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The implementation of HR strategies and 
procedures that are designed to produce an 
effect on a workforce, so as to positively 
influence the continuing survival and 
profitability of a company. 

e.g. performance management, downsizing, 
leadership strategies, executive coaching, corporate 
counseling, selection and recruitment for job-hire and 
promotion, succession-planning, personal 
development.
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Evidence-based HR is no different from 
evidence-based medicine. The very simple idea 
in the medical-mental health professions is that if 
you do something to someone, with the aim of 
improving the physical or mental health or an 
individual, then there should be some empirical 
evidence (brought forward in advance or 
produced empirically post-hoc) to justify not 
only the current treatment/intervention, but also 
any future similar interventions.
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The very simple idea in the HR profession is that 
if you do something to someone, or with the 
organization as a whole, with the aim of 
““producing an effect on an individual or producing an effect on an individual or 
workforce, so as to positively influence the workforce, so as to positively influence the 
continuing survival and profitability of a continuing survival and profitability of a 
companycompany””, then there should be some empirical 
evidence (brought forward in advance or 
produced empirically post-hoc) to justify not only 
the current intervention, but also any future 
similar interventions.
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Your opinion.
Your hopes.
Your dreams.
Sentences that begin “In my experience….”
What your boss thinks you should do.
What your corporate policy dictates.
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What some usually (but not always! ) self-
opiniated, self-adulating schmutz of a “business 
guru” says you should do.

What some usually overblown and overpriced 
corporate-level management or consultancy 
outfit says you should do.

What I tell you to do! (xxxxxx I may be, but a 
schmutz I am not!)
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Outcome Data – quantitative counts, 
frequencies, and magnitudes.

Empirically determined results,
with independently verifiable analyses,  
logically deduced, explicitly specified 
knowledge claims.
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What you desire to claim asWhat you desire to claim as
valid knowledgevalid knowledge

is a function ofis a function of:

the meaningfulnessmeaningfulness of the data you acquire to 
demonstrate the desired features of such 
knowledge

the validityvalidity of the mathematical operations 
you invoke as part of the analysis of such data.

the logiclogic you invoke to conjoin the data and 
conclusions drawn
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The buzz-words here are 
“clinical effectiveness”

and
“outcome evaluation”



• Step 1: Make explicit why such treatment is 
considered necessary or desirable. 
• Step 2: Make explicit the pre-existing evidence-
base for the “successsuccess” rate for this intervention. 
Define what constitutes what constitutes ““successsuccess”” within the 
hospital.
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• Step 3: Make explicit any side-effects or added-
value benefits expected, and how these will be 
monitored and evaluated. Pay especial regard to 
potential concurrent treatment interaction costs 
and benefits.
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• Step 4: Make explicit the decision criteriadecision criteria to be 
used for selecting patients into the intervention. 
These criteria must be largely empirically based, 
for reasons of 3rd party evaluation. 
• Step 5: Determine the expected durationexpected duration of the 
treatment, or the conditions under which treatment 
is viewed to be completed. i.e. whenwhen “success” or 
“failurefailure” might be detected. 
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• Step 6: Make explicit how the success or how the success or 
failure of the treatment is to be detectedfailure of the treatment is to be detected. This 
includes information on all empirical and 
qualitative assessments to be made, and the 
logistics of such evaluations. If the treatment is 
meant to be of long-term benefit, then how will 
this be assessed? What is the exexppected duration ected duration 
of the treatment effectof the treatment effect?
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• Step 7: Compute the organisational costs (both 
financial and personnel) of providing this 
treatment or making this intervention. 
• Step 8: Obtain RMO approval or Patient Obtain RMO approval or Patient 
““managermanager””. The RMO/patient manager is 
legally and managerially responsible for any
treatments/ interventions carried out on a 
patient. 
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The Treatment The Treatment 
Decision ModelDecision Model

 is there a well-defined 
criterion for treatment 

effectiveness?

Research 
Project Mode

Proceed with the 
Barrett 8-step Model

Given an identifiable problem

 Is there an 
evidence-base for an 

intervention?

No

No
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• Step 1: Make explicit why an intervention into 
current working practices is considered necessary 
or desirable. 
• Step 2: Make explicit the pre-existing evidence-
base for the “successsuccess” rate for this intervention. 
Define what will constitute what will constitute ““successsuccess”” within the 
organization within which you intend to 
intervene.
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• Step 3: Make explicit any side-effects or added-
value benefits expected, and how these will be 
monitored and evaluated. Pay especial regard to 
potential concurrent HR interventionsconcurrent HR interventions and their 
interaction “costs and benefits”. If you are to try 
and infer causalitycausality from the current intervention, 
then you need to be able to in some way “partial 
out” concurrent ongoing interventions.



NZ Psych Society Conference: I/O Workshop Christchurch, August 2002

• Step 4: Make explicit the decision criteriadecision criteria to be 
used for selecting individuals who will become 
part of some HR intervention or strategy (e.g. 
executive coaching, leadership development, 
performance management schemes). These criteria 
must be largely empirically based, for reasons of 
3rd party evaluation. 
• Step 5: Determine the expected durationexpected duration of the 
intervention itself, or the conditions under which a 
procedure or strategic intervention is viewed to be 
completed. i.e. whenwhen “success” or “failurefailure” might be 
detected. 
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• Step 6: Make explicit how the success or failure how the success or failure 
of the new procedures or strategic intervention is of the new procedures or strategic intervention is 
to be detectedto be detected. This includes information on all 
empirical and qualitative assessments to be made, 
and the logistics of such evaluations. If the 
intervention (e.g. training) is meant to be of long-
term benefit, then how will this be assessed? What 
is the exexppected duration of the intervention effectected duration of the intervention effect?
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• Step 7: Compute the costs (both financial and 
personnel, setup and ongoing) of making this 
intervention within an organisation.
• Step 8: Obtain CEO and/or board approvalObtain CEO and/or board approval. 
This is self-obvious. 
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Step 1: Make explicit why an intervention into current 
working practices is considered necessary or desirable

Well, exactly that. A reasoned propositional argument 
that indicates why such an intervention as that being 
put forward should be undertaken by an organisation or 
individual. No problems here I hope.
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Step 2: Make explicit the pre-existing evidence-base for 
the “successsuccess” rate for this intervention.

OK – here it suddenly gets very difficult…

What kind of empirical evidence can be brought 
forward in support for a corporate “leadership”
model or implementation of a 360 degree 
employee evaluation exercise?

How do you decide whether you should use, for 
example, the Gallup organizational survey at 
about $750,000+ a year? 
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Step 2: Make explicit the pre-existing evidence-base for 
the “successsuccess” ….. (cont)

Internal existing empirical evidence
Close competitor empirical evidence
Distant competitor empirical evidence
Meta Analysis
Utility Analysis



Harter, J.K., Schmidt, F., and Hayes, T.L. (2002) 
Business-Unit Level Relationship between Employee 
Satisfaction, Employee Engagement, and Business 
Outcomes: a Meta-Analysis. Journal of Applied Psychology, 
87, 2, 268-279.

Robertson, I.T., and Smith, M (2001) Personnel 
Selection. Journal of Occupational and Organizational 
Psychology, 74, 4, 441-473
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Step 2: Make explicit the pre-existing evidence-base for 
the “successsuccess” … (cont) … meta-analytic evidence …



Schmidt, F.L., Hunter, J.E. (1998) The Validity and 
Utility of Selection Methods in Personnel Psychology: 
practical and theoretical implications of 85 years of 
research findings. Psychological Bulletin, 124, 2, 262-274

Salgado, J.F. (1999) Personnel Selection Methods. In C.L. 
Cooper and I.T. Robertson (Eds.). International Review 
of Industrial and Organizational Psychology. Wiley. 
ISBN: 047-1986666
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Step 2: Make explicit the pre-existing evidence-base for 
the “successsuccess” … (cont) … meta-analytic evidence …



LeLorier, J., Gregoire, G., Benhaddad, A., Lapierre, J., 
and Derderian, F. (1997) Discrepancies between meta-
analyses and subsequent large randomized, controlled 
trials. The New England Journal of Medicine, 337, 8, 536-
542.

Faust, D. (1997) Of science, Meta-Science, and clinical 
practice: The generalization of a generalization to a 
particular. Journal of Personality Assessment, 68, 2, 331-
354.

Step 2: Make explicit the pre-existing evidence-base for 
the “successsuccess” … (cont) … meta-analytic evidence …

But But ……..
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Step 3: Make explicit any side-effects or added-value 
benefits expected, and how these will be monitored and 
evaluated. Pay especial regard to potential concurrent concurrent 
HR interventionsHR interventions and their interaction “costs and 
benefits”. 

These might be identifiable – but what will be the quality 
and quantity of impact on any HR intervention such a 
job training, leadership development, executive coaching 
etc. Is there any simple formulae that could even cope 
with the complexity bound up in this question?
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Step 4: Make explicit the decision criteriadecision criteria to be used for 
selecting individuals who will become part of some HR 
intervention or strategy 

No real problem here … cut-score/simple ROC cost-
benefit analysis, utility analysis, and/or perhaps 
merely logical qualitative analysis of the criteria would 
be sensible and relatively useful candidate tasks.
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Step 5: Determine the expected durationexpected duration of the HR 
intervention itself, or the conditions under which a 
procedure or strategic intervention is viewed to be 
completed. i.e. whenwhen “success” or “failurefailure” might be 
detected. 

Should present no problem … if it does, then how 
can you even think about suggesting money is spent 
on the intervention? If it truly is an “unknown” –
then you are in “research mode” with all that those 
words mean! 
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Step 6: Make explicit how the success or failure of the how the success or failure of the 
new procedures or strategic intervention is to be new procedures or strategic intervention is to be 
detecteddetected. This includes information on all empirical and 
qualitative assessments to be made, and the logistics of 
such evaluations. If the intervention is meant to be of 
long-term benefit, then how will this be assessed? What 
is the exexppected duration of the treatment effectected duration of the treatment effect?

Utility analysis again? Definitely NOT! I think 
computational Organizational Modelling is the only 
solution (if one is even possible) –you are likely to be 
modelling a complex system, not some simplistic 
idealization with a few assumption-laden piecemeal 
“parameters” that make life simple for quantitative I/O 
psychologists.
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Step 6: (cont) … a pertinent references

Schwab, D.P. and Olson, C.A. (2000) Simulating 
Effects of Pay-for-Performance Systems on Pay-
Performance Relationships. In Daniel R. Ilgen and 
Charles L. Hulin (eds). Computational Modeling of 
Behavior in Organizations. American Psychological 
Association. ISBN: 1-55798-639-8



In fact, utility analysis as a means of outcome 
evaluation or HR intervention justification
might be better termed “StimpyStimpy’’ss StuponitronStuponitron
SolutionSolution” (after Ren and Stimpy, the cartoon 
characters … and Dr. Stupid’s stuponitron helmet!). 

Utility analysis makes predictionsUtility analysis makes predictions. Does 
anyone ever bother to figure out whether the 
utility predictions actually worked as expected 
for any specific company being sold an 
intervention on the basis of a utility equation? 
If not, why not?

Step 6: (cont) … back to utility analysis
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Step 6: (cont) … some pertinent references

Cascio, W.F. (1991) Costing Human Resources: the 
financial impact of Behavior on Organisations. PWS Kent –
Wadsworth Publishing. ISBN: 0-534-91938-3

Fitz-Enz, J. (2001) The ROI (Return On Investment) of 
Human Capital: measuring the economic value of empoyee
performance. Amacom. ISBN: 0-8144-0574-6

Phillips, J.J. (1999) Accountability in Human Resource 
Management. Butterworth-Heinemann. ISBN: 0-88415-
396-7



NZ Psych Society Conference: I/O Workshop Christchurch, August 2002

Step 7: Compute the costs (both financial and 
personnel, setup and ongoing) of making this HR 
intervention within an organisation

Not really a problem – although the devil is in the 
details
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Step 8: Obtain CEO and/or board approvalObtain CEO and/or board approval. 

What exactly is being presented to the CEO/board?

Hearsay, guru-spin, a product company’s presentations, 
fear-of-not-doing-something-that-someone-else-is-doing, 
prejudice, corporate political expediency spun out as a 
viable strategy, personal aggrandisement, or what your 
best friends are doing  
…. OR …
Maybe a properly costed, computationally modelled, 
strategically relevant intervention with a clear basis for 
instantiation, best-worst/case costings, and proposed 
measurable and benchmarked outcomes.
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The Brogden-Cronbach-Gleser Model

job performance measured in dollars

linear regression weight

job performance predictor in standard score form

mean job performance in $$ of randomly selected employees 

e
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For those selected, the average job performance in 
this population is …

 average job performance measured in dollars

linear regression weight

average job performance predictor in standard score form

mean job performance in $$ of randomly selec

where 
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the SD $ value of job performance among randomly selected employees

(as this is the SD of a standardised unit-normal score distribution)

then we can write 

Given    where 
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What is useful to know is the increase in $ value 
performance expected when using a predictor (vs not 
using it). In essence, marginal utility. If there is no 
increase in job performance when using a predictor, 
then                (the mean performance in the selected group 
is = to the mean performance in an unselected  random 
sample of applicants). 

s yY μ=
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selectee

This can be expressed algebraically as ...

which can be written as

where

/ selectee = the marginal utility (mean gain in productivity) per selectee

 a

/  = 

    ... 
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selectee/  = 
sxy y xU r SD ZΔ ⋅ ⋅The equation                                            states that the 

average  productivity gain in $$ per person hired is the 
product of :

• the validity coefficient (rxy)
• the standard deviation of job performance in $$ (SDy)
• and the average standard score on the predictor of 
those hired (     )

sxZ
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We can go on to compute the marginal utility expected 
when replacing an existing prediction instrument with 
another … taking into account the costs of selection in 
each case …

First we note that : 

where 

the ordinate of the normal curve at the test cut point

 = the proportion of people in the selected group (the selection ratio)

  

 = 
sxZ

φ

λ
φ

λ

=
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We can go on to compute the marginal utility expected 
when replacing an existing prediction instrument with 
another …

11

1
1

1
1

1 1
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selectee for selectees

where

/ selectee = the marginal utility (mean gain in productivity) per selectee
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We can go on to compute the marginal utility expected 
when replacing an existing prediction instrument with 
another … taking into account the costs of selection in 
each case …, tenure, turnover, likely absenteeism …
basically, you name it, a formula can be constructed for 
it!


