Effective
Meeting Skills Workshop

Item Calculation Cost

Needs Assessment $5,000 prorated over 150 participants $2,400

Program Fee $800 per participant x 72 $57,600
Travel, Lodging, Meals $245 x 72 $17,640
Facilities $190 x 6% $1,140
Participant Time $219 perday x 1.32 x 2 x 72)** $41,628
Evaluation Costs $5,000

Total Costs $125,408

*Facilities cost $190 per day; the workshop required two days ¢nd was offered
to three groups.

**Participant time includes average salaries of $219 per-day-inultiplied by the
benefits factor of 32 percent. Each participant was in the vorkshop for two days;
the cost accounts for all seventy-two participants.

the ROI calculation was believable: The evaluation team had been
diligent in advising the division‘przsident of the evaluation process
and keeping him abreast of itie findings, thereby enhancing the
credibility of the ROI precess.

Intangible Benefits

The financial impact to TechnoTel was an important outcome of
the evaluation. However, other important outcomes occurred as
well. Along with improvement in overall productivity and quality
of meetings, employees and their supervisors in TechnoTel were
becoming happier in the work setting due to the reduction in waste-
ful meetings. The groups who had attended the Effective Meeting
Skills workshop took the process seriously and had a keen desire to
improve their meeting process; therefore, tools were being imple-
mented. This also helped improve customer satisfaction—both
external and internal customers. Respondents to the evaluation
reported being more accessible and more focused on customer

concerns.
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An interesting unexpected benefit of the program was that
the division president began using the meeting profile worksheet
as a tool to manage the cost of his own meetings. He asked
that his senior leaders do the same. The tool has become a time
management tool throughout this division of TechnoTel.

Communication Strategy

The success of the ROI study at TechnoTel can be attributed to
the continuous communication throughout the process. From the
outset, the division president was kept informed of thé nrogress
with the study. He was involved in the planning stags and data
collection. As results at Levels 3 and 4 began 1elling in, the
evaluation team kept him informed. Once the studyv was completed
and the division president was aware of /tie results, the senior
management team participated in a en=-hour briefing. Because
there were several new senior manager; who were unfamiliar with
the evaluation practice at TechnoTel, a full presentation was
conducted. The presentation ¢anics included:

Need for effective tneetings

Program design

Need {orevaluation

Evaluation methodology

Evaluation results

At the end of the presentation, each person received a copy of
the complete report, as well as a summary copy.

Based on the questions and the response to the presentation,
the senior management saw the evaluation process as credible.
Even more important, they saw the value of the Effective Meeting
Skills workshop and asked that the program be implemented in
other areas of TechnoTel.
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Lessons Learned

Regardless of the number of evaluation studies conducted, there
are always lessons to learn. Because the evaluation team thought
there was an understanding of the evaluation process, they did not
spend enough time explaining Questions 8 and 9. Had they done
a better job covering those questions on the questionnaire, they
might have achieved a greater response rate.

Because evaluation is routine at TechnoTel, the questionnaire
administration strategy seemed appropriate. However, with only a
67 percent response rate, there was room for improvement.

Questions for Discussion

1. Was the president justified in asking 0: a comprehensive
evaluation of an effective meetinzs skills workshop?

2. How could the needs assessment have been improved?

3. What steps could have Eesn taken to ensure a higher response
rate, especially for Quettions 7, 8, and 9 on the questionnaire?

4. How credible 4re the time savings data?

5. How would you have approached the evaluation strategy for

the Effective Meeting Skills workshop?
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