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Reporting Results

O nce the data collection and the ROI znalvsis are completed,
the real fun begins. All the results rie=d to be organized into a
report and communicated to appropriate-parties. Preparing for this
final stage of the ROI process recui-es some thought on the fol-
lowing questions. Should the da‘a be used to modify the program,
change the process, show the contribution, justify new programs,
gain additional support. -t build goodwill? How should the data be
presented, and who-should present them? Where should the pre-
sentation take plac=! Who should hear the presentation, and who
should receive a zeport? These and other questions are examined in
this chapte:. 1 he worst course of action is to do nothing with the
data. Communicating the results is as important as achieving them.
This chapter explains how to present evaluation data to different
audiences in both oral and written formats.

The Importance of Communication

Communicating results is a critical issue in the ROI Methodology.
While it is important to communicate results to interested stake-
holders after a program is complete, communication throughout
the program is important as well. A regular flow of information
ensures that necessary adjustments can be made and that all stake-
holders are aware of the successes and issues of the program. There
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are at least five key reasons to be concerned about communicating

results:

1. Measurement and evaluation mean nothing without communication.

Measuring success and collecting evaluation data mean nothing
unless the findings are promptly communicated to the appro-
priate audiences, making them aware of what is occurring and
allowing them to take action if necessary. Commuanication is
necessary so that program results can be put to use quickly and

aggressively.

. Communication is necessary in order to make iprovements. Infor-

mation is collected at different pointsiduring the program pro-
cess. This allows adjustments to betinade to the process along
the way; however, this can hapger. only when the information
is communicated to the apprcpriate audience. Therefore, the
quality and timeliness of “c:mmunication become critical issues
when adjustments or itnprovements are required. Even after a
program is completed, communication is necessary to make sure
that the target ataience fully understands the results and how
the resultsiccuid be used to enhance current or future programs.
Communication is the key to making important adjustments at
all phases of a program.

. Communication is needed in order to explain the contributions of a

program. Explaining the contribution of a program by means of
six major types of measures can be complex. Target audiences
need a thorough explanation of the results—especially business
impact and ROI. The quality of a well-executed communication
strategy—including the techniques, the media, and the overall
process used—will determine the extent to which the audiences
understand the contribution of a program. Communication must
be planned and implemented with the goal of ensuring that the
audiences understand the full impact of the program.



JWSFO17-Phillips

December 7, 2007 15:12

Reporting Results

4. Communication can be a sensitive issue. Communication is a crit-
ical function that can cause major problems if it is mishandled.
Especially when the results of a program are closely linked to
the performance of others or to political issues within an orga-
nization, the communication may upset some individuals and
please others. If certain individuals do not receive the informa-
tion or if it is delivered inconsistently from one group to another,
problems may quickly surface. It is important that the commu-
nication is properly constructed and effectively déiivered to all
the individuals who need the information.

5. Different audiences need different information) " Communication
must be tailored directly to the needs ot iitferent stakeholders.
Planning and effort must be emploved to make sure that each
audience receives all the information it needs, in the proper for-
mat and at the proper time. A single report for all audiences may
not be appropriate. The scope and size of the report, the media
used, and even the tynes-and levels of information included will
vary significantly froni one group to another. In other words, the
makeup of the target audience determines which communica-

tion process'is appropriate.

The preceding reasons indicate why communication is a critical
issue, although its role in a program is often overlooked or under-
estimated. This chapter further explores this important issue and
provides a variety of techniques for effective communication to any

target audience.

Principles of Communicating Results

The skills required to successfully communicate program results are
almost as intricate and sophisticated as those needed to obtain the
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results. The style is as important as the substance. Regardless of
the message, audience, or medium, a few general principles apply.
These general principles are important to the overall success of
the communication effort and should be used as a checklist for the

program team as it disseminates program results.

Timely Communication

As a rule, results should be communicated as soon as they are
known. From a practical standpoint, it may be best o delay the
communication until a convenient time, such as the next gen-
eral management meeting or publication~<f thie next newslet-
ter. The timing of the communication sriould be consciously ad-
dressed. Is the audience ready for the results in light of other
things that have happened or az¢ Currently happening? Does the
audience expect the results? When is the best time to commu-
nicate in order to achieve the maximum effect on the audi-
ence! Do circumstances-dictate a change in the timing of the

communication?

Targeted Cémmunication

Communication will be more effective if it is designed for a par-
ticular group. The message should be specifically tailored to the
interests, needs, and expectations of the target audience.

The program results described in this chapter reflect outcomes
at all levels, including the six types of data discussed in this se-
ries. Some of the data are collected early in a program and are
communicated during the program. Other data are collected after
implementation and communicated in a follow-up study. Thus, the
program results range from early feedback in qualitative terms to
ROl values in varying degrees of quantitative terms. Choices should
be made up front about who needs to see the results and in how
much detail.
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Effective Media Selection

For particular groups, some media may be more effective than oth-
ers. Face-to-face meetings may be better than special bulletins.
A memo distributed exclusively to top management may be more
effective than the company newsletter. The proper method of com-

munication can help improve the effectiveness of the process.

Unbiased Communication

[t is important to make sure that the communicarici: 1s accurate,
credible, and objective, both in fact and in appeararice. Some audi-
ences view these results with great skepticisii: anticipating biased
opinions. Boastful statements may turn it recipients, and as a re-
sult, most of the content is lost on ttvim. Observable, believable
facts carry far more weight than extreine or sensational claims. Al-
though such claims may get tlic audience’s attention, they often
detract from the credibility.of the results.

Consistent Communication

The timing and-coatent of the communication should be consis-
tent with past'piactices. A special communication at an unusual
time may provoke suspicion. Also, if a particular group, such as
top management, regularly receives communication on outcomes,
it should continue receiving that communication—even if the re-
sults are not positive. If some results are omitted, it will leave the

impression that only positive results are being reported.

Testimonials from Respected Individuals

Individuals’ opinions are strongly influenced by other people, par-
ticularly those who are respected and trusted. Testimonials about
program results from individuals who are respected by others in the
organization (particularly the target audience for the communica-
tion) can positively influence the effectiveness of the message. The
credibility of the individual may be related to his or her leadership
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ability, position, special skills, or knowledge. In contrast, a testimo-
nial from an individual who commands little respect and has little

credibility may have a negative impact on the message.

Communication Strategy Shaped by the Audience’s Opinion
of the Program Team

Opinions are difficult to change, and a pre-existing negative opin-
ion of the program team may not change with a simple presentation
of facts. However, communicating the facts may helo strengthen
the opinions held by existing supporters. It helps reinforce their
position and provides a defense when they discuss the program
with others. A team with a high level of ciedibility and respect
may have an easy time communicating resuits. Low credibility can
create problems when trying to be pzrsuasive. Thus, the reputation
of the program team should be 4 consideration when the overall

communication strategy is beingleveloped.

Analysis of the Need for Communication

The specific reasens for communicating program results depend
on the programn, <tie setting, and the unique needs of the sponsor.
Following are the most common reasons:

e To secure approval for a program and allocation of time and
money. The initial communication about a program
presents a proposal, a projected ROI, or other data that
are intended to secure approval for the program. This
communication may not have much data but
anticipates the data to come.

e To gain support for a program and its objectives. Support
from a variety of groups within an organization is
important to the success of a program. Often,
communication is intended to build this support to
allow a program to work successfully.
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e To secure agreement on issues, solutions, and resources. As
a program begins, all who are directly involved must
agree on and understand the important elements and

requirements of the program.

o To build the credibility of a program or a program team.
Early in the process of developing a program, the
audience should understand the approach and reputa-
tion of the program team, the techniques that it will
use, and its expected products. The audience should
understand the commitments that must be made by all

parties as a result of the approach that liie-peen chosen.

e To reinforce program processes. Kev tinagers must sup-
port a program and reinforce the processes used in its
design, development, and detivery. Some communica-
tion is designed to facilitate those processes.

e To drive action for program improvements. Sometimes,
communication'early in the process of creating a
program is designed as a process improvement tool, in
order torer‘ect changes and improvements as needs are
uncoversd and as individuals make suggestions.

e To prepare participants for a program. Those most directly
involved in a program, the participants, must be pre-
pared for the learning, the application of that learning,
and the responsibilities that will be required of them in

order to make the program a success.

o To improve results and obtain quality feedback in the future.
Some communication is designed to update stakeholders
on the status of a program and to influence decisions,
seek support, or communicate events and expectations
to key stakeholders. In addition, it will enhance both
the quality and quantity of information provided in the

future as stakeholders see the feedback cycle in action.
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e To show the complete results of a program. The most

important communication of the program cycle occurs
after data on the results of a program have been col-
lected and analyzed. At this time, the results from all six
types of measures are communicated to the appropriate
individuals so that they have a full understanding of the

success or shortcomings of the program.

e To underscore the importance of measuring results. Seme

individuals need to understand or be convinced of the
importance of measurement and evaluation. They must
be made to see the need for having impoant data on

the measures that matter to the orgeziization.

o To explain the techniques used to ineasure results. The

program sponsor and support ceaff need to understand
the techniques used in measaring the results; they need
to know that a sound-theoretical framework has been
used. In some cases; the techniques may be transferred
internally and used to measure the results of other

programs.

e To stiriuiate participants to become involved in a program.

Ideally, participants will want to be involved in the
program that is being offered. Communication is
designed to pique their interest in the program and

inform them of its importance.

o To stimulate interest in the department or function that

produced a program. Some communications are designed
to create interest in all the products and services offered
by a unit or department, based on the results of current

programs.

e To demonstrate accountability for expenditures. All

individuals involved must understand the need for
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accountability and the approach that the program team
uses to address that need. Communicating these points

helps to ensure accountability for program expenditures.

o To market future programs. Building a database of
successful programs is important. Past successes can be

used to convince others that programs can add value.

Although the preceding list is quite comprehensive. there may
be other reasons for communicating program resulfs:1he specifics
of each situation should be considered when th¢ program team is
developing reports to communicate program-results.

Communication Planning

Planning is also a critical part of < oramunicating the results of major
programs. Planning the communication is important in order to
ensure that each audience receives the proper information at the
right time and that appropriate actions are taken. Three elements
are important in planning the communication of program results:
general communication policies, the communication plan for the
entire prograny, and the communication plan for the impact study.

Communication Policies

Some general policies need to be developed when planning the
communication of program results. Seven questions require atten-
tion as the policies are developed.

1. What will be communicated? The types of information that will
be communicated should be detailed. The six types of data from
the ROI model should be included, and the overall progress of
the program should be described.

2. When will the data be communicated? In all communication, tim-

ing is critical. If adjustments need to be made to the program,

9
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the information should be communicated quickly so that swift
action can be taken.

How will the information be communicated? Different audi-
ences and different organizations prefer different communica-
tion media. For example, some managers prefer written re-
ports, others prefer face-to-face meetings, and still others want
their employees to use electronic communications whenever
possible.

Where will the communication take place? Some stakehalder groups
prefer that communication take place close to thie program spon-
sor; others prefer the central offices. Thetecation can be an
important issue in terms of conveniencc and perception.

Who will communicate the informatioii; Will the program team, an
independent consultant, or an it.dividual from the sponsor’s of-
fice communicate the inforriation? The person communicating
must have credibility so that the information will be believed

and accepted.

Who is the targes audience? Target audiences that should always
receive informiation should be identified as well as others who

will receive iixformation when appropriate.

What specific actions are required or desired? In some cases, when
information is presented no action is needed. In other situations,

changes are desired and sometimes required.

These seven issues should frame the policy that governs com-

munication as a whole.

Communication Plan for the Entire Program

The communication plan for a major program is usually developed

when the program is approved. This plan details how specific infor-

mation will be developed and communicated to various groups, and

it identifies the expected actions that will be taken on the basis of
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the information. In addition, the plan details how the overall results
will be communicated, the time frames for communication, and the
appropriate groups to receive the information. The program team
and the sponsor need to agree on the extent of the detail required
in the communication plan. Additional information on commu-
nication planning for an entire program is provided later in this
chapter.

Communication Plan for the Impact Study

A third element in communicating program sezults is the plan to
present the results of the specific impact stugyv. [ tiis communication
occurs when a major program is completed and the detailed results
are known. Two important issues to address are who should receive
the results and in what form. The ¢sinmunication plan for the final
impact study is more specialized than the plan for the entire pro-
gram. Table 1.1 shows the conimunication plan for the impact study
of a major stress reductien program. Teams had been experiencing
high levels of stress; through numerous activities and behavior
changes broughtabout by the program, stress began to diminish
among the t=atus.

In this case, five communication pieces were developed, each
for a different audience. The complete seventy-five-page report on
the ROI impact study, which served as the historical document
for the program, went to the sponsor, the program team, and the
manager of each of the participant teams involved in the studies.
The executive summary, a much smaller document, went to high-
level executives. A general interest overview and summary, without
the ROI calculation, went to the participants. A general interest
article was developed for company publications, and a brochure was
developed to highlight the success of the program. The brochure
was used to market the same program internally to other teams
and served as additional marketing material for the program team.
The detailed communication plan for the impact study may be

11
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part of the overall communication plan for the project but may be
fine-tuned as the impact study develops.

These plans underscore the importance of organizing the commu-
nication strategy for a program.

Audience Selection

Not everyone in an organization needs to see or hezr the results of a
program. Early in the process, the audiences shouid be chosen and
a decision made about how much information =ach group should
receive. This section details the selecticn process and the criteria
for selecting each audience.

Preliminary Issues

When considering an audictice, ask the following questions about

the members of each graup:

e Are they ifiterested in the program?
e Do tiiey-want to receive the information?

¢ Has someone already made a commitment to them

about receiving the communication?

e Is the timing right for communicating with this
audience?

e Are they familiar with the program?

¢ How would they prefer to receive the results?
¢ Do they know the program team members?

e Are they likely to find the results threatening?

e Which medium will be most convincing to this group?

13
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For each potential target audience, three actions are needed:

1. To the greatest extent possible, the program team should know
and understand the target audience.

2. The program team should find out what information is needed
and why. Each group will have its own needs in relation to
the information desired. Some will want detailed information,
while others will want brief information. Input from others
should be used to help determine what the audience rieeds and
wants.

3. The program team should try to understaid)audience biases.
Some audiences will tend toward a particaiar bias or opinion,
while other audiences will represent a variety of different opin-
ions. Some will quickly support the results, whereas others may
be against them or be neutrai’ 1ne staff should be empathetic
and try to understand differitig views. With this understanding,
communications can be erilored to each group. Understanding
the biases of an audi¢nce is especially critical when an audience
may react negatively to the results.

Basis for Selecting the Audience

The audiences targeted to receive information on results are likely
to be varied in terms of job levels and responsibilities. Determining
which groups will receive a particular communication piece de-
serves careful thought, for problems can arise when a group receives
inappropriate information or when a group is omitted altogether.
A sound basis for audience selection is analysis of the reason for the
communication. Table 1.2 shows common target audiences and the
basis for selecting them.

Perhaps the most important audience is the sponsor—the indi-
vidual or team supporting the ROI study. This individual (or group)
initiates the program, reviews data, and weighs the final assessment
of the effectiveness of the program.
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Table 1.2. Common Target Audiences for Communication of

Program Results

Reason for Communication

Target Audiences

To secure approval for a program
To gain support for a program

To secure agreement on the issues

To build the credibility of a program
To reinforce program processes

To drive action for improvement

To prepare participants for a program
To improve results and the quality of
future feedback

To show the complete results of 2
program

To underscore the importancs o1
measuring results

To explain the techni¢uas used to
measure results

To stimulate participant involvement

To stimulate interest in the functional
unit that produced a program

To demonstrate accountability for
expenditures

To market future programs

Sponsor, top executives
Immediate managers,
team leaders
Participants, team
leaders

Top executives
Immediai2 ‘managers
Spainscr, program team
Tearnleaders
irarticipants

Sponsor

Sponsor, program team
Sponsor, support staff
Participants’ team
leaders

Top executives

All employees

Prospective sponsors

Another important target audience is the senior management

group. This group is responsible for allocating resources to the

program and needs information to help justify expenditures and

gauge the effectiveness of the efforts.

Selected groups of managers (or all managers) are also impor-

tant target audiences. Management’s support and involvement in

15
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the process and the department’s credibility are important to suc-
cess. Effectively communicating program results to management
can increase both support and credibility.

Communicating with the participants’ team leaders or immedi-
ate managers is essential. In many cases, they must encourage the
participants to implement the program. Also, they often support
and reinforce the objectives of the program.

Occasionally, results are communicated in order to encourage
participation in a program, especially if participation.is.voluntary.
In such cases, potential participants are importanttargets for com-
munication.

Participants need feedback on the overall success of the pro-
gram effort. Some individuals may not have been as successful as
others in achieving the desired result{. Communicating the results
puts additional pressure on participants to effectively implement
the program and improve future. results. For those who are already
achieving excellent results the communication will serve as a rein-
forcement of the prograin. Communicating results to participants
is often overlooked: it it sometimes assumed that once the program
is complete, there'is no point in informing them of its success.

The prograny team must receive information about program
results. Those who have designed, developed, facilitated, or imple-
mented a program must be given information on its effectiveness,
whether it is a small program on which the program team receives
a brief update or a large program on which a complete program
team needs detailed feedback. Evaluation information is necessary
so that adjustments can be made if a program is not as effective as
it could be.

An organization’s support staff should receive detailed informa-
tion about the measurement and evaluation process. This group
provides support services to the program team, usually as part of the
same department.

Company employees and stockholders may be less likely targets.

General interest news stories may increase employee respect for a
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program. Goodwill and positive attitudes toward an organization
may also be by-products of communicating program results. Stock-
holders, on the other hand, are more interested in the return on
their investment.

While Table 1.2 shows the most common target audiences,
there may be others within an organization. For instance, manage-
ment or employees could be subdivided into different departments,
divisions, or even subsidiaries of the organization that may have
different reasons to be interested in program results.in « complex
organization, the number of audiences can be large. ‘A a minimum,
we recommend that program results be commuriicated to four target
audiences: the senior management group, the participants’ imme-
diate manager or team leader, the participants, and the program

team.

Development of the Information: The Impact Study

The decision on the type or formal evaluation report to be prepared
will depend on hew: tnuch detail should be presented to the target
audiences. Briefsurnmaries of results with appropriate charts may
be sufficient ‘or'some communication efforts. In other situations,
particularly when significant programs with extensive funding are
involved, the amount of detail in the evaluation report is more
crucial. A complete and comprehensive report on the impact study
may be necessary. This report can then be abridged and tailored
for specific audiences and for different media. The full impact study

should include the major components discussed in this section.

Executive Summary

The executive summary is a brief overview of the entire report, ex-
plaining the basis for the evaluation and the significant conclusions
and recommendations. It is designed for individuals who are too
busy to read a detailed report. It is usually written last but appears
first in the report for easy access.

17
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Background Information

The background information provides a general description of the
program. If applicable, the needs assessment that led to implemen-
tation of the program is summarized. The program is fully described,
including the events that led to the intervention. Other specific
items necessary to provide a full description of the program are in-
cluded. The extent of detailed information depends on the amount
of information that the audience needs.

Objectives

The objectives for both the impact study il the program are
outlined. Sometimes, they are the same, bu: they may be different.
The report details the objectives of the st iy itself so that the reader
can clearly understand the rationale tci the study and how the data
will be used. In addition, specific program objectives are detailed
because they form the basis {or collecting the different levels of
data.

Evaluation Strategy or Methodology

The evaluatica stiategy outlines all the components that make up
the total evaiuation process. The specific purposes of evaluation are
outlined, and the evaluation design and methodology are explained.
The instruments used in data collection are described and presented
as exhibits. Any unusual issues or other useful information related
to the design, timing, and execution of the evaluation are also
included.

Data Collection and Analysis

This section explains the methods used to collect the data. Such
methods were detailed in Data Collection, book two of this se-
ries. The data collected are usually summarized in the report, and
then the methods used to analyze the data are presented, along
with any interpretations that have been made. Among other issues
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covered, isolation and data conversion techniques are presented in
this section.

Program Costs

Program costs are presented in this section of the report. A summary
of the costs, by category, is included. For example, analysis, devel-
opment, implementation, and evaluation costs are recommended
categories for cost presentation. The assumptions made. in devel-
oping and classifying the costs are also discussed in'tt is section.

Reaction and Planned Action

This section details the data collect:zd from key stakeholders,
particularly the participants of ths program, to measure their re-
action to the program and to deterinine what actions they planned
to take following the program. Other input from the sponsor or
managers may be included in order to show their reactions and
their satisfaction with the program.

Learning and Confidence

This section contains a brief summary of the formal and informal
methods that were used to measure learning. The results of those
measurements explain how participants have learned the new pro-
cesses, skills, tasks, procedures, and practices presented in the pro-
gram and describe participants’ confidence in their ability to use or

apply this new knowledge.

Application and Implementation

This section details how the program was implemented and the suc-
cess that the participants experienced in applying their new skills
and knowledge. Implementation issues are addressed, including any
major success or lack of success.

19
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Business Impact

This section explains the business impact measures that were used,
which represent the business needs that initially drove the pro-
gram. The data from these measures show the extent to which
performance changed during implementation of the program.

Return on Investment

This section shows the ROI calculation, along with the benefit-cost
ratio. It compares the value to what was expected and provides an

interpretation of the calculation.

Intangible Measures

This section describes the intangible measures that are directly
linked to the program. Intangib!s iricasures are measures that are not
converted to monetary valucs or included in the ROI calculation.

Barriers and Enablers

Barriers to implémentation—the problems and obstacles that affect
the success o1 the program—are detailed. In addition, enablers—
factors or influences that positively affect the program—are de-
scribed. Barriers and enablers provide insight into what might hin-

der or enhance programs in the future.

Conclusions and Recommendations

This section presents conclusions based on all the results. If appro-
priate, brief explanations of how each conclusion was reached are
presented. A list of recommendations or changes in the program,
if appropriate, is provided, along with brief explanations of each
recommendation. The conclusions and recommendations must be
consistent with one another and with the findings described in the
previous sections of the report.
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Report Development

Exhibit 1.1 shows the table of contents of a typical report on an
ROI evaluation. This format represents an effective, professional
way to present ROI data.

Potential trouble spots need to be observed. This document
reports on the success of a group of employees; therefore, credit
for the success must actually be given to the participants and their
immediate managers. Their performance generated the success, and
that should be made clear in the report.

Another important caution: avoid boasting about the results.
Although the ROI Methodology may be an.accurate and credible
process, it still has some subjective issues! iiuge claims of success
may quickly turn off an audience and'iv reitere with the delivery of
the desired message.

A final issue concerns the strii=ture of the report. The methodol-
ogy should be clearly explaireq; along with any assumptions made
in the analysis. The readet should be able to readily see how the
values were developed and how specific steps were followed to make
the process more coriservative, credible, and accurate. Detailed sta-
tistical analyses st.ould be placed in the appendixes.

Selection of Communication Media

Many options are available to communicate program results. In
addition to the impact study report and macro-level scorecard (dis-
cussed later in this chapter), the most frequently used media are
meetings, interim and progress reports, the organization’s publica-
tions, e-mail, brochures, and case studies. Exhibit 1.2 provides a

summary of the various media used to communicate results.

Meetings

Meetings are fertile ground for communicating program results.
All organizations have meetings. But it is important to choose the
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Exhibit 1.1. Format of an Impact Study Report

VI.

VII.

VIIL

Xl.

XIl.

Executive Summary

General Information

 Background

* Objectives of the Study

Methodology for the Impact Study

* Evaluation Framework

* The ROI Methodology

* Data Collection Strategy

* ROI Analysis Strategy
* Isolating the Effects of the Program
* Converting Data to Monetary Values
* Program Costs

Results: General Information

* Response Profile

* Success with Objectives

Results: Reaction and Plannad

 Data Sources

» Data Summary

* Key Issues

Results: Learning and Confidence

» Data Sources

* Data Stnamiary

* Kelssues

Results: Application and Implementation

 Data Sources

* Data Summary

* Barriers to Application

* Enablers of Application

* Key Issues

Results: Business Impact

* General Comments

* Linkage with Business Measures

* Key Issues

Results: ROI and Its Meaning

Results: Intangible Measures

Conclusions and Recommendations

* Conclusions

* Recommendations

Appendixes

This section builds
credibility for the

procass.

The results from six
measures: Levels 1,
2,3,4,5 and
intangibles tell the
complete story of
program success.
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Exhibit 1.2. Options for Communicating Program Results

Detailed Brief Electronic Mass
Meetings Reports Reports  Reporting Publications
Executives Impact study  Executive  Web site Announcements
summary
Managers Case study Slide E-mail Bulletins
(internal) overview
Stakeholders Case study One-page Blog Newsletters
(external) summary
Staff Major articles Brochure  Video Erief articles

proper context for reporting results. A few éxaiaples illustrate the
variety of meetings, including some thacave listed in Exhibit 1.2,
and indicate how program results cari be worked into the format of
each.

Staff Meetings

Throughout the chain:oi command, staff meetings are held to re-
view progress, discuss-<urrent problems, and distribute information.
These meetingsean be an excellent forum for discussing the results
achieved in #miajor program when it relates to the group’s activities.
Program results can be sent to executives for use in staff meetings,
or a member of the program team can attend the meeting to make
the presentation.

Manager Meetings

Regular meetings of frontline managers are quite common. Typi-
cally, ways to help their work units are discussed. Thus, discussion of
a program and its results can be integrated into the regular meeting
format.

Best-Practice Meetings

Some organizations have best-practice meetings or videoconfer-
ences in order to discuss recent successes and best practices. These

23
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present excellent opportunities to learn about methodologies (such
as those addressed in programs) and to share results.

Business Update Meetings

Some organizations hold a periodic meeting for all members of
management in which the CEO reviews progress and discusses
plans for the coming year. A few highlights of major program results
can be integrated into the CEO’s speech, indicating top executive
interest, commitment, and support. Results are mentioned along
with operating profit, new facilities and equipment, new company
acquisitions, and the coming year’s sales forecast:

Progress Reports

A highly visible way to communicare 1esults is through routine
memos and progress reports. This ticthod is usually used only for
large programs. Published or disseminated via the intranet on a

periodic basis, they usually-have several purposes:

¢ To inform management about the status of a program
e To comnuinicate periodic results achieved in a program

¢ To activate needed changes and improvements

A more subtle reason for progress reports may be to gain addi-
tional support and commitment from the management group and
thus keep a program intact. Progress reports are produced by the
program team and distributed to a select group of managers in the
organization. Format and scope vary considerably. Common topics
include the following:

e Schedule of activities. A schedule of planned steps or
activities should be an integral part of this report. A
brief description of the activities should also be
presented.
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e Reactions from participants. A brief summary of reaction
evaluations in order to report initial success may be
appropriate. Also, brief interviews with participants
might be included.

e Results. A key focus of a progress report is the results
achieved from the program. Significant results that can
be documented should be presented in an easy-to-
understand format. The method (or methods) of
evaluation should be briefly outlined, along with the

measurement data.

o Changes in responsibilities. Occasionally; neople involved
in planning, developing, implemer.ting, or evaluating a
program are reassigned, transferred, or promoted. How
these changes affect responsiviiities and the program

must be communicated.

e Participant spotlight-A section that highlights a
participant can Yecus additional attention on results.
This section provides an opportunity to recognize
outstandlit.a participants who are responsible for
exceilernt results and bring attention to unusual

achievements.

While the items on the preceding list may not be suitable for
every report, they represent topics that should be presented to
the management group. When produced in a professional manner,
progress reports can improve management support and commit-
ment to the effort.

Organizational Publications and Standard
Communication Tools

Toreach a wide audience, the program team can use in-house publi-

cations. Whether a newsletter, magazine, newspaper, or electronic
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file, these media usually reach all employees. The information can
be quite effective if communicated appropriately. The scope should
be limited to general interest articles, announcements, and inter-
views. Following are the types of issues that should be covered in
these publications.

e Program results. Results communicated through these
media must be significant enough to arouse general
interest. For example, a story with the headline-‘Safety
Training Program Helps Produce One Milli¢n Hours
Without a Lost-Time Accident” will carels the attention
of many people because they may hav'e participated in
the program and can appreciate ti>significance of the
results. Reports on the accompiishiments of a small
group of participants may nt create interest unless the
audience can relate to the.accomplishments.

For many progrataimplementations, results are achieved weeks
or even months after the program is completed. Participants need
reinforcement from many sources. If results are communicated to
a general audience, including a participant’s subordinates or peers,
additional pressure to continue with the program or similar ones in
the future occurs.

e Participant recognition. General audience communica-
tion can bring recognition to participants, particularly
those who excel in some aspect of a program. When
participants deliver unusual performance, public

recognition can enhance their self-esteem.

o Human interest stories. Many human interest stories can
come out of major programs. A rigorous program with
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difficult requirements can provide the basis for an
interesting story on participants who implement the
program. In one organization, the editor of the company
newsletter participated in a demanding program and
wrote a stimulating article about what being a partici-
pant was like. The article gave the reader a tour of the
entire program and its effectiveness in terms of the
results achieved. It was an interesting and effective way
to provide information about a challenging

activity.

The benefits are many and the opportinities endless for a pro-
gram team to use in-house publicaticiis and company-wide in-
tranets to let others know about successful programs.

E-Mail and Electronic Medic

Internal and external ‘Web pages on the Internet, company-wide
intranets, and e-mail are excellent vehicles for releasing results,
promoting idezs, and informing employees and other target groups
about results.\E-mail, in particular, provides a virtually instanta-
neous method of communicating with and soliciting responses from
large numbers of people.

Brochures

A brochure might be appropriate for programs that are conducted
on a continuing basis and in which participants have produced ex-
cellent results. A brochure should be attractive and should present
a complete description of a program, with a major section devoted
to results obtained by previous participants, if available. Measur-
able results, reactions from participants, or direct quotes from other
individuals can add spice.

27
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Case Studies

Case studies are an effective way to communicate the results of a
program; thus, it may be useful to develop a few program evalua-
tions in a case study format. A typical case study provides back-
ground information (including the situation or events that led
to the intervention), presents the techniques and strategies used
to develop the study, and highlights the key issues in the pro-
gram. Case studies tell an interesting story of how an evaluation
was developed and the problems and concerns identifiea-along the
way.

Case studies have many additional useful anplications within
an organization. First, they can be used ir+/gioup discussions, dur-
ing which interested individuals can ‘r¢act to the material, offer
different perspectives, and draw coziclusions about approaches or
techniques. Second, the case study.can serve as a self-teaching guide
for individuals who are trying t¢ understand how evaluations are
developed and used withir. the organization. Finally, case studies
provide appropriate recognition for those who were involved in
the evaluation. They recognize the participants who achieved the
results, as well.&s rhe managers who allowed the participants to
be involved in-the program. The case study format has become
one of the most effective ways to learn about program evalua-
tion. Exhibit 1.3 shows the ways in which case studies can be
used.

Exhibit 1.3. Uses of Case Studies

Internal Uses of Case Studies External Publication of Case Studies
Communicate results Provide recognition to participants
Teach others Improve image of functional unit
Build a history Enhance brand of department
Serve as a template Enhance image of organization

Make an impression
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A Case Example

Methods for communicating program results can be creatively com-
bined to fit any situation. Here is an example that uses three ap-
proaches: case study, management meeting, and brochure.

The production unit of a major manufacturing company had
achieved outstanding results through the efforts of a team of two
supervisors. The results consisted of improvements in key measures
such as absenteeism, turnover, lost-time accidents, grievances, scrap
rate, and unit hour. The unit hour was a basic measure. of individual
productivity.

These results had been achieved through the efforts of the su-
pervisors in applying the basic skills that ey had been taught
in a supervisor program—a fact thae was mentioned at the be-
ginning of a presentation made by the supervisors at a monthly
meeting for all supervisors. In-o_panel discussion format with a
moderator, the two supervicors-outlined how they had achieved
their results and answercd questions. The comments were pub-
lished in a brochure and distributed to all supervisors through their
department managers. The title of the publication was “Getting
Results: A Success Story.” On the inside cover, specific results
were detailed valong with additional information on the supervi-
sors. A close-up photograph of each supervisor, taken during the
panel discussion, was included on this page. The next two pages
presented a summary of the techniques used to secure the results.
The brochure was used in staff meetings as a discussion guide in
order to cover the points from the panel discussion. Top executives
were also sent copies of the brochure. In addition, the discussion
was videotaped and used in subsequent programs as a model of
how to apply skills. The brochure was used as a handout in those
sessions.

The communication effort was a success. Favorable responses
were received from all levels of management. Top executives

asked the human resources development department to prepare and
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conduct similar meetings. Other supervisors began to use more of
the skills and techniques presented by the two supervisors.

Process of Communication

Perhaps the greatest challenge of communication is the actual de-
livery of the message. Information can be communicated in a vari-
ety of ways and in many settings, depending on the target audience
and the media selected for the message. Three practices deserve
additional coverage. The first is relaying feedback dutza throughout
a program so that necessary changes can be made. The second is
presenting an impact study to a senior managenient team, which
is one of the most challenging tasks for¢valuators. The third is

communicating regularly with the exécutive management group.

Providing Continual Feedback

One of the most important. ireasons for collecting reaction and
learning data is to provide feedback so that adjustments or changes
can be made throughcut a program. In most programs, data are
routinely collected and quickly communicated to the groups who
need to know. Table 1.3 shows a feedback action plan designed to
provide inforination to several feedback audiences, using a variety
of media.

As the plan shows, data are collected during the program at four
specific time intervals and communicated to at least four audiences:
participants, team leaders, program team members, and the program
sponsor. Some of these feedback sessions result in identification
of specific actions that need to be taken. This process becomes
wide-ranging and needs to be managed in a proactive way. We
recommend the following guidelines for providing feedback and
managing the feedback process (Block, 2000).

o Communicate quickly. Whether the news is good or bad,
letting individuals involved in the program have the
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information as soon as possible is important. The
recommended time for providing feedback is usually a
matter of days, certainly no longer than a week or two
after the results are known.

o Simplify the data. Condense the data into a concise,
understandable presentation. This is not the time for

detailed explanations and analysis.

o Examine the role of the program team and the sponsor.an. the
feedback situation. On the one hand, sometime: rae
program team is the judge, jury, prosecutcr; defendant,
or witness. On the other hand, sometin.es the sponsor is
the judge, jury, prosecutor, defendaiic. or witness. The
respective roles of the team and'sponsor, in terms of
their likely reactions to the dava and the actions that
need to be taken, should be examined.

o Use negative data in @.constructive way. Some of the data
will show that.things are not going well, and the fault
may rest with the program team or the sponsor. In
either cage, the story basically changes from “Let’s look
at the tuccess we've had” to “Now we know which areas
to change.”

o Use positive data in a conservative way. Positive data can
be misleading, and if they are communicated too
enthusiastically, they may create expectations beyond
what may materialize later. Positive data should be
presented conservatively—with constraints and

qualifiers outlined in detail.

e Choose the language of the communication carefully. Use
language that is descriptive, focused, specific, short, and
simple. Avoid language that is too judgmental, general,
stereotypical, lengthy, or complex.
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o Ask the sponsor for reactions to the data. After all, the
sponsor is the customer, and the sponsor’s reaction is

critical.

o Ask the sponsor for recommendations. The sponsor may
have some good recommendations about what needs to
be changed to keep a program on track or to get it back
on track if it has derailed.

o Use support and confrontation carefully. These twe
elements are not mutually exclusive. At times, support
and confrontation may be needed for the same group.
The sponsor may be confronted abaus !ack of improve-
ment or lack of active sponsorship ‘yec may need support
on those issues. Similarly, the pr¢gram team may be
confronted about problen: 4i+as but may require support
as well.

e React and act on the aata. Different alternatives and
possibilities should be considered in order to arrive at

the adjustments and changes to be made.

o Secure-ugicement from all key stakeholders. It is
essential to ensure that everyone is willing to make
the adjustments and changes that seem

necessary.

e Keep the feedback process short. Don’t let it become
bogged down in long, drawn-out meetings or lengthy
documents. If this occurs, stakeholders will avoid the
process instead of being willing to participate in the

future.

Following these guidelines will help you move your program
forward and provide important feedback, often ensuring that ad-

justments are supported and made.
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Presenting Impact Study Data to Senior Management

Perhaps one of the most challenging and stressful types of com-
munication is the presentation of an impact study to the senior
management team, which often is the sponsor of a program. The
challenge is convincing this highly skeptical and critical group that
outstanding results have been achieved (assuming that they have).
The presenter needs to address the salient points and make sure the
managers understand the evaluation process. Figure 1.1 shows our
approach to presenting an impact study.

Two issues in particular can create challenges. First, if the results
are impressive, convincing the managers to hélicve the data may
be difficult. At the other extreme, if the daa are negative, ensuring

Figure 1.1. Presenting an Impact Stady to Executive Sponsors

'II'

Purpose of the Meeting [ Guidelines for Conducting

* Create awareness and understanaing the Meeting

of ROL. ¢ Do not distribute the impact study until
* Build support for the ROl Metihoaology. the end of the meeting.
* Communicate results of the 51 study. * Be precise and to the point.
* Drive improvement fron) rasuits. * Avoid jargon and unfamiliar terms.
* Cultivate effective use ot the ROI * Spend less time on the lower levels of

Methodology. evaluation data.

* Present the data with a strategy in mind.

Presentation Sequence

. Describe the program and explain why it is being evaluated.
. Present the methodology.

. Present the input and indicators.

. Present the reaction and learning data.

. Present the application data.

. List the barriers to and enablers of success.
. Present the business impact.

. Show the monetary value of benefits.

. Show the costs.

10. Present the ROI.

11. Show the intangibles.

12. Review the credibility of the data.

13. Summarize the conclusions.

14. Present the recommendations.

©OoONOOOAWN =
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Figure 1.2. Streamlining Communication with Executives

First 2 .
ROI D;E:jled Meeting
Studies Y
3-5 ROI Executive No
Studies Summary Meeting
6 R.Ol One-Page No
Studies .
Summary Meeting
or More

that the managers don’t overreact to the riegative results and look
for someone to blame can be a challenge.

The following guidelines can helia you ensure that your presen-
tation is planned and executed vroperly.

e Plan a face-to-face 1aeceting with senior team members
for the first one or two major impact studies, as shown in
Figure 1.2. If the audience is unfamiliar with the ROI
Methodology, a face-to-face meeting is necessary to
make suie that they understand the process. The good
news is that they will probably attend the meeting
because they have not seen ROI data developed for
programs or projects before. The bad news is that it takes

a lot of time, usually an hour, for this presentation.

e After a group has had a face-to-face meeting for a
couple of presentations, an executive summary may be
all that is necessary for the next three to five studies. At
this point, they understand the process, so a shortened
version may be appropriate.

o After the target audience is familiar with the process, an

even briefer version may be all that is needed; perhaps
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you can use a one- to two-page summary with charts or
graphs showing all six types of measures. Exhibit 1.4

shows a one-page summary.

¢ During the initial face-to-face presentation, the results

of the evaluation should not be distributed until the end
of the session. This will allow the presenter to explain
the evaluation process and obtain reactions to it before
the target audience sees the actual ROI number.

e Present the process step by step, showing how the data

were collected, when they were collected. who provided
the data, how the data were isolated.froam ocher
influences, and how they were convened to monetary
values. Any assumptions, adjustments, and conservative
approaches should be presenited: Fully loaded costs
should be presented so that the target audience will

begin to buy into theprocess of developing
the ROL

e When the data are presented, the results should be

presentecisiep by step, beginning with Level 1, moving
through Level 5, and ending with the intangibles. This
sequence allows the audience to see the chain of impact
from reaction and planned action to learning and
confidence, application and implementation, business
impact, and ROI. After some discussion of the meaning
of the ROI, the intangible measures should be presented.
Allocate time to each level as appropriate for the audi-
ence. This progression will help overcome potential
negative reactions to a very positive or negative ROI.

¢ Show the consequences of additional accuracy, if it is an

issue. The trade-off for more accuracy and validity is
often more expense. Address this issue whenever neces-

sary, agreeing to add more data if required.
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e Collect concerns, reactions, and issues with the process,
and then make appropriate adjustments for the next
presentation.

These steps will help you prepare and present your impact study,
which is a critical step in the ROI Methodology.

Communicating with Executives and Sponsors

When you are communicating results, no group is morc. iinportant
than the top executives. In many situations, this group is also the
sponsor. Improving communication with them requires developing
an overall strategy, which may include sam<.cr all of the actions
outlined in this section.

Strengthen the Relationship with Execistives

An informal and productive relationship should be established be-
tween the manager responsibic for the program evaluation and the
top executive at the lotasion where the program is being imple-
mented. Each should icel comfortable with discussing needs and
program results. One approach is to hold frequent informal meet-
ings with the executive in order to review problems with current
programs and-discuss other performance problems or opportunities
within the organization. Frank and open discussions may provide
the executive with insight that is not available from any other
source. Such discussions may also be very helpful to the program
manager in determining the direction of the program.

Distribute Program Results

When a program has achieved significant results, inform the appro-
priate top executives by sending them a brief memo or summary out-
lining what the program was supposed to accomplish, when it was
implemented, who was involved, and the results that were achieved.
Use a for-your-information format that consists of facts rather than
opinions. Keep it brief; a full report may be presented later. All
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significant communications on evaluation programs, plans, activ-
ities, and results should include the executive group. Frequent
information on programs, as long as it is not boastful, can rein-
force credibility and highlight accomplishments.

Ask Executives to Participate in Program Review

An effective way to increase commitment from top executives is to
ask one or more of them to serve on a program review committee.
A review committee provides input and advice ta the program
staff on a variety of issues, including needs, probleins with current
programs, and program evaluation issues. A program committee
can be helpful in letting executives know about what programs are
achieving.

Analysis of Reactions to < einmunication

The best indicator of how-affectively the results of a program have
been communicated is'itie level of commitment and support from
the management grcup. Allocation of requested resources and
strong commitrient from top management are tangible evidence
that manageinent’s perception of the results is positive. In addition
to observing this macro-level reaction, the program team can use a
few techniques to measure the effectiveness of its communication
efforts.

Whenever results are communicated, the target audiences’ re-
actions can be monitored. Their reactions may include nonverbal
gestures, oral remarks, written comments, or indirect actions that
reveal how the communication was received. Usually, when results
are presented during a meeting, the presenter will have some indi-
cation of how the results were received by the group. The interest
and attitudes of the audience can usually be quickly evaluated.

During the presentation, questions may be asked or, in some
cases, the information may be challenged. A tabulation of these
challenges and questions can be useful when the program team is

39
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evaluating the type of information to include in future commu-
nications. When positive comments about the results are made,
formally or informally, they should also be noted and tabulated.

Staff meetings are an excellent arena for discussing the reaction
to communications of results. Comments can come from many
sources, depending on the target audience. Input from different
members of the staff can be summarized to help judge the overall
effectiveness of communications.

When major program results are communicated: a feedback
questionnaire may be distributed to the audience ora.sample of the
audience. The purpose of this questionnaire is to determine the ex-
tent to which the audience understood or heliaved the information
presented. Such a survey is practical only when the effectiveness
of the communication will have a significant impact on future pro-
grams or actions.

Another approach is to survey the management group in order to
determine its perceptions af.ttie program results. Specific questions
should be asked about<itie results. What does the management
group know about the i¢sults? How believable are the results? What
additional inforniation is desired about the program? This type of
survey can pr<viae guidance for tailoring future communications.

The purpsse of analyzing reactions is to make adjustments in the
communication process—if adjustments are necessary. Although
analyzing the reactions may involve intuitive assessments, a more
sophisticated analysis will provide more accurate information, so
that better adjustments can be made. The net result should be a
more effective communication process.

Creating a Macro-Level Scorecard

In the last decade, organizations have shown growing interest in
building a scorecard of the contributions of all programs within a
function or organization. Sometimes, this is referred to as the bal-
anced scorecard (Kaplan and Norton, 1996). A balanced scorecard
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includes data that represent a macro view and are balanced be-
tween qualitative and quantitative, customer and noncustomer,
and financial and nonfinancial. Essentially, a scorecard is a group
of measures that are important to the management team, and the
management team takes action when the measures indicate a prob-
lem. Scorecards are a way to report the overall results of all programs
within a function or all programs directed at a particular audience
of executives and senior management.

Using the ROI Methodology, evaluations can be taken all the
way to Level 5 (ROI), generating a scorecard of rerformance with
seven types of data (including intangibles) for 4 program or project.
A program scorecard is a micro-level scor<card (see Figure 1.3).
To create a macro-level scorecard, micio-ievel scorecards are de-
veloped for all programs within a function or organization; every
program usually has Level O (Inpas-and Indicators) data and Level
1 (Reaction and Planned Acticn, data. Then, the micro-level eval-
uation data that were collecied for each program are integrated into
a macro-level scorecar’as illustrated in Figure 1.3. However, to
keep the process efective and meaningful, only a few measures col-
lected at LevelsC, 1, and 2 and data important to the management

Figure 1.3. Creating a Macro-Level Scorecard

Micro-Level Scorecards Macro-Level Scorecards
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team are used at the macro level. For example, if a typical reaction
questionnaire contains fifteen or twenty items, only four or five
critical measures that are meaningful to the management group are
chosen for each program. These critical measures are integrated into
the macro-level scorecard. As each program is evaluated, measures
are added to the overall scorecard.

Advantages of a Macro-Level Scorecard

A macro-level scorecard has several advantages. Fizst it provides a
high-level view of a process or organizational funceion. For example,
a macro-level scorecard for learning and d<velopment offers an
overview of the activities, results, and cdiitcibutions of the whole
functional unit. Second, a macro-level scorecard provides a brief
report on how the department is.peiforming without the audience
having to review detailed studics 'Most executives prefer this type
of report so they can have a bird’s-eye view of how things are
going overall. It is important to remember, however, that reviews of
impact studies—orsuninaries of impact studies—of major programs
and projects are also important. A simple scorecard won’t do the
trick in those cases.

Because some of the macro-level measures are linked to the busi-
ness, a macro-level scorecard shows how programs connect to
business objectives. A macro-level scorecard also provides a bal-
anced perspective, offering activity, perception, qualitative, quan-
titative, application, and financial contribution measures. When
used properly, this type of scorecard can indicate the alignment
between an organization and a function. Thus, the macro-level
scorecard can be an important tool for reporting results.

Example

Exhibit 1.5 shows a macro-level scorecard for a corporate university.
In this example, thirty measures were collected, reflecting seven
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Exhibit 1.5. An Example of a Corporate University Scorecard

First University

0.

Indicators

1. Number of Employees Involved

2. Total Hours of Involvement

3. Hours per Employee

4. Training Investment as a Percentage of Payroll
5. Cost per Participant

Reaction and Planned Action

1. Percentage of Programs Evaluated at This Level
2. Ratings on Seven Items Versus Targets

3. Percentage with Action Plans

4. Percentage with ROI Forecast

Learning

1. Percentage of Programs Evaluat«c -at This Level
2. Types of Measurements

3. Self-Assessment Ratings .1 hree Items Versus Targets
4. Average Differences Betwaen Pretest and Posttest Scores
Application

1. Percentage of Prourams Evaluated at This Level
2. Ratings on Three ltems Versus Targets

3. Percentage ot Action Plans Completed

4. Barriers {List of Top Ten)

5. En=pisrs (List of Top Ten)

6. Management Support Profile

Business Impact

1. Percentage of Programs Evaluated at This Level
2. Linkage with Measures (List of Top Ten)

3. Types of Measurement Techniques

4. Types of Methods to Isolate the Effects of Programs
5. Investment Perception

ROI

1. Percentage of Programs Evaluated at This Level
2. ROI Summary for Each Study

3. Methods of Converting Data to Monetary Values
4. Fully Loaded Cost per Participant

Intangibles

1. List of Intangibles (Top Ten)

2. How Intangibles Were Captured
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levels of data: the six levels described in this series of books plus
intangibles. Some of these measures need additional explanation.
For example, at Level 1 (Reaction and Planned Action), for item
2, Ratings on Seven Items Versus Targets, seven specific measures
were collected in every program. In practice, this firm used several
Level 1 instruments (consisting of seven to twenty-one items).
However, the seven measures on the macro scorecard were collected
for every program. The seven measures included items such as
relevance, importance, usefulness, and the amount of new material.

At Level 2 (Learning), self-assessments were administered to
determine the participants’ assessment of the learning that had
taken place. The three metrics in item 3, SeltAssessment Ratings,
involved the following items: “the extentto which I have learned

M«

the objectives of the program,” “the ¢xient to which I have learn-
ed all the materials presented dusizig the program,” and “the ex-
tent to which [ have learned the skills and knowledge taught in
the program.” These meastures can be taken for each program and
integrated into the macia-level scorecard. When these data were
collected each time, Lcvel 2 measures were captured 100 percent
of the time (item:1). In practice, some Level 2 measurements were
much more detailed. There were objective tests, simulations, skill
practices, and a variety of other measurement processes. The data
from these detailed measurements were used to make adjustments
in each program’s design, development, and delivery; however, it
would be difficult to integrate such detailed data into a macro-level
scorecard. Therefore, some measurements were taken only for use in
making adjustments in the program at the micro level, while other
measurements were integrated into the macro-level scorecard.
Level 3 (Application) represents a rich source of data. Item
2, Ratings on Three Items Versus Targets, reflects the extent to
which participants used the material, their success in the use of
the material, and the frequency of use of the material. These three
items can be collected in any type of program and therefore were

collected as part of the follow-up process for all programs at this
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corporate university, then integrated into the macro-level score-
card. The top ten barriers and the top ten enablers were taken
directly from participants’ forced-choice responses, providing eval-
uators with important information about which overall factors are
helping and which are inhibiting success.

At Level 4 (Business Impact), item 2 requires explanation. As
part of the follow-up evaluation for each program, the measures
that matter to the organization were listed, and participants were
given an opportunity to indicate the extent to whick the program
influenced each measure. Some integration rules w=re used on the
data in order to determine the top ten measures that were influ-
enced by the programs during a particular fime frame. When these
data were compared with the managemeiit ceam’s priorities for the
measures, the relationship between (thi¢ programs and the overall
business objectives was revealed.

At Level 5 (ROI) the data'iniegration into the scorecard is rel-
atively straightforward. RC/Is on those programs evaluated to this
level are reported. Methaas for data conversion are listed and the
fully loaded costs per participant. To complete the scorecard, intan-
gible benefits arealso listed. Additional information on developing

a macro-levei scorecard can be found at www.roiinstitute.net.

Final Thoughts

This chapter presents the final step in the ROI Methodology: com-
municating program results. Communicating results is a crucial step
in the evaluation process. If this step is not taken seriously, the full
impact of the results will not be realized.

This chapter covers some general principles for communicat-
ing program results and provides a framework of seven issues that
should be addressed in any significant communication effort. Target
audiences are discussed; the executive group is emphasized because
it is the most important audience. A recommended format for a
detailed evaluation report is provided. The chapter also presents
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details on the most commonly used media for communicating
program results, including meetings, publications, electronic media,

and macro-level scorecards.
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