
Measuring Business Impact

Recent research by McKinsey (2015)1 of over 1,400 global executives revealed that only 13% attempted to establish the financial 

impact of their learning or training investments.  In our own research of HR practitioners (a&dc, 2015)2, only 30% of organisations were 

assessing the impact of HR interventions in any way.

“We don’t have access to reliable data”, “It’s too time consuming”, “We’re not sure how to do it”.  These are just some of the reasons 

why HR teams struggle to evaluate the effectiveness of the initiatives they implement. 

Intuitively we all know that there is a direct link between a well-designed, focused HR intervention and improved performance.  And 

we know that improved performance has a direct effect on organisational success.  Whether it’s a robust recruitment and selection 

process, a targeted high potential development programme or an Executive coaching initiative, calculating the true benefit of the 

intervention has to become a priority for HR if the function wants to have an equal voice in helping to shape business strategy, despite 

the challenges this may present.

We know that it’s difficult to talk about Return on Investment (ROI) when, in many cases, the HR department is seen as a cost centre.  

To overcome this, a&dc have shifted the focus from purely financial outcomes to measuring the broader business impact of a given 

intervention, giving our clients the confidence that their investment is delivering the required results.     

While ROI data can be hugely beneficial in terms of providing evidence of the bottom line impact, it is not always the desired (or even a 

possible) outcome for a given intervention.  Organisations may have very specific objectives for introducing, updating or amending an 

HR initiative that do not relate directly to ROI.  Differences in required outcomes may also exist between different stakeholders.  Being 

able to determine both the financial and non-financial effect of the intervention therefore enables HR to satisfy various stakeholder 

needs and to measure the true business impact.   

As the framework below shows, the a&dc approach allows the business impact to be measured at a variety of levels across any form 

of HR initiative and, by doing so, provides the organisation with the greatest certainty that the investment is focused in the right areas.  

Accurate, informed decisions can then be made as to which processes, or elements of a process, are proving effective, which need to 

be improved and/or which elements are not delivering the desired results and may need to be removed from the HR strategy.

a&dc Business Impact Framework
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REACTIONS
(Suggested Timescale:  At or soon after the event).  This refers to stakeholder (i.e. Participant, Assessor, Client) 

satisfaction with the solution, e.g. initial candidate feedback on the relevance of a new recruitment process.

PERSONAL LEARNING
(Suggested Timescale:  At or soon after the event).  This refers to changes in knowledge, skills, attitudes or 

perceptions of the individual following the solution, e.g. the key learning points from a teambuilding workshop.

ORGANISATIONAL INSIGHTS
(Suggested Timescale: 3-12 months after the event).  This refers to the extra information provided to the 

organisation as a result of a given solution, e.g. the quality and extent of information gathered on a high 

potential population as a result of a new Development Centre initiative.

BEHAVIOURAL CHANGE
(Suggested Timescale: 3-12 months after the event).  This refers to the changes in behaviour of the individual or 

team following the solution, e.g. the improvement in performance evidenced through appraisal data following a 

leadership development programme.

ORGANISATIONAL IMPACT
(Suggested Timescale:  At least a year after the event).  This describes meaningful organisational outcomes which 

align to specific organisational objectives for a programme or solution, e.g. increased organisational engagement 

levels following an Executive coaching initiative.

RETURN ON INVESTMENT
(Suggested Timescale:  At least a year after the event).  This is the generally accepted definition of ROI in financial 

terms, presented as a %, i.e. ROI = ((Benefit – Cost)/Cost)*100, e.g. the percentage improvement in revenue 

following a Sales Development programme in relation to the costs of the programme.
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Our clients tend to focus on Organisational Impact and Return on Investment – the highest levels – which provide the greatest 

certainty about the value of the investment.  That said, we work with organisations to determine the level to which they wish to 

evaluate the impact of an intervention and collect data at the other levels to ensure we provide as comprehensive an evaluation as 

possible.  

Our ultimate objective is to be able to demonstrate business impact in relation to any HR intervention. We want to provide clients with 

concrete evidence that the solution is working, that it is delivering the anticipated benefits in financial terms or in terms of measurable 

organisational outcomes, or both.

We therefore work with you to identify the necessary data, take responsibility for the analysis, and present the findings in a way that 

will engage your stakeholders and stimulate informed debate.  This, in turn, allows you to demonstrate the positive business impact 

that you, your stakeholders and the organisation as a whole are striving for.

1 Richard Benson-Armer, Silke-Susann Otto, and Nick van Dam (2015) Do your training efforts drive performance? McKinsey Quarterly, March 2015
2 a&dc (2015) Measuring Business Impact Survey Report


