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Welcome
The link between HR activity and organisation performance has in the 

past been difficult to demonstrate convincingly, due largely to deficiencies 

in our approaches and tools in measuring ‘soft’ HR processes and outcomes.  

The development and improvement of reliable measurement methods will

facilitate more effective and relevant benchmarking of practices between

comparator organisations within and outside the Irish health service.

Improved measurement of human resources activity will also lead to more

rational and productive choices about managing people and allocating 

scarce resources more effectively.

This HR Effectiveness Model and Toolkit aims to provide 

a practical and consistent methodology for HR effectiveness planning and
measurement capable of being adopted across the Irish health sector for
the majority of HR initiatives

initial sample data collection and measurement tools that will assist each
stage of the data collection and evaluation process.  

USERS OF 
THE TOOLKIT

HR directors and professionals

corporate learning and development managers

training and development managers

senior management team members

general and line managers

Phase 1
Define/Redefine

Objectives of Initiative

Phase 2
Develop Evaluation

Plans

Phase 5
Effectiveness

Evaluation
Assessing the impact 

of HR initiatives 
and programmes

Phase 4
Isolate Effects of Initiative 
and Contributing Factors

Phase 3
Collect Data on Initiative 

Implementation
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BACKGROUND 

Effective people management and the need to demonstrate the return 

on investment of HR activity is an ever increasing strategic priority in 

the Irish health service. The initiative represented by this publication emerged

from the 2002 Action Plan for People Management. In response to the

Action Plan the Office for Health Management established a strategy group

of key stakeholders in the health services to develop a robust national 

HR effectiveness methodology and toolkit.

Defining the link between HR activity and organisation performance, while

always implicitly accepted and understood, has been difficult to prove due

largely to deficiencies in our approaches and tools in measuring ‘soft’ 

HR processes and outcomes. Development and improvement of reliable

measurement methods will facilitate more effective and relevant benchmarking

of practices between comparator organisations within and outside the Irish

health system. Improved measurement of human resources activity will also

lead to more rational and productive choices about managing people and

allocating scarce resources more effectively.

THE HR/HEALTH OUTCOME VALUE CHAIN

Measurement of people management value process

People management
practices

Employee/HR
outcomes

Health and operational key
performance indicators

Source data:
for example attitude
survey, HR metrics 
and data such as

absenteeism,
productivity

Outcome measures:
for example
commitment
retention, HR
benchmarks

Health outcomes: 
for example patient care
performance indicators, 

service level standards etc

Measurement and linkage
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The aims of this document are the following:

to provide a practical model capable of being adopted for the majority of HR programmes/initiatives

to provide action steps outlining each stage in the model as a practical guide for day-to-day use 

to ensure a consistent and standard method for planning and measuring the effectiveness of 
HR programmes/initiatives

to include initial sample data collection and measurement tools to help each stage of the data collection
and evaluation process.

It is intended that this initial HR effectiveness model and toolkit can be taken forward, used and improved 
for the benefit of HR practitioners and the management of the health sector as a whole. 

Who and when?

The HR effectiveness model and toolkit should be used by different stakeholders who will be looking to
measure/evaluate different initiatives/programmes. 

Who?

HR directors/professionals 

Others involved in HR initiatives/programmes

Senior managers

Line managers

T&D staff

CLD managers

This HR effectiveness model and toolkit has been developed so that it can be adopted and applied
regardless of the size, context or background of the HR initiative/programme being considered.

OVERVIEW                 
The following model proposes a methodology for how HR practitioners and line managers can effectively
measure the performance of HR initiatives within health agencies in Ireland. While return on investment 
(ROI) of HR activity is at the heart of the exercise, the model is presented with the caveat that calculating 
the monetary return on investment of each HR initiative or programme may not be possible or necessary. 
A considerable number of HR initiatives may be mandatory or operational in nature and may not require 
a rigorous measurement plan. However, the spirit and structure of the model can and should be used for
each HR initiative. This will ensure that the objectives of the initiative are fully understood and measured, 
and that effectiveness is optimised.

Phase 1 Define/Redefine 
Objectives of Initiative

Phase 2 Develop Evaluation PlansPhase 5 Effectiveness Evaluation

Assessing the impact of HR
initiatives and programmes

Phase 4 Isolate Effects of Initiative 
and Contributing Factors

Phase 3 Collect Data on 
Initiative Implementation

When?

New HR programmes/initiatives where a
business case, rigorous evaluation and
measurement are needed 

Mandatory HR initiatives rolled out
locally/nationally

Smaller HR initiatives

Repeat initiatives/programmes
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Getting started
In operating the model, a number of assumptions have been made and need to be considered.

It is assumed that a particular HR initiative has already been identified or is being rolled over from a
previous cycle. The model is to be used to develop the business case and measurement plan further. 

It is therefore assumed that there are established HR plans and priorities at a local and national level 
to provide some strategic HR context for the planned initiative. This is important in the initial assessment
of where the initiative fits into the broader context of the organisation. 

PHASE STEP TOOLS AND PROCESSES

1 Define/Redefine 1 Clarify organisational For example local service plans, 
Objectives of Initiative and strategic HR context national performance indicators 

for the initiative and HR plans

2 Define/redefine the objectives HR Value Trail, Causal Chain and 
and impact plan Impact Rating Tool

Phase 1, Step 2

3 Define the expected costs, Phase 1, Step 3
benefits and risks

4 Summarise the business case Business Case Template
Phase 1, Step 4

2 Develop Evaluation Plans 1 Clarify base line data Phase 2, Step 1

2 Decide on depth of evaluation Decision Pyramid
Phase 2, Step 2

3 Consider evaluation tools See supporting documents A–K

4 Consider timing and responsibility 
for evaluation Phase 2, Step 4

5 Finalise evaluation plan See supporting document P

3 Collect Data on 1 Collect primary data on See supporting documents A–K
Initiative Implementation Initiative Implementation

2 Collect secondary data relevant Exit interviews, job interviews, 
to the initiative employee surveys etc

See supporting document J

4 Isolate Effects of 1 Isolate effects of initiative Causal Chain 
Initiative and Phase 4, Step 1
Contributing Factors

2 Acknowledge other indirect effects Phase 4, Step 2
and contributing factors

5 Effectiveness Evaluation 1 Answer evaluation questions Question List
Phase 5, Step 1

2 Assign rating to assess Impact Rating Tool
initiative impact Phase 5, Step 2

3 Measure ROI (if applicable) ROI Formula
Phase 5, Step 3

4 Complete effectiveness report Phase 5, Step 4
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DEFINE/REDEFINE OBJECTIVES OF INITIATIVE
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STEP 1: CLARIFY
ORGANISATIONAL AND
STRATEGIC HR CONTEXT
In order to carry out effective measurement it is critical
to have an understanding of organisational key
performance indicators based on local service plans,
national targets and HR management priorities. This
will enable HR practitioners to formulate links between
HR initiatives and organisational, health sector and
HR performance indicators. It will also help to clarify
the business case and gather internal management
support at local and other levels for the initiative.

From a HR best practice perspective, the following
five key components could be considered when
conducting an impact analysis: without doing this 
it will not be possible for organisations to develop
robust measurement goals:1

Strategic Alignment: how well the strategic
priorities are transmitted, shared and made
consistent with people’s values and behaviours

Patient Focus Alignment: the strategic,
performance and people approaches needed 
to focus successfully on the patient relationship

Leadership and Talent Management
Alignment: how the leadership style,
communication, motivation, commitment 
and behaviours create the necessary climate 
for the organisation to be proactive

Performance Alignment: how processes and 
day-to-day behaviours and activities match and
support the strategic priorities

Cultural Alignment: the processes that directly
link the values and beliefs of employees so that
their behaviour supports the strategy

1 Jamrog, J. and Overhold, M. (2004) ‘Building a Strategic HR Function: Continuing the Evolution’, 
Human Resource Planning 27: 1 (obtained through www.proquest.umi.com).

AIM AND PURPOSE 

The aim and purpose of this first phase is to help HR professionals to 

frame the HR initiative in the wider organisational and strategic HR context. 

The business case for the programme should be clarified with desired

outcomes, costs and success indicators defined. This provides the basis 

for an overall measurement approach which will be defined in more detail 

in Phase 2. This phase should also be considered where an initiative is

entering a new cycle (for example a repeat of a management development

initiative) and the original objectives, measurement plans and tools can be

changed for the next run. 

To help in the prioritisation of HR initiatives it is necessary to carry out a high-level evaluation at this 
early stage to determine the likely impact on the organisational service plan and HR strategy achievement,
what the success criteria will be and the costs and benefits associated with the initiative. 

PROCESS
This phase of the model encompasses four steps which are indicated below.

STEP TOOLS AND PROCESSES
1 Clarify the organisational and strategic For example local service plans, national performance 

HR context for the initiative indicators and HR plans
2 Define/redefine the objectives HR Value Trail, Causal Chain and Impact Rating Tool

and impact plan Phase 1, Step 2
3 Define the expected costs, benefits and risks Phase 1, Step 3
4 Summarise the business case Business Case Template

Phase 1, Step 4
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How induction training
impacts patient service

Induction
training

Faster 
integration into

organisation

Better
understanding 
of organisation

processes

Improved
customer/

patient service

Improved 
reaction to
challenges

Faster 
diagnosis 

of problems

STEP 2: DEFINE/REDEFINE THE
OBJECTIVES AND IMPACT PLAN
OF THE INITIATIVE 

HR Value Trail

Patient/Customer
outcome

Other
organisational

indicator

Process efficiency

Other
organisational

indicator

Other
organisational

indicator

Training and
development

Other
organisational

indicator

Quality of
manager

% of payroll 
invested in

T&D

Quality of
training

Once satisfied that the initiative is aligned with
organisational and HR goals, it is essential that clear
objectives and desired outcomes are defined from
the beginning. Consideration should also be made 
at this stage as to ‘how’ success is to be measured.
This high-level measurement approach will be
defined in more detail in Phase 2. 

Partnering with other groups in the organisation, 
in particular with line managers, can assist HR in
developing the drivers and desired outcomes for 
the HR initiative. When having these discussions, 
the use of HR value trails such as the one described
above can assist stakeholders in understanding 
the links between HR initiatives, employee behaviour
and health outcomes.

It may also be useful to visually display how the
initiative is linked to organisational performance
through the use of causal chains. A theoretical
example is included opposite. 

Causal Chain

Overall impact assessment
The outcome of this analysis will help HR develop 
a basic rating system that summarises how this
initiative will impact business activities. This will help
to crystalise the areas that the initiative is intended
to impact and the relative scale of that impact.

Impact Rating Tool

Key impact area, such as High Medium Low
Patient satisfaction
Cost efficiency
Health outcomes
Operational effectiveness
TOTAL
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A scoring system could be applied here and used
initially to ‘score’ the initiative and also serve as a
form of effectiveness evaluation after the programme
has been delivered. For example, if a tick in the ‘high’
box earned a score of 3, then the maximum score
would be 12. If the ‘low’ box earned a score of 1, 
the lowest score overall is a 4. On this basis, 
HR departments could measure the impact of 
HR programmes on their business objectives. 

The net result of this key step must be:
1 a clear set of objectives for the

initiative/programme

2 the specific operational and HR outcomes 
that are envisaged 

3 a definition of the key measurement indicators
that will show how these objectives and
outcomes have been delivered

4 an indication as to how these indicators 
can be measured 

5 an impact assessment summary.

The setting of objectives should not be assumed 
to be a discrete exercise. Teams using this model
should remain open to the possibility that objectives
and goals that were not originally considered or 
that are not a mandated part of a required initiative
are appropriate.

Objectives should be reviewed and 
possibly redefined:

at the start of the new cycle of the initiative

during the development of the evaluation tools.

Such revision will ensure that all potential objectives
and benefits of the initiative will be captured.
Objectives should be redefined using the same
process as the initial definition.

Once objectives have been set and the evaluation
methodology is being decided, it may be appropriate
to revise the objectives. When an evaluation system
is being developed, new goals or potential benefits
of the initiative may be considered. Additionally, 
once the initiative has been completed, objectives
must be revised, using the same process as before,
to ensure that learnings from the first cycle 
of the initiative are incorporated into new cycles.

STEP 3: DEFINE THE EXPECTED
COSTS, BENEFITS AND RISKS
OF THE INITIATIVE

While the benefits of the initiative should be clear
from steps 1 and 2, this step should determine the
estimated costs, both direct and indirect. Direct
costs would include the specific attributable costs
such as external support, materials etc, while indirect
costs would include management time, HR time,
administrative overheads etc. 

A brief assessment of the risks, challenges and
potential barriers to success should also be defined
at this point. Suggested actions for how these will
be managed and/or avoided should be identified.
This will assist in the detailed planning of the
initiative and also in the design of the most
appropriate measurement approach. 

STEP 4: SUMMARISE THE
BUSINESS CASE 

This step simply draws together a summary of the
information gathered during all steps of the first
phase. Each initiative should have a brief ‘business
case summary’ (one to two pages perhaps)
containing the following elements:

Business Case Template
1 purpose and strategic context of the initiative

(from step 1)

2 objectives, outcomes, measurement indicators
and impact assessment (from step 2) 

3 summary of costs, benefits and risks (from step 3)

4 final return on investment (ROI) statement/plan.

Output 
On completion of this phase of the model, 
HR practitioners should have clearly outlined the
business case and overall measurement approach
for the HR initiative. In terms of measurement and
effectiveness assessment, the key outputs of
objectives, key performance indicators (KPIs),
desired operational and HR outcomes and costs 
can now be used in the following phases. This
information should be logged in the Evaluation
Effectiveness Mastersheet (see supporting
document K).

26 Harcourt Street
Dublin 2
tel 01 475 4044
fax 01 475 4066
web www.tohm.ie
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HR EFFECTIVENESS
MODEL AND TOOLKIT

PHASE 2
DEVELOP EVALUATION PLANS 

2



STEP 1: CLARIFY BASE 
LINE DATA
In Phase 1, the overall measurement indicators,
desired outcomes and objectives were identified.
The first step of the evaluation planning process 
is to gather relevant base line data. By conducting
analysis on existing information, gaps will be identified
and will inform HR practitioners on which information
needs to be obtained through formal evaluation. 
The base line data will also enable comparative
analysis to be carried out following initiative
implementation. More base line data may need to 
be gathered as the final evaluation plan is refined.

STEP 2: DECIDE ON DEPTH OF
EVALUATION
The key to developing successful evaluation plans is
deciding what sort of evaluation is needed. The depth
of evaluation necessary for HR initiatives depends on
the nature of the individual initiatives. For instance, in
the case of an induction programme that is relatively
short term and inexpensive to run, it may be deemed
necessary to conduct only ‘operational’ evaluation
(namely, did it meet its stated operational objectives 
of getting people integrated and up to speed etc).
However, in the case of a long-running management
development initiative or the implementation of 
a performance management process, it may be
deemed necessary to uncover the impact of that
initiative on the ‘business’ performance of the agency
though organisational KPIs such as management
effectiveness, staff engagement, process
improvement, productivity over time etc. 
There are three levels of evaluation which need
to be considered when developing evaluation plans.
These are indicated opposite.

AIM AND PURPOSE

The aim of this phase is to provide HR practitioners with an overview of

evaluation techniques for the design of evaluation plans for HR initiatives.

Ultimately the evaluation plan will provide a guide as to what will be

measured, when and how evaluation will be conducted and who will 

be responsible for the measurement. 

Every effort should be made to maintain objectivity in the evaluation plan 

and process. In particular, for large investments, project leads should

consider appointing an external assessor so that an objective view of 

the HR initiative might be obtained.

PROCESS
This phase has five steps as indicated below. 

STEP TOOLS AND PROCESSES
1 Clarify base line data Phase 2, Step 1
2 Decide on depth of evaluation Decision Pyramid

Phase 2, Step 2
3 Consider evaluation tools See supporting documents A–K
4 Consider timing of and 

responsibility for evaluation Phase 2, Step 4
5 Finalise evaluation plan Formulating evaluation plans

Phase 2, Step 5
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Operational evaluative tools allow HR
practitioners to assess quickly participant’s high-level
views of the initiatives. In the case of training
initiatives, they assist in the gathering of high-level
views on course experience, relevance, materials 
and opinions on the course infrastructure.
Additionally, such data may help in setting
development plans for future initiatives.

Behavioural evaluation assists HR practitioners 
in understanding how skills, knowledge and attitudes
have changed as a result of a HR initiative.
Additionally, it can detail how behaviours have
changed on the job as a result of the HR initiative. 

Business-level evaluation gives a clear picture 
of the impact of HR initiatives on organisational
performance. Business-level evaluation may be
tracked and monitored on a monthly/annual basis 
in hard metrics terms, for example turnover, 
absence, engagement.

STEP 3: CONSIDER 
EVALUATION TOOLS
At this point, organisations should consider the
evaluation tools that best serve their needs. 
There is a wide range of data collection tools in
existence. The selection of an appropriate tool may
be dependent on one or all of the following:

the type of initiative

the required depth of evaluation

the number of participants in the initiative

the resources available (namely staff and budget).

As previously stated, when collecting data it can 

be useful to consider three levels of evaluation:
operational, behavioural and business. In order 
to ensure that evaluation is conducted correctly, 
it is essential that the appropriate tools be used. 

The box below outlines some tools which can be
used depending on the level of evaluation required.

LEVEL OF EVALUATION TOOLS & PROCESSES

Business evaluation Financial data, turnover 
and absence statistics, 
patient satisfaction data,
health outcomes

Behavioural evaluation 360-degree evaluation, 
employee survey data, 
manager feedback, 
evaluation forms

Operational evaluation Evaluation forms, 
informal feedback from 
participants and 
trainers/initiative leads

One of the easiest methods of capturing operational
and behavioural evaluation is through the completion
of evaluation forms. One type of evaluation form may
require the participant/facilitator to provide feedback
based on several open questions, for example 

what did you find useful about the programme? 

what did you find least useful? 

what suggestions would you make to improve 
the programme?

any additional comments?

Alternatively the evaluation form may request
participants/facilitators to answer a number of
multiple-choice questions and give them an

Business 
Evaluation 
Questions

How has the 
initiative impacted 

organisational performance?  

Did the on-the-job application
produce measurable results?  

Did the monetary value of the results 
exceed the cost of the programme? 

What are the levels of employee engagement?  

Did absenteeism decrease?

Behavioural Evaluation Questions
What behaviour has changed as a result of the initiative 

and by how much? 

How do participants view the behaviour change?  

How do others view it?  

How sustainable are new skills?  

What are the common identifiable behavioural themes?

Operational Evaluation Questions
Did the participants find the initiative useful?  

Did it meet desired outcomes? 

Was it a logistical success?1

2

Decision Pyramid
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opportunity to respond to several open questions.
This method of evaluation can be completed simply
and quickly and tends to deliver high response rates. 

The results from a multiple-choice based evaluation
form provide quantitative feedback on HR
programmes through completion of responses on 
a 1-5 scale. This method of evaluation can be
extremely valuable in tracking trends between
different sessions and/or over periods of time. 

STEP 4: CONSIDER TIMING OF
AND RESPONSIBILITY FOR
EVALUATION 
The timing of evaluation is a key factor in ensuring
that accurate information is obtained. In this regard 
it is important to reflect on whether evaluation should
occur immediately following the implementation of
the initiative when aspects of the programme are
familiar in the participant’s mind. On the other hand
when evaluating changes in performance as a result
of an initiative it is vital that sufficient time is allowed
so that participants can demonstrate their learning
within their role following the initiative: this can take
up to three months, or even as much as six months.

In performing this step it is also necessary to
consider who will be evaluated as part of the
initiative measurement – participant, manager,
initiative facilitator/trainer? 

When confirming evaluation it is important to set
down who will be responsible for the measurement
of initiatives. While generally this responsibility lies
with the initiative sponsor or facilitator/trainer it can
be beneficial to have an external evaluator of the
programme in the interest of emphasising objectivity
in the measurement.

STEP 5: FINALISE 
EVALUATION PLAN
On completion of the above steps, HR practitioners
should be able to finalise their evaluation plan for
each HR initiative. The table opposite poses some of
the questions which need to be answered in
formulating the evaluation plan.

FORMULATING EVALUATION PLANS

What should we measure?
Are we looking for operational, behavioural 
or business measurement data or all of the
above?

Do we need qualitative and/or quantitative
information?

Do we have adequate base line data?

What is the best method for 
obtaining that information?
What data collection tools are the most
appropriate?

Are there ethical/privacy considerations in
obtaining this information?

Can this information be used to assist in the
development of future training initiatives?

When should we measure?
Before, during and/or after the initiative?

What is the benchmark for the data 
we need?
Last year’s initiative?

Current cycle times?

Sphere of influence?

Control groups?

Who is responsible for evaluating 
the initiative?
Sponsor of the initiative?

Trainer?

External evaluator?

Output
Following completion of the second phase of 
the evaluation model, HR practitioners will have
assessed the evaluation requirements for the
initiative and formulated a full plan of what currently
exists, what needs to be measured, methods of
evaluation, when to measure and who is responsible
for the measurement.

Summary information from this phase can be
consolidated on to the Evaluation Effectiveness
Mastersheet (supporting document K). 

26 Harcourt Street
Dublin 2
tel 01 475 4044
fax 01 475 4066
web www.tohm.ie
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HR EFFECTIVENESS
MODEL AND TOOLKIT

PHASE 3
COLLECT DATA ON INITIATIVE IMPLEMENTATION

3



STEP 1: COLLECT PRIMARY
DATA ON INITIATIVE
IMPLEMENTATION
Following the last step in Phase 2, the evaluation
tools and level of evaluation should have been
agreed with the evaluation plan. At this stage 
of the process the evaluation plan needs to 
be executed through the tools which have 
been identified in Phase 2. 

STEP 2: COLLECT SECONDARY
DATA RELEVANT TO THE
INITIATIVE 
As well as collecting primary data directly linked 
to the initiative, other data should be considered
such as feedback from exit interviews, job/promotion
interviews and data from other sources. While more
anecdotal in nature this information helps towards
building the evaluation base over time. The use of
employee surveys is particularly useful in obtaining
quantitative feedback on specific initiatives after 
they have been implemented.

Care should be taken to capture any indirect benefits
of the initiative. This will allow enhancements to 
the initiative which will highlight the indirect benefits.
Additionally, an acknowledgement of further benefits
in the final assessment of the initiative may prompt
future funding and ensure the longevity of the
programme. If, however, course corrections are
necessary, it is at this point that project team 
leaders should consider moving back to Phase 
1 to ensure that objectives have been clearly and
appropriately set.

Output
Following completion of this phase of the model all
data collection should be completed and gathered
for further analysis.

AIM AND PURPOSE

The aim of this phase is to collect all relevant evaluation data in relation 

to the initiative. This may take a number of months in some cases.

PROCESS 
This phase of the model has two steps as indicated below.

STEP TOOLS AND PROCESSES
1 Collect primary data on See supporting documents A–K

initiative implementation
2 Collect secondary data Exit interviews, job interviews, 

relevant to the initiative employee surveys etc
See supporting documents J–K 

26 Harcourt Street
Dublin 2
tel 01 475 4044
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HR EFFECTIVENESS
MODEL AND TOOLKIT

PHASE 4
ISOLATE EFFECTS OF INITIATIVE AND    
CONTRIBUTING FACTORS

4



AIM AND PURPOSE

At the end of this phase the effects of the initiative should have been

identified through analysis of the evaluation data. This will be necessary

before any final assessment of return or effectiveness can be established.

Additionally, any anecdotal, intangible effects of the initiative should have

been recorded. 

PROCESS
This phase outlines two steps as indicated below.

STEP TOOLS AND PROCESSES

1 Isolate the effects of initiative Causal Chain 
Phase 4, Step 1

2 Acknowledge other indirect effects 
and contributing factors Phase 4, Step 2

STEP 1: ISOLATE THE EFFECTS OF INITIATIVE
In order to isolate the effects of an initiative, HR departments should revisit the original objectives of the
initiative to ensure that all of them have been met. Most of this work can be done through analysis of the
evaluation data already collected.

Causal Chain: Induction Training: Example 

How induction
training impacts
patient service

Induction
training

Faster 
integration into

organisation

Less need for
peer training

Improved
customer/

patient service

Improved 
reaction to
challenges

Fewer 
errors

Faster 
diagnosis 

of problems

Evaluation Data

Evaluation Data

HR Initiative

Better
understanding 
of organisation

processes

Evaluation Data

Key performance
indicator

The diagram shows how a causal chain process could
be used to isolate the effects of a HR initiative and 
an agency’s key performance indicators. This example
is purely illustrative. We would encourage discussion
during the evaluation stage within HR departments 
to assist in proving this link and how it could be
practically demonstrated.

There are a number of tools which may be useful in
proving cause and effect. Some of the simpler and 
more user-friendly tools include:

participant’s/end user’s estimate of impact 
(percent)

supervisor’s estimate of impact (percent)

management’s estimate of impact (percent)

patient input.
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STEP 2: ACKNOWLEDGE OTHER
INDIRECT EFFECTS AND
CONTRIBUTING FACTORS
Indirect benefits or costs
In every strategic initiative or process change there
are often unexpected or indirect effects which should
be considered as part of the overall evaluation
process. For example feedback from employee
surveys suggest that such surveys can raise levels 
of trust, communication quality and positive attitude
towards the organisation even if the initial intention
was simply to obtain feedback and quantitative
employee opinion data. Undesired effects such as
unexpected costs (direct or indirect) may also be
encountered and these should be acknowledged. 

Other contributing factors
While we know that HR initiatives will have a positive
impact on the various business outcomes, other
factors that may impact staff behaviour should be
considered and acknowledged. For instance, while
induction training may have a positive impact on one’s
assimilation into an organisation, the standard and
behaviours of the particular manager within the
department will undoubtedly have a key role to play. 

Conversely, external factors can also negatively
influence the aims of the initiative and should be taken
into account as the overall impact assessment is
being considered. 

The benefit of briefly conducting this analysis is to
isolate further the impact of the specific initiative and
to understand better the barriers, cost dynamics and
enablers that support or hinder such initiatives for
future reference and planning.

Output
Following completion of this phase of the model all
evaluation data which has been gathered is analysed 
to identify the full effects and costs of the initiative. 
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HR EFFECTIVENESS
MODEL AND TOOLKIT

PHASE 5
EFFECTIVENESS EVALUATION

5



AIM AND PURPOSE

At the end of this section, HR practitioners will be able to compile a brief

report detailing the merits of their HR initiative and any possible

improvements that should be made to subsequent initiatives. 

PROCESS
This phase of the model contains four steps. These are illustrated below.

STEP TOOLS AND PROCESSES

1 Answer evaluation questions Question List
Phase 5, Step 1

2 Assign rating to assess initiative impact Impact Rating Tool
Phase 5, Step 2

3 Measure return on investment (if applicable) ROI Formula
Phase 5, Step 3

4 Complete effectiveness report Phase 5, Step 4

The extent to which a HR department evaluates a HR initiative will depend on the nature of that initiative.
Therefore it may not be deemed necessary to try to quantify the monetary return on investment of the
initiative. In all cases, however, a full qualitative evaluation should take place.

STEP 1: ANSWER EVALUATION
QUESTIONS
The following questions will help to qualitatively
assess the impact of a HR initiative on the HR
function, staff and the organisation.

Benefits
Did the initiative meet its objectives, 
and desired outcomes?

What tangible measures and benefits were
delivered versus the measurement plan?

What were the intangible benefits, if any?

Costs
Did it keep within budget? 

What unexpected costs arose?

What indirect costs were incurred 
(expected and unexpected)?

Organisation
What areas of work has this initiative 
specifically impacted?

How did the initiative deliver against the impact
assessment plan (see step 2)?

Considerations for the future
What were the key strengths and weaknesses?

How can the performance of the initiative 
be improved?

What points should be kept in mind for the future?
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STEP 2: ASSIGN RATING TO ASSESS INITIATIVE IMPACT
As in the objective setting phase (Phase 1, step2), it may be useful to rate the HR initiative using a number
system so that its impact may be understood more quantitatively. The same rating system may be used as
was used in the objective setting phase to compare the actual versus the intended level of impact.

Impact Rating Tool High Medium Low

Patient satisfaction
Cost efficiency
Health outcomes
Operational effectiveness
TOTAL

STEP 3: MEASURE RETURN ON INVESTMENT (ROI)
Measuring return on investment is extremely difficult; it is the ultimate measure of whether or not a HR
initiative has had a positive impact on an organisation. It is a comparison of the monetary benefits 
of the business solution with the fully loaded cost of the business solution.

In order to measure the return on investment of an initiative the total cost of the initiative needs to be
evaluated and compared against that of the initiative benefits. ROI is calculated by dividing the total cost 
of the initiative by the initiative benefits.

It is important to note however that not all cases will lead to the calculation of ROI and that in many
incidences intangible benefits may outweigh any requirement for proof through hard ROI metrics. 

EFFECTIVENESS EVALUATION: ROI Example

Costs of Training Initiative Benefits of Training
Management time on needs analysis: €2,000 Reduced absenteeism of 2% per annum: €18,000
Cost of developing and producing Reduced insurance premiums: €5,000
content/materials: €2,000     
Booking, logistics, etc: €1,000 Reduced clerical error: €25,000
Costs of presenting Improvement in patient admin: €10,000
(trainers, facilities, food): €3,000
Loss of working time for trainees, 
temporary cover, etc: €2,000
Follow-up, monitoring and evaluation: €2,500
Refresher training or additional support: €1,500 
Replacing leavers/promotions (including training) 
to maintain skill level: €10,000

€58,000 – €24,000
€24,000
143% positive ROI
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STEP 4: COMPLETE
EFFECTIVENESS REPORT
As a culmination to the previous three steps, 
an effectiveness report should be completed 
and formally recorded in order to build a full and
comprehensive picture of the evaluation process 
or the initiative. Headings for such a report 
should include:

Executive Summary

Key Findings

Summary of Individual Experience/
Behaviour change

Conclusions

Output
Following completion of this phase of the model, HR
practitioners will clearly have identified tangible and
intangible benefits of the initiative. This analysis will
enable HR practitioners to complete a detailed
report on the initiative effectiveness and, where
applicable, evaluate and determine the Return on
Investment. This should be used in future HR
planning and initiative planning, i.e. business-case
development, budget planning, measurement
planning, benchmarking etc. 
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HR EFFECTIVENESS
MODEL AND TOOLKIT SUPPORTING DOCUMENTS



2



EVALUATION TOOLS INDEX

In the  supporting documents, we have included a sampling of evaluation tools. This list is not exhaustive and is
intended to provide a starting point for the development of a repository of evaluation tools at each health
agency. Evaluation tools contained in the text of Phase 1 and Phase 5 are included here as supporting
documents L – S.

EVALUATION TOOLS

HR area Tool Supporting document    Page

Training Training Evaluation Form A 2

Participant Evaluation Form B 4

Participant Action Plan C 5

Recruitment Manager Evaluation Form D 6

Recruitment Metrics E 8

Recruitment Effectiveness Index F 10

Communication Communication Audit Checklist G 11

Common HR Evaluation Tools Focus Group Guidelines H 13

360 Degree Guidelines I 16

HR Effectiveness Effectiveness Reporting J 19

Evaluation Effectiveness Mastersheet K 20

Tools aleady included in text HR Value Trail L 21

(Phase 1 and Phase 5) Causal Chain M 21

Impact Rating Tool N 22

Decision Pyramid O 22

Formulating Evaluation Plans P 23

Casual Chain: Induction Training: Example Q 24

Business Case Template R 24

Effectiveness Evaluation: ROI Example S 25

While we have designed these tools with specific HR processes in mind, it should be noted that in most cases
they may be altered for use in alternative HR processes.
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SUPPORTING DOCUMENT A: TRAINING EVALUATION FORM

Programme Title: Date:

Programme Outline:    

Programme Objective: 

Please reflect on the programme you have attended and complete the following. Give an honest assessment
and answer the questions as fully as possible, using a separate sheet if necessary. Mark your response by
ticking one box for each statement.

CONTENT
Strongly Agree Neither Agree Agree Strongly
Agree nor Disagree Disagree

1 The programme content 1 2 3 4 5
was relevant to my job

2 The programme was helpful 1 2 3 4 5
in learning new skills

3 I can apply this to my job 1 2 3 4 5

4 The content met the objectives 1 2 3 4 5
of the course

5 The content was presented at 1 2 3 4 5
a level that was understandable 
and useable

6 Overall, I was satisfied with 1 2 3 4 5
the information I received

PROGRAMME MATERIAL AND INSTRUCTOR
Strongly Agree Neither Agree Agree Strongly
Agree nor Disagree Disagree

1 The material provided 1 2 3 4 5
helped me to learn 
new skills

2 The material was easy  1 2 3 4 5
to use

3 The programme group 1 2 3 4 5
sactivities and exercises 
supported my learning

4 The facilitator was well 1 2 3 4 5
prepared and comfortable 
with the material

5 The facilitator presented 1 2 3 4 5
the material in an organised 
and clear manner

6 The facilitator was 1 2 3 4 5
approachable and willing 
to answer questions

7 Overall, I was satisfied 1 2 3 4 5
with the facilitator
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OVERALL SATISFACTION

Strongly Agree Neither Agree Agree Strongly
Agree nor Disagree Disagree

1 I would recommend this 1 2 3 4 5
programme to others

2 Overall, I was satisfied 1 2 3 4 5
with the programme

COMMENTS

What did you like most about the programme?

What improvements would you suggest for the programme (additional subject matter, etc)?

Are there any other comments or suggestions?

3
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SUPPORTING DOCUMENT B: PARTICIPANT EVALUATION FORM 

Programme Title: Date:

This evaluation form will be used to assess the knowledge, skills and behaviour which participants perceive
themselves as having prior to and following completion of a HR programme. 

Following the points below please assess yourself prior to completing the programme (A). 
After the programme, assess your new abilities/knowledge (B). For each question score yourself out of five 
(0 = lowest and 5 = highest).

Pre-trained ability: assess before training A

Post-trained ability: assess after training B

Change compared with initial pre-trained 
ability (B minus A) A to B

1 Knowledge of organisation structure
2 Clarity on fire safety procedure
3 Understanding of health and safety procedure 
4 Understanding of HR policies 
5 Knowledge of product and services offered 
6 Understanding of the business plans
7 Knowledge of company values and mission
8 Clarity on appropriate points of contact 

within your division
Totals and total movements

4
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SUPPORTING DOCUMENT C: PARTICIPANT ACTION PLAN

Particularly following a learning event, all participants should complete an action plan based on what has been
learned or has been recalled from the programme. The learning that had been gained through completion of 
the programme is applied when the individual returns to work. New skills and knowledge give rise to new
abilities and the organisation benefits from improved performance. If adequate follow-up is not carried out, 
the new skills, knowledge and behaviours may be largely forgotten and wasted. 

As a support in utilising the learning that has been obtained from the programme, individuals should be guided
to produce simple, clear action plans that can be implemented by the learner at work, with or without further
support. The action plans should determine the resources required to perform the actions and clear timelines 
for achievement.

Action plans should be achievable within the context of work demands. They should not contain more items 
than the learner can handle without undue delay, or elements that might create problems at work. 

The following questions outline some items that may be included in an action plan:

1 what is the item of learning you intend to implement? 

2 by which targets will you measure progress?

3 what barriers might impede implementation? 

4 how will you avoid or negate these barriers? 

5 time: when do you intend to begin implementing the item? 

6 time: by when do you intend to complete the implementation of the item? 

7 resources: what resources (people, equipment, extra skills, etc) will you need to complete 
the implementation of the item? 

8 benefits: what benefits do you hope will result from your actions (including financial benefits if these 
are possible to assess)? 

9 commitment: when will you and your manager meet a) to discuss the implementation of your plan and 
b) to review the progress of this action? 

10 are there any other comments (continue on a separate sheet if necessary)? 

5
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SUPPORTING DOCUMENT D: MANAGER EVALUATION FORM

The following outlines a sample manager evaluation form based on a recruitment programme. This evaluation
form incorporates two areas, recruiting manager feedback on the recruitment process itself and feedback on the
quality of recruited individuals. The evaluation form provides recruiting managers with a number of multiple
choice questions for ease of completion and will allow HR to measure the quality of the recruitment process and
candidates. This form is generic and should be tailored to the specific needs of the evaluation programme. 

The evaluation form can also be used to capture the quality of candidates (see discussion in supporting
document F of the Recruitment Effectiveness Index). It should be tailored to suit the specific skills and
behaviours associated with the various roles at hand.

MANAGER EVALUATION FORM 

Programme Title: Date:

This evaluation form will be used to assess the quality and measure the success of the recruitment programme.
For each question please score out of five: 1 = Highest and 5 = Lowest. 

RECRUITMENT PROCESS
Strongly Agree Neither Agree Agree Strongly
Agree nor Disagree Disagree

1 Potential candidates were 1 2 3 4 5
targeted effectively in the 
recruitment process

2 The quality of potential 1 2 3 4 5
candidates targeted was high

3 The assessment selection 1 2 3 4 5
criteria used as part of the 
recruitment process 
was effective 

4 The HR team was effective 1 2 3 4 5
in its support of the
recruitment process

5 The cost of the recruitment 1 2 3 4 5
process was adequate 

6 The time allowed to fill the 1 2 3 4 5
position was acceptable

QUALITY
Strongly Agree Neither Agree Agree Strongly
Agree nor Disagree Disagree

1 The employee skills match 1 2 3 4 5
the requirements for the role

2 The employee displays effective 1 2 3 4 5
team working skills

3 The employee displays effective 1 2 3 4 5
customer care skills

4 The employee is reliable 1 2 3 4 5
and flexible 

6
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Strongly Agree Neither Agree Agree Strongly
Agree nor Disagree Disagree

5 The employee is a perfect 1 2 3 4 5
fit for the position

6 The employee met 1 2 3 4 5
my expectations

What were the strengths of the recruitment process?

What were the weaknesses of the recruitment process?

Are there any additional comments?

7
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SUPPORTING DOCUMENT E: RECRUITMENT METRICS

In order to improve your recruitment practices, you need to establish measurements that determine 
which recruitment sources provide you with the most cost-effective and efficient means of attracting new
candidates and hiring new employees. Measurement is essential in establishing benchmarks and goals, 
in reducing costs and time to fill, and in improving recruitment and selection processes. 

The standard recruitment metrics described below can help you in determining your current state of
recruitment, and in establishing short-term and long-term goals. There are many variations of recruitment
metrics. Most can be traced to four core metrics: source distribution, cost per hire, time to fill, and customer
satisfaction (including quality of hire). 

Four core metrics:
source distribution

cost per hire

time to fill

customer satisfaction (including quality of hire).

Source distribution
Definition: source distribution is the measurement of the number of job applicants and new hires by
recruitment sources (for example by employee referral, internet, newspaper advertisement).

Formula: to calculate source distribution, total the number of job applicants and new hires per recruitment
source.

What it may tell you: source distribution is an indicator of the effectiveness of the recruitment source.
Computing source distribution by recruitment source should provide you with information on the most
effective source of job applicants and new hires, such as newspaper advertisements, employee referrals or
jobs fairs. 

Metric analysis: some of the approaches you can use to analyse the source distribution data are as follows:
evaluate which sources provided you with the most successful applicants and new hires

calculate recruitment yield ratios per source to determine which sources provided you with the greatest
numbers: of applicants to qualified candidates; of qualified candidates to number of interviewees; 
of number of interviewees to the number of job offers; of the number of job offers to the number 
of job acceptances.

Cost per hire
Cost per hire is the average cost of hiring a new employee. Cost per hire is an indicator of the efficiency 
of the recruitment and selection processes. Computing cost per hire by recruitment source such as
advertising should enable you to determine the most cost-effective source of new hires.

To calculate the cost per hire, total the cost of hiring new employees in a fiscal year and divide by the
number of new hires in the fiscal year. The total cost of hiring employees is the sum of advertising costs
(including both print and electronic), travel costs for recruiters and interviewees, relocation costs, cost of 
job fairs and, if applicable, cost of signing bonuses and cost of employee referral bonuses. Multiply the cost
of hiring new employees by 1.1 (10% accounts for all other costs such as management time spent in hiring,
recruiter’s time recruiting and overhead expenses such as testing, reference checking, hiring unit staff time,
administrative support, and other minor expenses). Divide this figure by the total number of new hires.

Time to fill
Time to fill is the average number of days it takes to hire a new employee. Time to fill is an indicator of the
efficiency of the recruitment and selection processes. Computing time to fill by the hiring manager, division
and agency should enable you to identify the most efficient recruitment and selection practices.

To calculate the time to fill, total the time to hire new employees in a fiscal year and divide by the number of
new hires in the fiscal year. The total time to hire new employees is the sum of the number of days, beginning
with the day the manager has approved the filling of a vacancy and extending through the end of the day the
candidate accepts the job offer. Divide this figure by the total number of new hires in the fiscal year.

8
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Customer satisfaction
The customer is defined as the manager (the term manager is used to refer to either a manager or
supervisor) who is charged with filling the vacancy. Customer satisfaction is the manager’s overall
satisfaction with the recruiting strategy, sources and process; the selection process; the quality of 
the new hire; and the recruiter’s performance.

Survey the customer to measure the overall satisfaction. The survey should include questions on the
manager’s overall satisfaction with the recruiting strategy, sources and process; the selection process; 
the qualifications of the new hire; the manager’s knowledge of the recruiting and selection process; 
the manager’s satisfaction with the initial time of contact from the recruiter; and the manager’s overall
satisfaction with the recruiter’s performance.

The survey results will provide you with data and feedback to measure and evaluate your recruitment and
selection processes, the quality of new hires and recruiters’ performance. You should use this information 
to respond to your customers’ needs and concerns to improve the recruitment and selection processes, 
the quality of new hires and the recruiters’ performance. The ongoing use of recruitment metrics will provide
real-time feedback regarding the effectiveness of your recruiting efforts. Timely feedback allows you to modify
or change approaches depending on specific needs, and also helps to eliminate methods or sources that 
do not provide acceptable returns on investment.

9

S
U

P
P

O
R

TIN
G

 D
O

C
U

M
E

N
T E

: R
E

C
R

U
ITM

E
N

T M
E

TR
IC

S



SUPPORTING DOCUMENT F: RECRUITMENT EFFECTIVENESS INDEX

An effectiveness index may be developed to support the evaluation of the recruitment process. The recruitment
effectiveness index focuses on measuring three elements which are linked to business outcomes, that is to 
say better recruits and lower costs. Each of the elements is described below:

Time: this will focus on the time to fill a position and the target time to fill. The target may vary depending 
on the role and the needs to be determined from the outset (a target time to fill, for example, could be 
thirty days). 

Cost: variable costs could be allocated to take account of the recruitment approach (for example a share 
of advertising costs, agency fee, colleague referral bonus, possibly recruiting staff time allocation for
interviewing). For each role a target variable spend needs to be determined, for example a target variable
spend of 30% of remuneration. Fixed costs are treated as overhead, and are controlled accordingly.

Quality: based on a 1-5 scale, line managers’ quality assessment of the hire: this can be based on normal
performance assessment or specific rating for the job. The manager needs to set a target quality rate 
which he/she expects, for example a target set at 3.5 out of 5 (namely a satisfactory to good rating). 
This information can be gathered from the Manager Evaluation Form in supporting document D.

The Recruitment Effectiveness Index
The overall score is the average of the individual scores. If variable cost, time to hire, and quality measures 
are all in line with targets, recruiting effectiveness is 100% for individuals.  

This index provides an evaluation of the recruitment process which can be tracked over time. In order to develop
the index targets on time to fill, costs and quality need to be agreed at the outset and then details of all of them
need to be tracked on an ongoing basis. This information can be captured in a diagram as illustrated below: 

The Recruitment Effectiveness Index
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SUPPORTING DOCUMENT G: COMMUNICATION AUDIT CHECKLIST

An overview of the tool
Communication is the essential link that connects all aspects of an organisation. The strengths or weaknesses
of that connection can dramatically impact your company’s bottom line. It affects retention and recruitment. It
influences morale and productivity. It shapes employees’ perceptions about their jobs, their company and their
role in achieving organisational goals.

The communication audit tool is designed to be used in the initial assessment of organisational communication.
Use the tool to

investigate communication policies and practices

assess management’s perception of communication

identify the information being shared with employees

pinpoint current communication channels

assess individual publications and/or electronic communication vehicles.

How the tool works:
1 answer yes or no to each of the questions posed
2 have other members of your organisation complete the checklist
3 compare the results
4 prioritise areas for attention.

Communication Audit Checklist
This checklist offers food for thought to help you identify areas of communication in your organisation 
that may need improvement. It can help you set priorities and develop short-range and long-range
communication objectives. It can help you design an effective, comprehensive communication 
programme for your organisation.

QUESTIONNAIRE 1

COMMUNICATION POLICY YES NO
1 Does your organisation have a written policy for internal communication?
2 Are the objectives of the policy clearly stated?
3 Is the policy aligned with the organisation’s:

mission/vision/values? 
business goals and objectives?

4 Do all communication activities within the organisation conform to the policy?
5 Does the policy provide for both upward and downward communication?
6 Does the policy identify who is responsible for overall administration of the policy?
7 Is the policy periodically reviewed to ensure it supports your organisation’s goals 

and business objectives?
8 Is the policy published and distributed to all employees?
9 Is there a periodic evaluation of the effectiveness of the policy?

Communication programme management

1 Are all formal and informal communication activities and responsibilities identified?
2 Are all communication activities co-ordinated?
3 Does your organisation plan and budget for internal communication?
4 Do you keep accurate records of all production costs?
5 Does your organisation have a published organisation chart so that channels 

of communication are understood?
6 Are there effective avenues for two-way communication?
7 Does your organisation have a crisis communication plan?
8 If yes, is your crisis plan reviewed and updated regularly?
9 Is your communication strategy linked to your company’s vision and values?

11

S
U

P
P

O
R

TIN
G

 D
O

C
U

M
E

N
T G

: C
O

M
M

U
N

IC
ATIO

N
 A

U
D

IT C
H

E
C

K
LIS

T



QUESTIONNAIRE 2

MANAGEMENT INVOLVEMENT YES NO
Upper management

1 Is there consensus by management on
corporate goals? 
company image?
communication policy?

2 Does upper management actively support the organisation’s communication policy? 
3 Does upper management actively participate in important communication initiatives?
4 Does the senior officer in the organisation communicate directly with employees 

on a regular basis?
5 Does upper management seek communication counsel in advance of 

major decisions?
6 Does senior management actively support a proactive approach to communication?

Middle management

1 Do supervisors understand their responsibility for maintaining both upward 
and downward communication?

2 Are supervisors trained to effectively and accurately deliver information to
employees and answer questions?

3 Are supervisors given advance information about your organisation’s plans, 
progress and other important matters?

4 Do supervisors understand the procedures for keeping management informed 
about employee attitudes, morale and rumours?

5 Do supervisors and the human resources department have a clear understanding 
of their roles in providing information to new hires?

6 Do supervisors have a checklist of information to be covered with new hires?
7 Are there regular upper/middle management meetings?
8 Does the organisation solicit managers’ ideas for improvement?
9 Does your organisation have a supervisors’ reference manual that addresses 

employment issues?
10 Does your organisation have a ‘policies and procedures’ manual that is available 

to all supervisors?
Personnel/human resources department

1 Is the personnel/human resources department’s responsibility for communication 
clearly defined?

2 Does the personnel/human resources department keep management informed 
of important activities and trends in personnel and labour relations?

3 Does the senior position in personnel/human resources participate in major
policy decisions?

4 Are exit interviews always conducted when an employee leaves the organisation?
5 Is the information from exit interviews used constructively?
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SUPPORTING DOCUMENT H: FOCUS GROUP GUIDELINES

The objective is to gain a detailed understanding of employee’s experiences, perceptions, attitudes and
learnings either prior to or on completion of a HR programme.

FOCUS GROUP FORMAT
Number and locations

duration: 90 to 120 minutes maximum

number of attendees: approximately 5-8 at each session

sample: a cross section (by function) of the organisation to be covered by the sessions 

facilitator: to be present at each session 

session: to be introduced by a local project sponsor who will leave the session after the introduction.

Logistics
a room with space appropriate to the number of participants should be made available

seating should be set up in a U-shape

refreshments should be provided at the start of the sessions

two flip charts with markers (of various colours) will be required to take notes or ‘park’ side issues 
arising from discussions.

Pre-session activities
identify attendees

send an email/notice to inform all staff about the initiative and to alert them that they might be 
invited to participate 

send out invitations to staff approximately one week before sessions are due to take place.

Ground rules
Total confidentiality

what is important is what is said, not who said it

respect your peers’ confidentiality upon leaving the room

Your role
share your views even if different from others: we are interested in a variety of opinions

allow others to speak without interruption

group members should do 90% of the talking

Our role
facilitate discussion

ensure that we capture your views

Timing
session should last no longer 90 to 120 minutes.

ROLES AND RESPONSIBILITIES
Project sponsor

welcomes participants

provides the background to and purpose of the focus groups

introduces the facilitator.
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The facilitator
introduces him/herself

explains the purpose of the focus group and the objectives for the day

outlines the agenda for the session (duration, topics covered, number of sessions taking place, etc)

provides assurance regarding confidentiality (namely that the content of what is said is recorded 
and not who said it, that members’ confidentiality is respected upon leaving the room, etc)

sets expectations – outlines how the information will be used, what feedback is expected

covers all relevant aspects of the focus group guide (outlined below)

records date, time, number of participants, demographic make-up of group 

captures participants’ responses, questions and concerns 

indicates areas where comments deserve greater emphasis

where appropriate, records verbatim for use in reporting phase.

FOCUS GROUP GUIDE
The focus groups will provide valuable information and feedback from employees on programmes. 

Introducing the session 
The conduct of the introductory 10 minutes of sessions is described above under the role and responsibilities of
the sponsor and facilitator but it is useful to repeat the important discrete steps involved:

welcome the group to the session

introduce the facilitator 

ask group members what they know about today’s session, for example have they been informed of the
objectives of the session, do they know how they have been selected, etc

discuss the objectives of the session and the timescales

explain how participants have been selected

describe the expected outcomes of the session 

describe the arrangements for obtaining summary feedback from the session 

discuss the confidentiality aspects of the session with the group: explain that it is the content from the
sessions that is important, rather than who said what 

discuss any other concerns that the group may have

begin the focus group discussion

duration: 10 minutes.
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The feedback

OBJECTIVES SAMPLE QUESTIONS

1 Establish overall feedback Do you feel the HR programme met its outlined objectives?
on the HR programme Do you feel the programme met your objectives?
(duration: 20 minutes) Is there anything further you would have liked to see 

included in the programme?

2 Establish learnings from Do you feel you have learnt from the programme?
the programme What have you learnt from the programme?
(duration: 25 minutes) What is the item of learning that you intend to use 

and implement in your day-to-day role?
By what targets will you measure your progress?

3 Identify what changes have How did the programme learnings influence your 
occurred in behaviour skills/behaviours?
(duration: 15 minutes) What changes have you made since the programme?

How do you feel the programme will benefit you in the future?
Would you recommend the programme to others?

Concluding the session
Close the session by reiterating the objectives of the session and how the information will be used:

explain how participants can obtain a summary from the session

if participants wish to raise any issues following the session, provide them with a contact name 

thank the participants for their contributions

duration: 5 minutes.

Feedback to participants
We recommend that participants be provided with some high-level feedback from the sessions. This could 
take the form of a summary of the key findings and might accompany a thank-you letter (the feedback would 
not commit to any recommendations that might emerge from the focus groups but would be a summary of
the main issues raised). 
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SUPPORTING DOCUMENT I: 360-DEGREE GUIDELINES

A 360-degree evaluation is a mechanism for evaluating a person’s performance based on feedback from 
all those with whom he/she comes in contact – managers, team leaders, colleagues, subordinates etc. 
It is a method of collecting input from many sources within the person’s environment. The 360-degree
evaluation will help individuals to identify their strengths so that they can build on them and at the same 
time address skills gaps.

A 360-degree evaluation is more complex to administer than other forms of evaluation and, when
implementing, clear guidelines should be adhered to. Feedback can be enormously powerful and the 
process must therefore be properly supported, with due consideration given to how it will be introduced,
administered and followed up. 

Before you initiate 360-degree feedback the following issues must be considered.
Purpose: the purpose of the feedback must be clearly and consistently communicated to all 
those involved.

Culture: consider whether the organisational culture supports this process and allows open feedback.
The 360-degree feedback process relies heavily on the inputs of others so participants and raters need
to feel comfortable and supported when taking part in it.

Confidentiality: it is important to guarantee confidentiality for participants, both subjects and raters. 

Reviewing the 360-degree process entails consideration of the following issues.
Self-assessment: self-assessment encourages the individual to take responsibility for his or her own
development and is a useful starting point in the 360-degree feedback process. Consideration must 
be given to several points: a) the purpose of this information; b) how it is used; c) who has access to it;
and d) for how long is it to be held. 

The raters: identifying the most appropriate people to rate the performance of the individual is a key 
part of the process. Ideally the person undergoing the process will have full involvement in identifying 
who is in the best position to comment on his/her performance. 

Number of raters: the assessment has to be based on a large enough sample to ensure that it is valid.
If too small, there is a danger that one rater’s view will have a major impact on the overall results. 

The questionnaire: the questionnaire must be relevant to the raters and their day-to-day involvement
with the individual. It should relate to existing measurement systems within your area, such as
competencies. 

Feedback strategy: it is important to consider what feedback is communicated and how and when 
this takes place. It is also important to ensure that the people giving the feedback have the competencies
to effectively give appropriate feedback.

A sample 360-degree evaluation form which focuses on a number of competencies is provided below. 
This should be tailored to suit the specific competencies of the individual’s job.

16

S
U

P
P

O
R

TIN
G

 D
O

C
U

M
E

N
TS

 I: 360-D
E

G
R

E
E

 G
U

ID
E

LIN
E

S



360-DEGREE EVALUATION FORM

Programme Title: Date:

This evaluation form will be used to assess you against a number of competencies to determine what your
strengths and weaknesses are. The exercise is designed to determine what you have been doing well and what
opportunities there are for development so that you can be more effective in your job.

Participants should score themselves out of five: 1 = Highest and 5 = Lowest. Please assess yourself, based on
you own group.

Administration: measures the ability to implement and monitor actions to ensure compliance with policies and
regulations. Also helps identify the ability to distribute information, allocate staff and maintain records or
documents.

Outstanding Very Good Good Fair Poor
Establishes and documents goals and objectives 
Follows existing procedures and processes 
Produces clear and concise reports

Communication: measures the ability to present information formally and informally in both written and oral
forms. Also measures the ability to communicate with customers, staff, peers and supervisors.

Outstanding Very Good Good Fair Poor
Communicates a clear understanding of the 
subject at hand 
Speaks clearly, fluently, and in a compelling 
manner to both individuals and groups 
Delivers messages with energy, enthusiasm, 
and conviction 
Writes in a clear and concise manner, using 
appropriate grammar, style and language 
for the reader

Problem solving: measures how well a person can understand information and options, give appropriate
consideration to information, make correct decisions, analyse and interpret information, and react to 
changing situations.

Outstanding Very Good Good Fair Poor
Works quickly when faced with difficult problems 
Analyses issues and reduces them to 
their component parts 
Makes judgments based upon 
relevant information
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Planning and organising: measures a person’s ability to develop plans and objectives, visualise long-term
solutions, set business objectives, adhere to schedules. 

Outstanding Very Good Good Fair Poor
Plans meetings effectively
Organises and schedules events, 
activities, and resources
Sets up and monitors timeframes and plans

Teamwork: measures a person’s ability to demonstrate behaviours that support the relationship among 
team members.

Outstanding Very Good Good Fair Poor
Assists team members as required
Shares knowledge and information with others
Displays respect for others opinions and beliefs

Leadership: measures the individual’s skill level in planning, organising and overseeing the work of
subordinates. Also measures a person's ability to manage work-flow efficiently. 

Outstanding Very Good Good Fair Poor
Motivates others in order to reach 
organisational goals
Convenes, leads and participates constructively 
in meetings
Influences and persuades the thinking 
of others

General comments
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SUPPORTING DOCUMENT J: EFFECTIVENESS REPORTING 
In order to ensure that the impact of a HR initiative is fully understood within an organisation, it is essential that
evaluation information is accurately and comprehensively reported. The following example shows how this might
be represented for a training programme.1

Executive summary 
overall rating of programme

business impact estimation on business objectives (if applicable)

on-the-job confidence rating.

Key findings
Benefits

did the initiative meet its objectives, and desired outcomes?

what tangible measures and benefits were delivered versus the measurement plan?

what were the intangible benefits, if any?

Costs 
did it keep within budget? 

what unexpected costs arose?

what indirect costs were incurred (expected and unexpected)?

Organisational impact
what areas of work has this initiative specifically impacted?

how did the initiative deliver against the impact assessment plan?

Considerations for the future
what were the key strengths and weaknesses?

how can the performance of the initiative be improved?

what points should be kept in mind for the future?

Summary of Individual Experience
On-the-job confidence

individual on-the-job performance objectives ratings

sustainability on the job: factors listed by participants in answer to the qualitative question asking them 
to identify the obstacles to their successful application of knowledge and skills learned.

Knowledge increase
relative knowledge gained.

Learning objectives 
individual learning objectives and results.

Effectiveness of material and methods
individual materials and methods ratings.

Facilitator evaluation
individual ratings for facilitator.

Conclusions
summary of findings and identified issues and initiative results.

1 Hutcheson, J. (2003), Measuring Training Impact: How TD Bank Financial Group Established a Credible, 
Sustainable Product Suite and Process for all Levels of Evaluation.
http://www1.ast.org/astdInterim0304/pdf/handouts/m307.pdf
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SUPPORTING DOCUMENT K: EVALUATION EFFECTIVENESS
MASTERSHEET

NAME OF INITIATIVE

Objectives of initiative

Expected outcome of initiative

Levels of evaluation needed Business Evaluation?
Behavioural Evaluation?
Operational Evaluation?

Which evaluation tools? When to use them? Who is responsible for each tool?

Top line results of evaluation Evaluation level:
Direct/indirect benefits:
Costs:
Impact on organisation:
ROI statement (if applicable):
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Patient/Customer
outcome

Other
organisational

indicator

Process efficiency

Other
organisational

indicator

Other
organisational

indicator

Training and
development

Other
organisational

indicator

Quality of
manager

% of payroll 
invested in

T&D

Quality of
training

SUPPORTING DOCUMENT L: HR VALUE TRAIL

SUPPORTING DOCUMENT M: CAUSAL CHAIN 

How induction
training impacts
patient service

Induction
training

Faster 
integration into

organisation

Better
understanding 
of organisation

processes

Improved
customer/

patient service

Improved 
reaction to
challenges

Faster 
diagnosis 

of problems
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SUPPORTING DOCUMENT N: IMPACT RATING TOOL

SUPPORTING DOCUMENT O: DECISION PYRAMID

Impact Rating Tool

Key impact area, such as High Medium Low
Patient satisfaction
Cost efficiency
Health outcomes
Operational effectiveness
TOTAL

22

Business 
Evaluation 
Questions

How has the 
initiative impacted 

organisational performance?  

Did the on-the-job application
produce measurable results?  

Did the monetary value of the results 
exceed the cost of the programme? 

What are the levels of employee engagement?  

Did absenteeism decrease?

Behavioural Evaluation Questions
What behaviour has changed as a result of the initiative 

and by how much? 

How do participants view the behaviour change?  

How do others view it?  

How sustainable are new skills?  

What are the common identifiable behavioural themes?

Operational Evaluation Questions
Did the participants find the initiative useful?  

Did it meet desired outcomes? 

Was it a logistical success?1

2
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SUPPORTING DOCUMENT P: FORMULATING EVALUATION PLANS

23

FORMULATING EVALUATION PLANS

What should we measure?
Are we looking for operational, behavioural 
or business measurement data or all of the
above?

Do we need qualitative and/or quantitative
information?

Do we have adequate base line data?

What is the best method for 
obtaining that information?
What data collection tools are the most
appropriate?

Are there ethical/privacy considerations in
obtaining this information?

Can this information be used to assist in the
development of future training initiatives?

When should we measure?
Before, during and/or after the initiative?

What is the benchmark for the data 
we need?
Last year’s initiative?

Current cycle times?

Sphere of influence?

Control groups?

Who is responsible for evaluating 
the initiative?
Sponsor of the initiative?

Trainer?

External evaluator?
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How induction
training impacts
patient service

Induction
training

Faster 
integration into

organisation

Less need for
peer training

Improved
customer/

patient service

Improved 
reaction to
challenges

Fewer 
errors

Faster 
diagnosis 

of problems

Evaluation Data

Evaluation Data

HR Initiative

Better
understanding 
of organisation

processes

Evaluation Data

Key performance
indicator

SUPPORTING DOCUMENT Q: CASUAL CHAIN

SUPPORTING DOCUMENT R: BUSINESS CASE TEMPLATE

BUSINESS CASE TEMPLATE

1 purpose and strategic context of the initiative (from step 1)
2 objectives, outcomes, measurement indicators and impact 

assessment (from step 2) 
3 summary of costs, benefits and risks (from step 3)
4 final return on investment (ROI) statement/plan.
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SUPPORTING DOCUMENT S: EFFECTIVENESS EVALUATION 

EFFECTIVENESS EVALUATION: ROI Example

Costs of Training Initiative Benefits of Training
Management time on needs analysis: €2,000 Reduced absenteeism of 2% per annum: €18,000
Cost of developing and producing Reduced insurance premiums: €5,000
content/materials: €2,000     
Booking, logistics, etc: €1,000 Reduced clerical error: €25,000
Costs of presenting Improvement in patient admin: €10,000
(trainers, facilities, food): €3,000
Loss of working time for trainees, 
temporary cover, etc: €2,000
Follow-up, monitoring and evaluation: €2,500
Refresher training or additional support: €1,500 
Replacing leavers/promotions (including training) 
to maintain skill level: €10,000

€58,000 – €24,000
€24,000
143% positive ROI
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26 Harcourt Street
Dublin 2
tel 01 475 4044
fax 01 475 4066
web www.tohm.ie


