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ROI Methodology Model



Plan The Evaluation

Start with the why: Align programs with the business

There was no formal method of tracking how often a parent had called and/or emailed on an issue, if they 
called/emailed multiple staff, or how many times they were transferred. We looked for a platform that 
would assist with the following:
• Have a unified inbox that streamlines internal and external communications.
• Helping staff listen to community feedback and respond quickly to incoming questions. 
• A way to track real-time data and predictive analytics to show key metrics and insights, including trending 

issues, district response times, document district responses, and customer satisfaction.
• Tie to Mission – World-Class Education
• Aligns with our Community Engagement Strive for ‘25 Initiative.
• Giving the community a user-friendly way to contact the School District.



Taking Success to the Next Level

Mission
We exist to 

provide a world 
class education for 

all students.

Vision
All our students 

achieving success 
in college, career, 

and life.



Pasco’s Theory of Action

If we create a unifying vision of 
instructional excellence for our 

schools, define the behaviors we 
believe will lead to success in schools, 
and provide the necessary supports 

from our teams, then, staff efficacy and 
student achievement will increase.



Our Responsibility!



Make it feasible: Select the right solution

Why Let’s Talk?
• Unified inbox that streamlined internal and external communications.
• Multiple methods of communication are supported, such as phone calls, text messages, and email. Also, 

multiple platforms are supported, such as computers and mobile devices.
• The Let’s Talk system is user-friendly. It takes very little instruction on how to use it. The system itself 

also offers guidance and training.
• Reports can be generated by district, department, school, or topic.
• Customer service rating is developed within the program and provides real-time updates.
• Tracks and ensures responses.
• Customizable features tailored to Pasco County School needs at no additional cost.
• Professional development and training available in multiple formats and at convenient times at no 

additional cost.

Plan The Evaluation



Expect Success: Plan for results

• Provide all stakeholders an accessible way to ask questions, report concerns, and provide feedback 24/7 
from any device — regardless of their preferred method of communication or level of technology access.

• Strong customer service
• Customer Service Score from 0-10 (10 being the best.)
• Track Positive & Negative Experience (Users provide a thumbs up or down. Raw number to the total 

experience that has been rated.)
• Dialogue Age 

• Initial response time expectation: within 24 business hours. 
• Parents – Initiate communication using the Let’s Talk system.
• Staff – Prompt and accurate responses. Canned responses are an option for hot topics.

Plan The Evaluation



Collect Data
Guiding Principals



Collect Data
The Alignment Process



Collect Data
Data Collection Plan



In early 2020, the original plan for rolling out Let’s Talk focused on one department implementation at a time 
with transportation being the first. This focus changed due to the pandemic. To meet the communication needs 
of all stakeholders, the system was rolled out district-wide in a short 3-month span. 
Our primary focus of this ROI evaluation is to measure how the application and implementation of Let’s Talk 
impacted the time staff spent answering calls from the same stakeholders regarding the same topic and 
increase customer service satisfaction.
Management Expectation/Objective - Preference Needs (Alignment Process - V-model):

• Decrease response rate time
• Increase customer service 
• Decrease duplicate staff responses

Guiding Principle/s: # 1 & 2

Collect Data
Level 1: Reaction and planned action. Make it matter: Design for input, reaction, and learning.



Utilizing the online training tools provided by Let’s Talk, staff received instruction on navigating the system and 
responding to students, parents, and community stakeholder requests. Since the pandemic, the system has grown in 
utilization, with many  students, parents, staff, and community members using the system as the initial form of 
communication.
Management Expectation/Objective - Learning Needs (Alignment Process - V-model):
• Staff utilizes the resource provided by Let’s Talk Program
• Parents/community members had an option to attended a Superintendent Family Forum to gain knowledge of the new 

Let’s Talk Program.
o Press Releases, website banners and submission boxes announced the Let’s Talk Platform from the district level
o School communication followed the school process (School Messenger, school website banner and Let’s Talk box on 

school website

Guiding Principle/s: # 1 & 2

Collect Data
Level 2: Learning



To measure the impact of Let’s Talk on reducing redundant calls and maximizing staff time, we 
measured pre and post call activity using estimates from credible sources such as, management, 
financial data, and reports from the Let’s Talk system.

Management Expectation/Objective Performance Needs (Alignment Process - V-model):
• Staff would respond to a dialogue within 24 hours

Guiding Principle/s: #1, 2, 3, 5, & 7

Collect Data
Level 3: Application and implementation.  Make it stick: Design for application and impact.



We split the data collection into two phases to measure application and implementation. The first phase was pre-Let’s Talk, 
where we surveyed management on the estimated number of calls staff received from the same individuals regarding the same 
topics. We further asked them to provide an estimated amount of time each staff member spent on a call, which staff members 
were impacted, and finally, a confidence level of their estimation. We then worked with Finance to determine the per-minute 
cost for each staff level (office assistants, principals, assistant principals, program coordinators/supervisors, directors, and 
assistant superintendents) impacted. The cost includes both salary and benefits.

The second phase measured the Let’s Talk dialogue activity for the 2023 School Year (SY) (July 1, 2022, through June 30, 
2023). The activity list was limited to students and parents, as they represented most of the dialogues and are the satisfaction 
priority in the stakeholder hierarchy.

Management Expectation/Objective - Business Needs (Alignment Process - V-model):

• Dialogue Age – 1.1 Overall Good Job and Unresolved Critical Dialogues – 0 (Let's Talk Report)
• Customer satisfaction – 8.4 Great Service (Let’s Talk Report)

Guiding Principle/s: # 1, 2, 3,& 7

Collect Data
Level 4: Impact



Level 5: ROI Objective
Management Expectations/Objective - Payoff Needs (The Alignment Process - V-model):

• Breakeven

Guiding Principle/s: #1, 2, 4, 8, & 10

Collect Data
Level 5: Make it credible: Isolate the effects of the program



Benefit-Cost Ratio (BCR) & 
Return On Investment (ROI) Formulas



We used an average of the management estimates to determine the number of phone attempts, the staff 
members impacted, and the length of time for each phone attempt.

We then used the reports from Let’s Talk to determine the number of dialogues received during SY 2023.

Another form of isolating the effects of the program
• Ensuring that the credible estimates from management were solely based on the program's involvement.

o  COVID should not have been a factor in their estimates as it is no longer relevant to the use of the 
program.

Participant feedback - 8.4 Great Service (Let’s Talk Report)
• District Departments and Schools have asked for additional programs be added to Let’s Talk
Guiding Principle/s: #1, 2, & 5

Analyze Data



Convert data to monetary value.
Using the cost per minute for each staff level, we converted the time for each to dollars. For example, the 
average principal cost is $1.15 per minute, with a 10-minute call costing $11.50. Adding up the cost for each 
staff member, we came up with a cost of $60.50 for six calls from one individual on the same topic, which 
we will refer to as  the “Call Cost”.
Capturing Costs 

To determine the “pre” Let’s Talk cost, we used the number of dialogues for the SY2023 multiplied by the 
Call Cost and reduced that result by the average confidence level of 77%, which resulted in $464,779.
We used the annual, Let’s Talk system subscription, a direct cost of $175,862 to determine the post-Let's 
Talk cost. In addition, we added an estimated cost for ten minutes of the staff’s time answering each 
dialogue.
Finally, we added the staff cost for the members of the ROI evaluation team which is part of the ROI 
process to include evaluation costs equaling $5,000.00.

Guiding Principle/s #1, 2, 4 & 10

Analyze Data
Make it credible: 



Calculate Return On Investment

Before Let’s Talk, the estimated cost to handle 9,977 single-topic inquiries would have been $464,779 at a 77% 
confidence level.  With Let’s Talk, the cost for handling the same number of single-topic inquiries with all additional costs 
is $276,516, resulting in a BCR of 1.68:1 and an ROI of 68.1%

Identify Intangibles

• Streamlining of internal and external communications.
• The district, schools and/or staff receive direct feedback from the community.
• Quick responses to questions. 
• Provide stakeholders an accessible way to ask questions, report concerns, and provide feedback 24/7 from any 

device — regardless of their preferred method of communication or level of technology access.
• Customer Service measure.
• Track real-time data and predictive analytics to show key metrics and insights, including trending issues, district 

response times, and customer satisfaction.
• Acts as a staff training tool – by calibrating responses to common questions.
• National and state recognition for community engagement - Published articles.

Guiding Principal/s: #1, 2, 3, 4 & 11

Analyze Data



Analyze Data
Detailed Calculation



Tell the Story: Communicate results to key stakeholders.
Because Let’s Talk is a grant funded program there is a requirement for an evaluation or ROI. The ROI will 
be reported during the application and monitoring stages of the grant. In addition, the ROI evaluation 
results will be presented initially at the Grant Coordination Meeting attended by Directors and 
Superintendent Office Leadership. Following the Grant Coordination Meeting, the decision for additional 
presentations to other stakeholders will be made.

Guiding Principle/s: #1,2,&12

Optimize results: Use Black Box Thinking (Future Plans)
Ask Management (Assistant Superintendents, Directors, Assistant Directors, Grant Coordination Meeting 
Leaders (3rd floor contacts) for recommendations for continued improvement. 
Surveys (Parents, Stakeholders, Staff)

Optimize Results



.

Why the ROI Methodology?



Questions?
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