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Presentation objectives

1. For public relations practitioners

2. Better public relations through 
research and measurement

3. New and traditional

4. No mechanics

5. Alignment

6. Role in building organizational value
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1 What exactly is ROI?
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Why ROI?

• Fundamental to decision-making

• Common language

• Communications/PR need for clearer metrics
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What is ROI?
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Return

Investment
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What is ROI?

• Results ≠ ROI

• 576 news stories ≠ ROI

• 57,423 unique visits ≠ ROI

• 176,000 fans ≠ ROI

• 12% increase in brand awareness ≠ ROI  
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When to use ROI?

• Only when you can measure:

▫ € invested

▫ € earned, saved, or avoided
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Total value of PR > ROI
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Total Value of PR = Tangible + Intangible

Total Value of PR > ROI

Total Value of PR = Near-Term + Lasting
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PR builds intangibles
• Public opinion

• Customer experience

• Brand equity

• Corporate reputation

• Customer loyalty

• Employee engagement

• Partner relationships

• License to operate / regulations
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2 Begin with theory
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Information theory

• Prof. Claude Shannon

• Communications theory

• Public relations theory
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2 Translate to practice
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3 A standard framework 
for PR program 
measurement
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Activities

• What did you do?

• Control by PR

• Visible

• Operational efficiency
▫ Staff time

▫ Budget

• Use: PR group, CFO
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Outputs

• Message availability
to target audiences
▫ Media analytics

▫ Social media analytics

▫ Other (events, etc.)

• Correlate with activities

• Use: Within PR group
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Reception

• Handle PR outputs

• Manipulate outputs

• Involvement with 
outputs

• Correlate with 
activities

• Is this engagement?

• Use: Within PR group
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Outtakes

• Cognitive change
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Outtakes

Awareness

Knowledge

RelevanceAction

Advocacy
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From David Michaelson & Don Stacks, 
“Standardization in Public Relations Measurement 
and Evaluation,” Public Relations Journal, 2011.
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Outtakes

• Cognitive change
▫ Awareness
▫ Understanding
▫ Perceptions
▫ Advocacy

• Use: CMO, marketing 
and communications 
executives
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Communications
results

• Specific, desired 
behaviors

• Precursor to business 
value

• Link to outcomes, etc.

• Use: CMO, marketing 
and communications 
executives
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Business results

• Tactical, consumer results

• Strategic business results

• ROI

• Statistical methods

• Use: CEO, CMO, business 
unit leaders
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4 Putting measurement 
into practice
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Step 1

• Define business goals

• Link PR objectives to business goals
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Step 2

• Select measurable objectives

▫ Specify the audience(s)

▫ Specify desired audience-specific outcomes

▫ Ends or outcomes, not means

▫ Time frame
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Step 3

• Select metrics
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Outputs Outtakes Outcomes Business results

 Press releases
 Journalist 

briefings
 Reporter 

contacts
News stories
Messages
 Impressions
Media value
 Events
Analyst 

receptions
 Customer case 

studies
 Executive 

speaking ops

Awareness
 Comprehension
Message 

retention
Attitude
 Perceptions
 Intentions

 Behaviors
 Purchases
Votes
 Employee job 

applications
 Support or 

advocacy
 Inflate tires
 Change smoke 

alarm battery
Visit museum

 Sales
New customers
 Customer loyalty
 Lower customer 

acquisition costs
 Employee 

retention
 Permission to 

open a factory
 Lower accident 

rates
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Step 4

• Set quantitative targets

© Geddes Analytics. Not for distribution without permission. 



30

Step 5

• Measure
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Step 6
• Analyze

• Index the results

• Evaluate

• Recommendations for improvement

• Report
▫ Dashboard

▫ Evaluation matrix

▫ Balanced Scorecard
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Dashboard
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Evaluation matrix
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Balanced
scorecard
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Balanced Scorecard
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Summary

• Set goals

• Set measurable objectives

• Measure at multiple levels

• Set targets

• Build consensus

• Evaluate

• Report

• Recommendations
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Our efforts to impact 
communications: 
what we produce

COMMUNICATIONS
ACTIVITIES

• Usually 
immediately visible

• Completely under 
control of the PR 
team or agency

• Counting PR 
activities

• Press materials 
generated

• Web materials 
generated

• Events organized
• Briefings

COMMUNICATIONS 
OUTPUTS

What communica-
tions are generated 

and may reach target 
audience members

• Did you reach your 
target audience?

• Counting the imme-
diate results of PR 
activities

• Traditional and 
social media 
measurement

• Information 
available for target 
audience members 
to process; the 
precursors to 
attitude and belief 
formation

• Correlate with 
activities

COMMUNICATIONS 
RECEPTION

How target audience 
members engage, 
manipulate, or are 

involved with 
communications

• How are target 
audience members 
engaging with 
communications 
and with the 
organization?

• What conversations 
are occurring?

• Information 
available for target 
audience members 
to process; the 
precursors to 
attitude and belief 
formation

• Correlate with 
activities

COMMUNICATIONS 
OUTTAKES

What we want target 
audience members to 

know, understand, 
perceive, or believe

• Measures of 
awareness, atti-
tudes, credibility, 
understanding, 
perceptions, and 
beliefs

• Surveys among 
target audiences

• The precursors to 
action

• Correlate or 
establish causal 
linkages with 
activities and 
outputs

COMMUNICATIONS 
OUTCOMES

Actions we want 
target audience 

members to take (or 
not take)

• Specific behaviors 
by target audience 
members to 
support goals such 
as visiting, 
purchasing, loyalty, 
recommending, 
advocacy, voting, 
signing a petition

• Precursors to 
business value

• Correlate or 
establish causal 
linkages with 
activities, outputs, 
engagement, and 
outtakes

BUSINESS
VALUE

Business value and 
return on investment

• Sales, market 
penetration, market 
share, profitability

• Market 
capitalization or 
other financial 
measures

• Statistical modeling 
to show causal 
linkages with 
activities, outputs, 
engagement, 
outtakes, and 
outcomes

Communications measurement process

Quantity/Outputs Quality/Outtakes Business outcomes ROI/Value

Communications team Marketing team Executive team
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Predictive analytics
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The situation today

• Companies monitor traditional and social 
media…

▫ But don’t know what media messages 
actually change opinions and drives 
behaviors

© Geddes Analytics. Not for distribution without permission. 



40

The situation today

• Companies probe the marketplace via 
surveys and media listening platforms, 
but …

▫ Cannot look ahead

▫ Risk getting blindsided
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The situation today

• Monthly measurement reports give a look 
backwards, but …

▫ Cannot evaluate possible scenarios
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Today’s challenge

Passive 
monitoring

Passive 
listening

Active 
communications 

intelligence

Competitive 
advantage
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▫ Analyze past data

▫ Understand what really drives change

▫ Link social / traditional media to business 
outcomes

▫ Build systems to give a look ahead

▫ Facilitates responsive management
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Case studies
Toyota recall crisis

Consumer sentiment about the economy

Teenage smoking behavior
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1. Toyota recall crisis

• Key questions
1. What shapes opinion about the Toyota brand?

2. Can we predict brand reputation from media?

• Data
▫ Predictor variables

 News, online, blogs, forums … no broadcast

▫ Dependent variable

 Brand reputation

© Geddes Analytics. Not for distribution without permission. 
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All media
R2 = 0.84

 Survey
− Model

Positive documents

Negative documents

Positive opinion

Neutral opinion

Negative opinion
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2. Consumer economic sentiment
• Key questions

1. What shapes consumer opinions about the economy: 
media or marketplace experience?

2. Can we predict consumer sentiment from media alone?

• Data
▫ Predictor variables:
 AP wire and Washington Post

▫ Dependent variable:
 University of Michigan Consumer Sentiment Index

▫ 1977 to 2007
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Key results
▫ We can predict based 

on media alone

▫ Models based work 
over long time period

▫ Media play primary 
role in shaping 
opinion about their 
economic well-being

▫ Shelf life of 
information near zero

Training data

Test data

Training and test data
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3. Teenage smoking

Key questions

• Can we predict teenage 
smoking behavior from 
media alone?

• Does public policy affect 
smoking behaviors?

• Do anti-smoking 
campaigns work?

Data
• Predictor variables:

▫ Newspapers, Google 
newsgroups

▫ 10 messages

▫ Cost per pack

• Dependent variable:

▫ Monitoring the Future 
nationwide surveys
(http://monitoringthefutur
e.org/)

• 1991 to 2002
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Key results
▫ We can predict 

behaviors based on 
media alone
▫ Cost improves prediction
▫ Attitude that cigarettes 

are hard to get improves 
prediction
▫ Anti-smoking campaigns 

and policy changes work

− Predicted smoking☐ Reported smoking
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The InfoTrend™ Model
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Powerful yet simple: basic structure

NeutralPositive Negative

K3 K4

K2 K1

Negative message force

Positive message force
Step I
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Minimal ideodynamic model

© Geddes Analytics. Not for distribution without permission. 

Do not try 
this at home
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Data requirements

Predictor variables

• Multi-channel

• Sentiment scores

• Messages tagged

Outcome variables

• Survey data

• Behavioral data

• Business data

• Must show change

© Geddes Analytics. Not for distribution without permission. 



54

Concluding remarks
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What have we learned?

• Media  Outcomes
▫ Sentiment

▫ Messages

• But … random variability
▫ What does this mean for 

communications>
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Prediction and forecasting 

© New York Times

• Early enough to take action

• Probable vs. improbable

• Scenario planning and 
simulation

• Strategic responsiveness

© Geddes Analytics. Not for distribution without permission. 

• Michael Raynor. 2007. The Strategy Paradox: Why Committing to Success Leads to 
Failure. New York: Doubleday.
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Prediction and forecasting 
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5 Questions?
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