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Introduction from Alex Aiken,
Executive Director of Government

Communication

This updated Evaluation Framework is
provided to communicators across the
wider public sector to assist in measuring
the success of our work and appraising
our activities. Evaluation remains a
critical function for delivering effective
communication activity, and this guide
will help colleagues plan campaigns in a
way that can be meaningfully evaluated.
This will drive improvements across our
profession, including our capability to
provide impactful behaviour change and
policy delivery. Ultimately this is about
listening to stakeholders and the public
so that we know which messages are
landing, and how we can learn from that to
make our communication more effective.

This Framework builds on the foundations
created by the International Association
for the Measurement and Evaluation

of Communication (AMEC) and the
Evaluation Framework that was a product
of the Evaluation Council in 2016. These
have been tailored to reflect our public
service role and the latest campaign
optimisation principles developed by

the Engage' programme, which brings
data and science to the heart of our
communication activity.

The new Framework edition is primarily
aimed at paid campaign activity. It adds
further guidance on calculating return on
investment (ROI), recommends specific
metrics for measurement depending on
your campaign type, and enhances the
guidance on measurement methods. It
also introduces guidance on measuring
reputation and the ethical use of data.

1 https://gcs.civilservice.gov.uk/about-us/improving-
gcs/engage-programme

As all government communicators will
know, successful evaluation depends
entirely on setting meaningful C-SMART
objectives. These are SMART objectives,
with an additional C for ‘challenging’. New
guidance is provided on the best practice
for setting objectives in an OASIS plan to
effectively evaluate communication activity
and calculate the benefits.

Running a successful campaign

requires clear objectives, underpinned

by a theory of behaviour change that
understands how communication activity
will be effective. The GCS team have a
number of publications and guides to
assist campaign planning, the theory of
behaviour change, and all elements of
campaign planning. This guide should
not be used in isolation, but will assist

in effective evaluation from the outset of
planning a campaign. All communication
activity should consider evaluation and
understand that measurement enables
evaluation, which in turn becomes insight
for future activity.


https://gcs.civilservice.gov.uk/about-us/improving-gcs/engage-programme
https://gcs.civilservice.gov.uk/about-us/improving-gcs/engage-programme
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This Framework provides guidance for major paid-for campaigns and other
communication activity. The Engage programme has identified three distinct types of
funded campaign activity.

Behaviour change

The vast majority of government communication seeks to change behaviours in
order to implement government policy or improve society. In the benchmarking
categories that sit within the Engage programme, we also distinguish the main
types of behaviour change: start, stop and maintain. This way we can start to learn
about which methods, messages and channels are effective for certain types of
behaviour change. Raising awareness will nearly always be part of an activity to
change behaviour and should also be measured.

Recruitment

Recruitment is a specific form of behaviour change where people are encouraged
to start an activity. This is @ major concern for government and is vital to maintaining
public services and protecting the country. Government invests a lot of money in
recruiting people for important jobs (teachers, armed forces, nurses etc) and so

this campaign type has been isolated because of its size. This is targeted at major
employment campaigns rather than recruiting people to ‘register’ or ‘take part’.

Awareness

Some campaigns solely seek to raise awareness of an issue or to change people’s
attitude. Raising awareness will almost certainly be an intermediary step for all
communication activity, so behaviour change campaigns are also encouraged

to measure awareness. The awareness metrics here are mainly suggested for
campaigns that seek to change attitudes but not immediately change behaviours.




Each of these campaign types has a set

of recommended evaluation metrics.
Consistent use of these metrics will assist
campaign planners in choosing appropriate
objectives and enable our profession to
establish benchmarks for success.

Metrics are divided according to the four
categories identified by AMEC:

e inputs (what we put in, our planning
and content creation)

e outputs (what is produced, such as
audience reach)

e outtakes (subject-oriented
stakeholder experiences and
communicator-oriented learning about
communication practice)

e outcomes (stakeholder behaviour,
what the impact of communication
and engagement activity is, and
whether we achieved the desired
organisational impact or policy aim)

The most important of these is outcomes:
how effective communication activity is

in achieving policy aims and delivering
organisational impact. Quttakes are

also important for measuring how well
communication activity has worked, for
example, by assessing the penetration of a
campaign message.

This Framework also provides a set
of metrics that can be used to assess
low cost and no cost activity, which
can equally be applied to internal
communications and stakeholder
engagement activity.

I Evaluation Framework 2.0
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EVALUATION :

INPUTS OUTPUTS OUTTAKES OUTCOMES

INPUTS (Evidence- OUTPUTS OUTTAKES OUTCOMES
based insights (Communication (Stakeholder (Stakeholder
about issues and and stakeholder experience of behaviour and
stakeholders) engagement communication behaviour change)
activities) activities- lessons
learned)

Research, planning, E.g. partnerships Reception, Changes in
design, cost and secured, press perception behaviour, changes

effort that were put coverage, target and reaction of in attitude and
in. What has been audience reach stakeholders. contribution to
learned from previous Campaign policy objectives
communications efficiency metrics

activities? What is your for communicators

theory of change?
Content creation

This reflects what we Tracking assets and  See if we have Consider if we

have done to enable collateral allows chosen effective have achieved

the activity us to evaluate messages and what we set out
message selection  channels for to do in terms of
as well as asset engagement. fulfiling a policy
type Consider what we  or organisational

have learned about  impact, and see if
our communication  our communications

practices been effective

=SEheCHIl 200,000 Previous 85% of (2,000,000) Awareness of Applications for a
(Chletell[e=telcW campaigns had target audience issue moved from  subsidy increased
people to provided narratives group reached with  52% to 65% in from 25,000 to
apply for and numbers. Theory impression target audience 50,000.
a home of change suggested
insulation that infographics are a
subsidy) powerful way to present

the complex information

about the benefits of

home insulation
Example 5 FTE days 1,000,000 Active Reported instances
2 (e.g. Theory of change impressions engagement of 'Y’ decreased
decrease suggested that recorded on rate was 4.6% from 500 to 450 per
instances local messages and social media using compared to X number of tests in
of drink messengers are effective  geographically forecast 2.5% targeted areas

driving) for persistent offenders  targeted messages
and messengers

The stages of a communication activity should be viewed as a linked process. Each
element is created by the previous element, and that in turn will be causally linked to the
next stage. The evaluation of outcomes, outtakes and other elements should be used to
inform campaign optimisation both in realtime and for future iterations.
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OASIS for evaluation

The OASIS? campaign planning guide
provides government communicators with
a framework for preparing and executing
effective communication activity. Within
OASIS, Objectives and Scoring are
especially important for the purpose of
evaluation.

Objectives

Objectives should be C-SMART:
Challenging, Specific, Measurable,
Attainable, Relevant and Time-bound. For
the purpose of evaluation it also important
that objectives contain three elements.

1. Baseline: A numerical prediction
of what will be observed if no
communication activity takes place.
Some people would take out a
pension even if the government ran
no communication activity. A baseline
should be set using the most recent
data available, but some subject areas
can use data from last year's campaign,
or exceptionally even earlier. In most
cases we can assume that the no-
campaign activity observation would be
same as the last relevant measurement.
It is important to consider predictable
movements of the baseline in addition
(e.g. we can predict that there will be
around a 30% increase in wearable
technology ownership in 2018). If it is
cost prohibitive to establish a baseline
specifically for campaign purposes,
planners can use pre-existing publicly
available data, research commissioned
by policy colleagues, or a proxy
measure as a substitute.

2 https://gcs.civilservice.gov.uk/wp-content/
uploads/2015/09/0ASIS-Guide-1-amended.pdf
3 https://gcs.civilservice.gov.uk/wp-content/
uploads/2015/09/0ASIS-Guide-1-amended.pdf

2. Change: A numerical forecast of the
difference that the campaign activity
will make. For example, improving a
level of registrations from a baseline
of 80,000 to 100,000 (an increase of
20,000 or 25%). Changes should be
for a defined period of time, typically
three to six months after a campaign
for many large behaviour change
campaigns. Where major changes are
targeted over a longer period (e.g. five
years) then milestones or intermediary
targets should be provided for a
period of no longer than one year.

3. Explanation: Campaign planners
should use an evidence base as a
justification for the level of change that
is being targeted. Typically this might
be in line with previous observations
from the last time the campaign
was run or by comparison to other
similar campaigns that can offer some
guidance on what level of change
could reasonably be expected.
Making assumptions is acceptable as
long as they are clearly identified and
justified. It is important to signal if the
behaviour targeted is a start, stop or
maintain behaviour. It is important to
distinguish the effect of the campaign
from other influential factors such as
seasonality, fashion, public concern
and evolving social norms.

There is more specific guidance available
on Audience Insight (especially motivations
and barriers), Strategy and Implementation
in the full OASIS?® guide.



https://gcs.civilservice.gov.uk/wp-content/uploads/2015/09/OASIS-Guide-1-amended.pdf
https://gcs.civilservice.gov.uk/wp-content/uploads/2015/09/OASIS-Guide-1-amended.pdf
https://gcs.civilservice.gov.uk/wp-content/uploads/2015/09/OASIS-Guide-1-amended.pdf
https://gcs.civilservice.gov.uk/wp-content/uploads/2015/09/OASIS-Guide-1-amended.pdf
https://gcs.civilservice.gov.uk/wp-content/uploads/2015/09/OASIS-Guide-1-amended.pdf
https://gcs.civilservice.gov.uk/wp-content/uploads/2015/09/OASIS-Guide-1-amended.pdf
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Scoring (Evaluation)

Evaluation, focusing primarily on outcomes
and outtakes, should take place throughout
a campaign and will inform dynamic
optimisation of active campaigns.

It is recommended that approximately

510 10% of total campaign expenditure

is allocated to evaluation. In addition to
operational data, evaluation costs will often
include commissioning research to measure
awareness and message penetration levels.

A complete evaluation will include the
following aspects.

e A comparison of actual outcome data
with targets set in objectives. Were the
objectives met? If not, what reasons
can be offered to explain the variation?
If the objectives were surpassed, what
has driven that?

e A comparison of outtakes with the
targets set in objectives. This will
typically include various data sources
such as qualitative and/or quantitative
research findings.

e Considering the causal link between
the subject-oriented outtakes and the
outcomes. Some campaigns will be
more effective in converting awareness
and attitudinal changes into tangible
behavioural outcomes. To what
extent could this campaign convert
awareness to behaviour change?

Findings for current or future
campaign optimisation. ldeally this
will include attribution modelling and
econometric analysis (scientifically
assigning a proportion of ‘cause’ to
different elements, messages and
channels of a campaign). Even without
advanced studies, campaigners can
often draw conclusions about which
channels have been more or less
effective than anticipated. Is there
anything that others can learn from
your theory of change?

For active campaigns it is advisable to
make small incremental adjustments
(a slight up or down weighting of
elements, messages or channels)

to test theories for improvement.
Ideally activity will be tested in a pilot
beforehand, but this can even be

in a live activity by varying message
content and delivery channels.

A conclusion including whether or
not the campaign was successful
in achieving its policy aims. This
should also include what we would
do differently next time or for future
similar campaigns.




Consistent metrics

The following tables present lists of
recommended and potential metrics for
campaign measurement and evaluation.

Inputs are presented in blue,

outputs presented in orange,
outtakes are presented in red,

and outcomes are presented in green.

For low cost and no cost campaigns that
follow, some metrics are identified as
either outtakes or outcomes dependent
on the aim of the campaign. These are
represented in grey.

Please note:

e This is not an exhaustive list, and
campaign planners are encouraged
to measure any additional more
specialised metrics.

e Typically, all communication activity
will want to measure the level of
awareness and/or agreement with a
campaign message. This might be
an ‘end’ or outcome in itself, but it
will normally be an intermediary step
for campaigns looking to achieve
behavioural change.

[ Evaluation Framework 2.0

Not all metrics will necessarily be
applicable for all campaigns. For
example, campaigns without websites
will not be able to measure dwell time.

Large budget paid-for campaigns are
advised to measure as many of these
as possible. Low-cost or no-cost

campaigns are advised to choose the
one or two properties most suitable to
their campaign in each activity phase.

Thinking through outtakes and
outcomes can be used to assist
in choosing suitable objectives for
campaigns.
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Behaviour change

Online/
offline

Definition

Measurement
method

Total spend to date

Spend to date

Spend to date

What is your theory
of change (including
evidence base)?

Content creation

Estimated total reach

Reported online reach

Estimated offline reach

Both

Online

Offline

N/A

Both

Both

Online

Offline

Inputs
Aggregate total spend so far

How much money has been
spent on digital media

Sum of one-off set up costs
(manual from PASS) and
periodic offline media spend
updates

Implementation of
behavioural science
in planning effective
communication

Infographics, videos etc
Outputs

Aggregate audience reach

The estimated reach as
reported by digital platforms

Reported audience reach for
offline media

Binary — yes/no is in place?
Yes/no — current evidence
base

Volume by type

Absolute number and
proportion of target audience

Absolute number and
proportion of target audience

Absolute number and
proportion of target audience




Behaviour change

(#, %) e.g. number
of licensed anglers vs
baseline

Stated/intended
behaviour change

Advocacy

e.g. agreement with
value for money
statement

Current ROI

Offline

Offline

Offline

N/A

[ Evaluation Framework 2.0

Outtakes

Outcomes

The number and proportion
of target audience that has
changed behaviour

The proportion of target
audience that claim they
will act in accordance with
campaign aim

The number and proportion
of target audience that agree
with the campaign message
(have positive sentiment)

Unit benefit multiplied
by number of behaviour
changes

Absolute number and
proportion of target audience

Absolute number and
proportion of target audience

5 point scale recommended
(strongly agree/slightly agree/
don't know etc)
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Recruitment

Online/

offline

Definition

Measurement
method

Total spend to date

Spend to date

Spend to date

Content creation

Estimated total reach

Reported online reach

Estimated offline reach

10

Both

Online

Offline

Both

Both

Online

Offline

Inputs
Aggregate total spend so far

How much money has been
spent on digital media

Sum of one-off set up costs
(manual from PASS) and
periodic offline media spend
updates

Infographics, videos etc
Outputs

Aggregate audience reach

The estimated reach as
reported by digital platforms

Reported audience reach for
offline media

Volume by type

Absolute number and
proportion of target audience

Absolute number and
proportion of target audience

Absolute number and
proportion of target audience
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Outtakes

Outcomes

Recruits Offline The number of people Absolute number and % of
successfully recruited target

Intra-profession Offline The degree to which 5 point scale recommended

advocacy current professionals would (strongly agree / slightly
recommend the job to agree / don't know etc)
friends/family

Influencer advocacy Offline The degree to which 5 point scale recommended
important influencers (e.g. (strongly agree / slightly

parents) would support entry  agree / don't know etc)
to profession

Applications Both Unit cost of registration/ Absolute number and % of
completion target

11
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Awareness

Online/
offline

Definition

Measurement
method

Total spend to date

Spend to date

Content Creation

Spend to date

Estimated total reach

Reported reach

Estimated offline reach

12

Both

Online

Both
Offline

Both

Online

Offline

Inputs
Aggregate total spend so far

How much money has been
spent on digital media

Infographics, videos etc

Sum of one-off set up costs
(manual from PASS) and
periodic offline media spend
updates

Outputs

Aggregate audience reach

The estimated reach as
reported by digital platforms

Reported audience reach for
offline media

Volume by type
£

Absolute number and
proportion of target audience

Absolute number and
proportion of target audience

Absolute number and
proportion of target audience




Advocacy

e.g. agreement with
value for money
statement

Unprompted campaign ~ Offline

issue awareness

Agreement (# and %) Offline

Outtakes

Outcomes

The number and proportion
of target audience that agree
with the campaign message
(have positive sentiment)

The number and proportion
of target audience that has
unprompted campaign issue
awareness

The number and proportion
of target audience that agree
with the campaign message
(have positive sentiment)

5 point scale recommended
(strongly agree / slightly
agree / don't know etc)

Absolute number and
proportion of target audience

5 point scale recommended
(strongly agree / slightly
agree / don't know etc)

13
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All communication activity

Including low cost, no cost, internal communications and stakeholder engagement activities.

Online/

Measurement
method

Definition
offline

Total spend to date
Content creation

Volume of press
releases
Volume of SM releases

FTE days

Estimated total reach
Estimated offline reach
Reported/estimated
online reach

Direct contacts

Events organised

Volume of coverage

Partnerships secured

14

Both
Both
Offline

Online

Offline

Both

Offline

Online

Both

Offline

Both

Offline

Inputs
Aggregate total spend so far
Infographics, videos etc

# of press releases sent out

# of releases to owned social
media channels

Total amount of time
invested in campaign
preparation in terms of
person effort

Outputs

Aggregate audience reach

Reported audience reach for
offline media

The estimated reach as
reported by digital platforms

# of direct on/offline contacts
(e.g. eDM etc)

Volume of events

# exposures

# of partnerships providing
amplifying support

=
Volume by type

# of press releases sent out

# of releases to owned social
media channels

<1, or whole number

Absolute number and
proportion of target audience

Absolute number and
proportion of target audience

Absolute number and
proportion of target audience

Absolute number and
proportion of target audience

# of events
# of attendees

# press cuts

# broadcasts (break local/
national)

Formal sign-up to either
actively promote and amplify
campaign material or make
any form of VIK or financial
contribution




Outtakes




Evaluation Framework 2.0 |

Agreement (# and %)

Completion/
registration rate

Expressions of interest
(EQN)

Unprompted campaign
issue awareness (#
and %)

Behaviour change

(#, %)

Current ROI

Recruits

Expressions of interest
(EQN)

Advocacy

e.9. agreement with
value for money
statement

Applications

Attitudinal change

Offline

Both

Both

Offline

Offline

N/A

Offline

Both

Offline

Both

Both

Outtakes/outcomes*

The number and proportion
of target audience that agree
with the campaign message
(have positive sentiment)

The proportion of contacts/
impressions that go on

to complete sign-up/
registration

The number of people
actively expressing interest in
applying

The number and proportion
of target audience that has
unprompted campaign issue
awareness

Outcomes

The number and proportion
of target audience that has
changed behaviour

Unit benefit multiplied by #
behaviour changes

The number of people
successfully recruited

The number of people
actively expressing interest in
applying

The number and proportion
of target audience that agree
with the campaign message
(have positive sentiment)

Unit cost of registration/
completion

Degree to which people's
attitude has changed in
favour of the campaign

5 point scale recommended
(strongly agree / slightly
agree / don't know etc)

%

Absolute number and
proportion of target audience

Absolute number and
proportion of target audience

Absolute number and
proportion of target audience

£ and XY

Absolute number and
proportion of target audience

Absolute number and
proportion of target audience

5 point scale recommended
(strongly agree / slightly
agree / don't know etc)

Absolute number and
proportion of target audience

5 point scale recommended
(strongly agree / slightly
agree / don't know etc)

4 The input/output/outtake/outcome model is helpful for understanding where metrics fit in the communication activity
cycle. Tracking appropriate metrics is more important than defining which category they sit in. Depending on the aims of

a campaign, for example, raising awareness can be either an outtake or an outcome

16
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5 The full example of this template, and a blank version for you to populate can be found at:
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Calculating return on investment (ROI)

GCS recommends using the following five
step process:

1. Objectives

These should be focused on quantifiable
behavioural outcomes (such as the
number of direct foreign investments
generated or the number of teachers
recruited).

2. Baseline

Establish the status quo or expectation for
the metrics in question if we do nothing.

3. Trend

A forecast of how the baseline will
naturally move over the period of
measurement. There has been an 8%
reduction in adult smoking rate over the
last 15 years, so we expect that the next
year would see a 0.5% reduction, all other
things being equal.

4, Isolation

Exclude or disaggregate other factors that
will affect the outcome you are measuring
to make sure that the change observed
has been caused by the campaign.
Recruitment campaigns will normally

want to allow for the underlying rate of
employment. Communication activity that is
accompanied by a tax or legislative change
should try to apportion the total observed
affect between these different methods of
government policy implementation.

20

5. Externalities

Account for any consequential or collateral
effects of your campaign, positive and
negative. For example, reducing theft
offences may have positive consequences
for the insurance industry (reducing

their costs and therefore premium levels
generally) and negative effects on other
types of crime (which some criminals may
take up as a substitute).

Assumptions: please note that
assumptions are not just acceptable in
calculating ROI, but in many cases will be
necessary. Assumptions should be clearly
identified, reasonable and, where possible,
justified. Part of post-campaign evaluation
will involve refining assumptions and
considering their validity.
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Return on investment: a worked

example

The Department for Health and Social Care
are running a campaign costing £3 million
to reduce the volume of inappropriate
A&E attendances for low-urgency cases.
The campaign aims to divert people to a
GP surgery where they can be better and
more efficiently handled. (Please note this
is a fictitious example to demonstrate the
process and level of detail expected only).

1. Objectives. The campaign will
reduce the number of inappropriate
NHS England A&E attendances
by 3% or 85,000 in 2018/19
compared to the 2017/18 baseline
of 2,865,377.

2. Baseline. The appropriate baseline
for comparison here is the previous
12 months of operational data or
observations. In 2017/18 there were
23,878,145 A&E attendances in
England. 12% of these were found
to be ‘inappropriate’ (did not require
A&E attendance as could have been
handled by a GP or pharmacist).
The baseline for inappropriate
attendances is 2,865,377
(23,878,145 x 0.12).

3. Trend. Over the past three years
we have seen a steady increase
in A&E attendances of 2% year-
on-year, driven by population
growth and other factors. We can
forecast 24,355,708 attendances
(23,878,145 x 1.02) in 2018/19. The
rate of inappropriate attendance
has remained broadly constant at
12%. The trend-adjusted baseline for
inappropriate attendances is therefore
2,922,685 (24,355,708 x 0.12).

4,

Isolation. The NHS is also starting
to provide and promote out-of-hours
GP surgery appointments. The rate
of inappropriate A&E attendance is
4.5 percentage points higher than
average at times when GP surgeries
are not currently open. We assume
that the new offer of out-of-hours
service by GPs will reduce the total
number of inappropriate attendances
by 2.25 percentage points (half of the
total observed affect because this
only affects half the hours in day). We
expect this to independently reduce the
number of inappropriate attendances
observed by 65,760 (2,922,685 x
0.0225) to 2,856,925.

Externalities. Aside from the direct
cost benefit of optimising points of
treatment across NHS frontline services
(in the conclusion), there are indirect
benefits or positive externalities that
should be considered in this case.

Inappropriate attendances rarely
have to be treated, so there will be a
negligible cost for this, and operational
overheads will remain as a fixed cost.
A reduction in inappropriate A&E
attendance of 3% is approximately
equivalent to 3% uplift in staffing
resource (which can be redeployed to
urgent cases). The total annual cost
of A&E operation is £2.7 billion and
staffing makes up 30% of this, which
is equal to £810 million. 3% of £810
million is equal to £24.3 million.

The indirect benefit of optimising

A&E attendance, or the effective
‘opportunity cost’ of not optimising
staff resource, is £24.3 million.
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Conclusion:

The average cost of an A&E attendance

is £148. The average cost of a GP
appointment is £46. Therefore every
potential A&E attendance that is redirected
to a GP reflects a saving to the NHS of
£102 (£148 - £46).

If 85,000 cases are redirected in this
way the health service overall will be
£8,670,000 (£102 x 85,000) better off.

The positive externalities generated also
create £24.3 million of value for the public
sector and society.

The total benefit of this campaign, or
return on investment, will be £32.97
million. For every £1 spent on this
campaign, society will be £11 better off.
This is commonly expressed as a ratio, in
this case 11:1.

These results can be validated after the
campaign has run by comparing the actual
number of inappropriate A&E attendances
with the isolated trend-adjusted baseline of
2,856,925.
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Measuring and managing reputation

The reputation of an organisation is

now well established as an indicator

of organisational success. Positive
reputations are associated with supportive
behaviours from stakeholders, while
negative reputations are associated with
less support or even hostile responses
from stakeholders. Despite good
evidence on this link, there is still much
confusion about how to best measure and
manage reputation, with many seemingly
competing models and approaches.

In this guide we build upon more than 20
years of research of the John Madejski
Centre for Reputation to provide a

simple guide to measuring and managing
reputation.® Measuring reputation is a good
form of organisational listening and can help
to demonstrate performance and guide
strategic action. The guide will conclude

by providing an integrated reputation
management framework to use when
considering reputation management issues.

We suggest that practitioners should ask
three questions when considering current
and future reputation management projects:

e Reputation with whom?
e Reputation for what?
e Reputation for what purpose?

Reputation with whom?

Organisations have different reputations
with different groups and individuals.
Although all people’s perceptions may
be informative, it is important to consider
which stakeholders are most critical.

To choose meaningfully it is vital to
consider what the purpose of your
organisation is and which stakeholders it
serves. When considering stakeholders

it is important to consider if they are
vulnerable or powerful, have demands
that are legitimate (socially accepted

and expected) or are time critical. A
common issue facing many organisations
is that urgent issues often take priority
over important ones, and attention and
resource is given to stakeholders that are
making the most noise (often through
social media).

5 This draws on a number of key publications and adapt the models and approaches presented within them to the
context of reputation management in the public sector. Key publications include:

Money, K., Saraeva, A., Garnelo-Gomez, I., Pain, S. and Hillenbrand, C. (2017) ‘Corporate reputation past and future: a
review and integration of existing literature and a framework for future research’, Corporate Reputation Review, 20 (3-4)
Ghobadian, A., Money, K. and Hillenbrand, C. (2015) ‘Corporate responsibility research: past — present — future’, Group
and Organisation Management, 40 (3), pages 271-294

Money, K., Hillenbrand, C., Henseler, J. and da Camara, N. (2013) ‘Exploring unanticipated consequences of strategy
amongst stakeholder segments: the case of a European Revenue Service’, Long Range Planning, 45 (5-6)

Money, K., Hillenbrand, C., Hunter, I. and Money, A.G. (2012) ‘Modelling bi-directional research: a fresh approach to
stakeholder theory’, Journal of Strategy and Management, 5 (1)

Money, K. and Hillenbrand, C. (2006) ‘Using reputation measurement to create value: an analysis and integration of
existing measures’, Journal of General Management, 32 (1)

MacMillan, K., Money, K., Downing, S. and Hillenbrand, C. (2004) ‘Giving your organisation SPIRIT: an overview and call
to action for directors on issues of corporate governance, corporate reputation and corporate responsibility’, Journal of
General Management, 30 (2)
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It is therefore important to consider aspects
of organisational purpose, stakeholder
need, and legitimacy before responding

to stakeholders and in managing and
measuring reputation. At its best, choosing
to measure reputation with a particular
group can help to give them a voice, allow
your organisation to listen, and to guide
and justify the actions of your organisation.

Reputation for what?

Reputation is defined as a perception of
character. But in practice reputation is often
measured as an aggregate of stakeholders’
trust, admiration and respect for an
organisation. This is sometimes referred to
as emotional appeal.

This aggregate measure of reputation is
appealing because it allows organisations
that are different (e.g. the armed services
and Amazon) to be compared in the extent
that they are trusted. There are many other
measures of reputation that link to factors
such as:

e organisational characteristics (e.g.
products, leadership, financial
performance)

e relationships (e.g. customer service,
listening, the appropriate use of
power)

e third party influence (e.g. if important
third parties recommend your
organisation)

However, they can more usefully be defined
and measured as the causes of reputation
that make stakeholders trust, admire or
respect your organisation (see Figure 1).

Measuring such factors and causally linking
them to reputation through multivariate
statistical analysis is important in helping to

24

develop a theory of change. For example,
if good service experience is found to be

a key factor driving trust in the HMRC,
more so than other factors, it would seem
reasonable to focus activities on service if it
was cost effective.

Reputation for what purpose?

In reputational terms it is useful to answer
this question in terms of what stakeholder
behaviour or attitude you are seeking to
maintain or change through the activities of
your organisation.

These behaviours can be usefully considered
to be consequences of reputation.
Essentially, if your organisation is trying to
influence a particular behaviour. what is it
trying to cause? This could include engaging
in activities such as volunteering, paying
taxes or engaging in a healthier lifestyle.

You may ask yourself the question “What is
my organisation trying to cause?” It is likely
that you will identify different stakeholder
behaviours in different contexts. The more
specifically you can define a behaviour (time,
place, duration), the more reliably you will be
able to predict it. In this way it is important
to consider the three types of behaviour
outlined in the guide: start (e.g. recruitment,
volunteering), stop (e.g. smoking, speeding,
drinking) and maintain (current positive
behaviours such as sharing information or
paying tax).

As a general rule maintaining behaviours
is easier than starting or stopping
behaviours, which can be more difficult if it
involves breaking long established habits.

Measurement

It is important to measure not only
reputation, but also its causes and




consequences in a way that allows

for robust statistical linkages between
these factors, e.g. through multivariate
techniques such as regression.

In practical terms this often means using
established measurement scales that
are on five or seven points (see footnote
five for sample scale items that can be
used). In this way you will be able to
identify which stakeholder experiences
link to reputation and its associated
consequences.

It is also important to include measures
that benchmark your organisation against
other organisations, especially in terms
of aspects of trust, admiration and
respect. Historical comparisons to other
organisations in terms of the start, stop,
and maintain criteria may also be useful.

I Evaluation Framework 2.0
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Introduction to the government Data
Ethics Framework

The Data Ethics Framework” guides

the design of appropriate data use

in government and the wider public
sector. This guidance is aimed at anyone
working directly or indirectly with data in
government, including data practitioners
(statisticians, analysts and data scientists),
policymakers, operational staff and those
helping produce data-informed insight.

1.

Start with a clear user need.
Using data in more innovative ways
has the potential to transform how
government works. We must always
be clear about what we are trying to
achieve for users, both citizens and
civil servants.

Be aware of relevant legislation
and codes of practice. You must
have an understanding of the relevant
laws and codes of practice that relate
to the use of data. When in doubt, you
should consult relevant experts.

Use data that is proportionate

to the user need. The use of data
must be proportionate to the user
need. You must use the minimum
data necessary to achieve the desired
outcome.

Understand the limitations of the
data. Data used to inform policy and
service design in government must
be well understood. It is essential to
consider the limitations of data when
assessing if it is appropriate to use it
for a user need.

Use robust practices and work
within your skillset. Insights from
new technology are only as good as
the data and practices used to create
them. You must work within your
skillset recognising where you do not
have the skills or experience to use a
particular approach or tool to a high
standard.

Make your work transparent and
be accountable. You should be as
open as possible about the tools,
data and algorithms you used to
conduct your work. This allows other
researchers to scrutinise your findings
and citizens to understand the new
types of work we are doing.

Embed data use responsibly. It is
essential that there is a plan to make
sure insights from data are used
responsibly. This means those teams
understand how findings and data
models should be used and monitored
with a robust evaluation plan.

7 Written by Dr Sarah Gates, Data Policy, DCMS. Sarah can be contacted at sarah.gates@culture.gov.uk for
further information.
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Library of further
resources

The Government Communication Service (GCS) provides a series of guides,
frameworks and tools to support government communicators in their work.

All these are available on gcs.civilservice.gov.uk
Handbook

Campaign highlights

Campaign Solutions Framework
Communications Services Framework
Collaboration Toolkit

Communications and behaviour change
Competency framework

Delivering excellence in partnership
Design102

Diversity and inclusion strategy

Modern media operations

Modern Communications Operating Model (MCOM)
OASIS campaign guide

Professional standards

Propriety guidance

Recruitment guidance

Recommended reading list

7 trends in leading-edge communications
GDS Social Media Playbook

Style guide

The IC Space

Previous Government Communication Plans


http://bit.ly/2pn3YFu
http://bit.ly/2pn3YFu
http://bit.ly/2G6BcUg
http://bit.ly/2GH7Sl5
http://bit.ly/2GH7Sl5
http://bit.ly/commssolframework
http://bit.ly/partnershipmarketing
http://bit.ly/2HLW6Fo
http://bit.ly/2u0BarX
http://bit.ly/2FKCK6W
http://bit.ly/2HNqoHP
http://bit.ly/gcsdandi
http://bit.ly/2GJ7bry
http://bit.ly/GCSmcom
http://bit.ly/GCSoasis
https://bit.ly/2I30hwu
http://bit.ly/proprietyguidance
http://bit.ly/2DEGNf0
http://bit.ly/2G5KNKI
http://bit.ly/7trendscomms
http://bit.ly/2GHJWOe
http://bit.ly/CivilServiceCode
https://communication.cabinetoffice.gov.uk/ic-space/
http://bit.ly/2IBkFWP
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