
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

ROI Forecasting:  
Making a Better Business Case 
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As a result of the COVID-19 crisis, many executives, including the Congressional Budget Office (CBO), predict 

the global economy will be in a recession for the remainder of 2020 and into 2021. 

Consequently, budgets have and will be cut, and it will be difficult to secure the approval of projects in the future. 

The Need 
What happens if you have a need for a program, but no budget has been set aside for new projects? Perhaps 

the only opportunity you have is to show the value for the project compared to the cost. An ROI forecast will 

show the monetary value that the project will deliver compared to the proposed cost of the project. If there is 

a significant positive difference, this may convince executives to move forward and implement the project. The 

challenge is to make a compelling business case, one that will convince even the most conservative CFO to 

allocate funds for the project. 

This boot camp describes how to create a forecast for a program that was not expected. This type of forecast 

connects the proposed program to business measures that will improve if this program is implemented. When 

the monetary value of this improvement is calculated and compared to the projected cost of the program, a 

financial ROI is forecasted. The challenge is to be conservative with analysis and credible with the conclusions. 

The Approach 
The approach to preparing an ROI forecast for your program involves several straightforward steps: 

01 Start with why and connect to the business measure. The program should begin with the 

problem defined by a business measure or an opportunity defined by a business measure. The 

key is to understand why the program is needed. What business measure will improve if you 

implement the program? This is absolutely necessary when forecasting the financial ROI.  

02 Make sure you have selected the right solution. If you are implementing a learning program, you 

need to make sure that the program will drive the business measure. This may involve questions, 

discussions, analysis, or benchmarking. The key is to make this connection to business needs.  

03 Expect success for the project. This involves developing objectives at four levels for how you 

want participants to make the program successful. These four levels focus on:  

o Expected reaction to the program  

o Expected learning, what participants should learn  

o Expected application, What participants should be doing with what they’ve learned 

o The experts will estimate the impact that the application of the learning should have on the 

business measure identified at the beginning of the project. The precision for the objective 

for level 4 will come in the next step. 

04 Estimate the impact of this program on the business measure. Using the best experts, who 

understand the program (content) and where the people are working (context), ask them to 

estimate the impact on the business measure from this particular program. The experts may be 

the requestors for the program, the person who understands the need, the supplier, or someone 

who has a benchmarking study.  
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05 Adjust the impact for error.  Using a simple question, “What is your confidence in your estimate 

on a scale of 0 to 100 percent?”, the error can be removed.  That percentage is multiplied times 

the estimate, and this effectively reduces the number by the error in the estimate.  

06 Convert the impact data to money. The good news is for measures that matter to the 

organization, there are probably already monetary values available. If not, there should be 

experts who can help you with this value.   

07 Estimate the cost of the program. Typically, this is easy to do. To be credible, the costs should 

include all direct and indirect costs.  

08 Identify the intangibles. The intangibles are measures that we cannot convert to money, credibly, 

with minimum effort. We choose not to convert these measures to money, but they are still 

important. They are measures such as teamwork, collaboration, image, and stress. They are not 

included in the ROI calculation but connected to the program.  

09 Calculate ROI. We suggest the two most common ROI calculations be used: Benefit-Cost Ration 

(BCR) and Return on Investment (ROI) expressed as a percentage.  

 

 

 

 

 

 

 

 
  

 

Also, perform a little sensitivity analysis by showing how the ROI changes with different 

estimates and assumptions.  

10 Present the results. The ROI forecast is presented to the management team to secure approval. 

Six types of data are presented as estimates (reaction, learning, application, impact, ROI, and 

intangibles). The key is to use storytelling with data to make the case. 

 

If the project is approved, be prepared to conduct a follow-up evaluation. It rarely happens that a forecast is 

presented, and approval is secured without an actual follow-up ROI evaluation later. Ideally, you would like for 

the forecast ROI to be less than the actual calculated ROI. That will show that you are conservative in your 

analysis, and you are on target with the process. 

So, there you have it. Ten simple steps to forecast the ROI. For an example of an ROI forecast, including the 

follow-up evaluation, please contact ROI Institute.  

BCR ROI X 100 
Monetary Benefits 

Program Costs 

Benefits - Costs 

Costs 
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Prework: Case Study 
Prior to attending this boot camp, participants will review a real case study that details a proposal to allow a 

group of employees to work from home. The case study applies the methodology and shows how the process 

is completed, following the steps of business alignment, selection of the proper solution, and setting clearly 

defined objectives at all levels.  

Learning Objectives 
At the end of the boot camp, participants should be able to: 

 

 

 

Materials 
Each participant in this Boot Camp will receive a workbook, an application guide, an ROI model, a forecasting 

case study example, and an e-copy of the book, The Consultant’s Guide to Results-Driven Business Proposals: 

How to Write Proposals That Forecast Impact and ROI, by Jack J. Phillips, Ph.D., and Patti P. Phillips, Ph.D. 

Boot Camp Fees 
With an investment of only $197 per person and five or six hours of your time, you can learn forecasting and 

show the value of your projects, programs, and initiatives. 

 

List the five levels of data 

that are present with any 

project or program. 

Identify the data needed 

by executives along with 

their expectations. 

Forecast the impact, ROI, 

and intangible benefits of 

an important project. 

Use forecasting as a 

routine process to secure 

project approval and build 

relationships with clients, 

executives, and program 

sponsors. Present the ROI forecast in a 

compelling way to senior executives. 

Select the experts to 

provide data to make the 

estimates for a forecast. 

Describe an example of 

a real ROI forecasting 

case study. 
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Facilitators 
 

 

Patti P. Phillips, Ph.D., CEO 

ROI Institute, Inc. 

Since 1997, Patti has been a driving force in the global adoption of the ROI 

Methodology and the use of measurement and evaluation to drive organization 

change. Her work as an educator, researcher, consultant, and coach supports 

practitioners as they develop expertise to help organizations and communities 

thrive. Her work spans private sector, public sector, nonprofit, and 

nongovernmental organizations. Her work has been featured on CNBC, 

EuroNews, and in more than a dozen business journals. Patti is author, coauthor, 

or editor of over 75 books and dozens of articles focused on measurement, 

evaluation, accountability, and ROI.   

Jack J. Phillips, Ph.D., Chairman 

ROI Institute, Inc. 

Jack is a world-renowned expert on accountability, measurement, and evaluation. 

He provides consulting services for Fortune 500 companies and major global 

organizations. The author or editor of more than 100 books, he conducts 

workshops and presents at conferences throughout the world. Jack’s expertise in 

measurement and evaluation is based on more than 27 years of corporate 

experience in the aerospace, textile, metals, construction materials, and banking 

industries. Jack regularly consults with clients in manufacturing, service, and 

government organizations in 70 countries in North and South America, Europe, 

Africa, Australia, and Asia. 

Tim Brock, Ph.D., Director of Consulting Services 

ROI Institute, Inc. 

Tim helps organizations implement the ROI Methodology in over 60 countries. He 

teaches a variety of ROI Institute workshops, including ROI Certification. Tim is 

frequently an invited keynote speaker and provides presentations at association 

meetings and international conferences. Tim serves on the faculty of the United 

Nations System Staff College at Turin, Italy training program and project 

managers around the globe how to integrate the ROI Methodology into their 

results-based management strategies. Tim is a faculty member at Capella 

University in Minneapolis, Minnesota, teaching graduate-level coursework on the 

ROI Methodology and mentoring doctorate students. 
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All Roads Lead to ROI 

CONTACT US 

+1 205-678-8101 www.roiinstitute.net info@roiinstitute.net 
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