
sibly see information about the organization that the organization officials
did not want them to see.

As with many ethical dilemmas, there is probably not one right answer to
the situation posed herein. Providing quanxi—if the size of the quanxi is
consistent with current practice, within the means of the researcher, and
handled in a professional and responsible way—may not have been a viola-
tion of any ethical standard, in spite of surface appearances.

In the specific case cited, the researcher did not have access to resources
to pay for quanxi or for professional translators. In fact, the write-up of the
research identified all of the limitations faced by the researcher, which, of
course, may well have affected the validity of the conclusions drawn. Per-
haps the most interesting aspect of the research was a description of the
research challenges confronted by the researcher.

Applicable Standards
This case illustrates the violation of the following research and evalua-

tion standards.

Data collection. Relative to modifications based on the population involved
in the research.

Responsibility. Relative to diverse populations.

Incentives to participants. Relative to excessive or inappropriate incentives.

Interpretation and Explanation of
Research and Evaluation Results:
A Case Study in Use and Misuse

Darlene Russ-Eft

The Context
Information Services Inc. (ISI) is a leading marketer of information, soft-

ware, and other services for business decision making. A focus of ISI during
the 1990s was to initiate and manage change to realize revenue growth. Pro-
viding training to employees to increase job effectiveness was seen as one
approach to initiating and managing such change. The other was through
divestitures and workforce reductions. This latter approach was not dis-
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closed to the evaluators involved in this case until the reporting phase of the
evaluation.

ISI decided to conduct an evaluation of an interpersonal skills training
program. The main purpose was to determine the effectiveness of the train-
ing in monetary and nonmonetary ways. A second objective was to investi-
gate whether any differences arose when using line managers rather than
trainers to deliver the training.

The Ethical Dilemma
Several key people from ISI were involved in the evaluation, including

the vice president of operations, the executive director of organization and
professional development, the chief financial officer, and the director of
management development. The vice president of operations, responsible for
unit training and development, was concerned that the money spent on train-
ing would affect the bottom line. The executive director of organization and
professional development was charged with providing the vice president of
operations with the data needed to justify the interpersonal skills program.
The chief financial officer wanted to see a formal return on investment (ROI)
study completed on the training program. The director of management
development was interested in obtaining evidence that the training had some
effect.

Several key people from the consulting organization were involved in the
evaluation, including the research director, a research manager and research
assistants, and the organization’s chief financial officer. The researchers
were concerned with conducting a sound evaluation and testing some ideas
on an approach to determining the costs and benefits of interpersonal skills
training. The chief financial officer and a manager of finance from the
researcher’s organization acted as advisors to the project.

ISI had more than 100 locations throughout the United States. Given such
dispersion, the organization became concerned with moving to a more sup-
portive and cooperative climate, as well as fostering improved performance.
A program that could accomplish those goals had to be inexpensive, at least
relative to the benefits obtained. Certainly, the budget review focused on the
dollar value of all Human Resource Development (HRD) programs at ISI.

The training program being evaluated provided basic human interaction
skills. The instructors, whether from the training staff or from line manage-
ment, attended a 4-day certification seminar. This seminar included such
topics as facilitation skills, the learning process, basic program content, and
implementation strategies.

The program at ISI was delivered in three locations. In one facility, a
training staff member from the corporate headquarters delivered all of the
training. At a second location, a trainer from one of the regional offices
delivered the training. At the third location, one of the local managers deliv-
ered the training. A fourth location was selected to provide a control group
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of employees who were similar to the trainees, but who would receive the
training at a later date.

The evaluation used pre- and posttraining ratings of behaviors of the
trained and control group participants. These were obtained from the partic-
ipants, their supervisors, and two of their colleagues. The pre- and
posttraining ratings were matched for each respondent. Pretraining ratings
were gathered immediately before training, and posttraining ratings were
gathered approximately 1 month following the last training session.

Repeated measures multiple analyses of variance (MANOVAs) found
statistically significant differences in the ratings from before to after train-
ing for all rating groups, as compared with the control groups. These results
were then converted to dollar benefits by using the time spent on these
behavioral tasks and average salary data. The dollar benefits were then sub-
tracted from estimates of the dollar costs, including the costs of the trainers’
and the trainees’ time.

In addition to the analysis examining the return on investment in behav-
ioral and monetary terms, the study also examined the effectiveness of the
three types of trainers: corporate trainer, regional trainer, and line manager.
In this case, no differences were found among the groups.

A series of written reports was prepared for the senior management team.
These reports included an executive summary; a technical report presenting
the details on the evaluation design, instruments, statistical analyses, and
results; a copy of all the statistical analyses; and an oral presentation to the
senior management team. During the oral presentation, when questions
arose concerning the details of the analyses, audience members could
review the results in one of the reports.

Focus Questions
Before reading the analysis of the dilemma, think about what you would do in

this situation by considering the following questions:

1. What should be measured to determine the effectiveness of the training?
2. Can and should skill improvements in interpersonal skills be translated into mone-

tary benefits?
3. What cautions should be added to reports of evaluation results?
4. To what extent do such cautions lead to a lack of respect for the HRD professional

and for the evaluation?
5. What is the responsibility of the HRD professional in guiding decision making

based on the results of an evaluation?

Analysis of the Dilemma
An important ethical issue facing the evaluators in this case was that of

competence from the General Principles. At the time of the above-described
evaluation, very little empirical research had been published regarding
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approaches to translating performance gains into monetary benefits. Even
today, there exists little consensus as to the most appropriate methods.
Although the researchers consulted with financial analysts, perhaps more
could have been done to ensure that the financial analysis met with generally
accepted practices.

A second area of concern identified is that of interpretation and explana-
tion of research and evaluation results, described under research and evalua-
tion. The evaluators provided the organization with a variety of reporting
formats. This helped many of the senior management to understand the find-
ings and the implications. The evaluators could, however, have provided
more discussion as to the limitations of the research. Note that such listing
of limitations, though appropriate for academic publications, tends to
reduce the credibility of the findings when viewed by management.

A final area of concern within the General Standards is that of the misuse
of HRD professionals’ work. Initially, it appeared that senior management
was prepared to misuse the results to make decisions regarding downsizing.
Instances where research and evaluation yield information leading to down-
sizing efforts pose a dilemma for the HRD professional. Which is consid-
ered ethical—a workforce reduction leading to a profitable and sustainable
organization, or the preservation of jobs leading to an unprofitable and
unsustainable organization? Of course, the most satisfying outcome would
be one in which there is a preservation of jobs along with a sustainable and
profitable organization. In this case, the financial personnel and the evalua-
tors succeeded in convincing senior management that using training results
from an interpersonal skills program to reduce this type of personnel was
inappropriate.

Applicable Standards
This case illustrates the use of the following research and evaluation

standards.

Data collection. The researchers consulted with financial analysts, including
a Chief Financial Office; however, more might have been undertaken with
regard to additional financial analyses, including discounted cash-flow
methods.

Informed consent. Researchers did obtain the consent of employees and held
the individual information as confidential. However, they did not provide com-
plete information regarding the possible risks of the evaluation.

Interpretation and explanation of research and evaluation results.
Researchers provided information to various stakeholder groups in different for-
mats. Additional consultation with senior management helped to avoid misuse
of the results.

54 Advances in Developing Human Resources Februar y 2001


