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Objectives

1. Identify the five levels of outcomes for any L&D program.

2. Describe what types of data executives want to see from L&D.

3. Explain 10 of the 12 steps in the ROI Methodology®.

4. Name five key elements of an evaluation strategy.

5. List three ways to make reaction data more executive - friendly.

6. Describe how an ROI forecast is developed.

After completing this session, participants should be able to:
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Actions to Take Now

1. Measure the impact and perhaps ROI of a major program now. 

2. Ensure that virtual learning is effective. 

3. Update your measurement and evaluation strategy. 

4. Design future programs to deliver results. 

5. Capture more executive-friendly reaction measures.

6. Be prepared to forecast the impact and ROI of a major initiative. 

7. Share the joy of delivering and measuring business results. 
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Serious Performance Challenges

1. Most learning and development is wasted (not used).

2. The learning outcomes desired by executives in client organizations are rarely 
measured.

3. Most learning providers do not have data showing that they make a difference in the 
organization.

4. Most executives see learning as a cost and not an investment.

5. Most executives view hard skills more valuable than soft skills.

True
or

False?
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What CEOs Want

ROI Institute and ATD research show that the data CEOs receive are not demonstrating what they want out of their talent investment. (N=96)

Measures
Currently 
Measure

Should 
Measure

Importance

Inputs and Indicators 94% 86% 6

Efficiency 78% 82% 7

Reaction 53% 22% 8

Learning 32% 28% 5

Application 11% 61% 4

Impact 8% 96% 1

ROI 4% 74% 2

Awards 40% 44% 3



Perception Actions Consequences

LǘΩǎ ŀ Ŏƻǎǘ
ÅControl it
ÅReduce it
ÅEliminate it

ÅPartnerships are rare
ÅInfluence diminishes
ÅSupport is lost
ÅFunding is curtailed

Executive
Perception of

Programs

LǘΩǎ ŀƴ 
investment

ÅMaintain it
ÅEnhance it
ÅProtect it

ÅBusiness partnerships 
flourish
ÅClient relationships 

improve
ÅA seat at the table is 

earned
ÅFunding is easier
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1. Do your executives see your work as a cost 
or an investment?

2. If it is perceived as an investment, how did 
they reach that conclusion?

3. If it is seen as a cost, what will you do to 
convince them that it is an investment? 

Costs Versus Investment Perception: The Reality
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What is 
Value?



LEVEL ISSUE MEASURES TARGETS

This is easy

Always measured

0 Inputs Volume, Hours, Convenience, Cost 100%

This is easy

Almost always 

measured

1 Reaction *Relevance, Engaging, *Important, 

Useful, *New Content, *Intent to 

Use, *Recommend to Others

100%

Not difficult

Usually measured

2 Learning Concepts, Trends, Facts, Contacts, 

Skills, Competencies

90%

Possible

Often measured

3 Application Use of content, Frequency of Use, 

Success with Use, Barriers, 

Enablers

30%

Not so difficult to 

connect

Sometimes measured

4 Impact Productivity, Time, Quality, Costs, 

Image, Reputation, Engagement, 

Compliance

10%

Possible for many 

programs

Rarely measured

5 ROI Benefit Cost Ratio or Return on 

Investment, Expressed as a Percent

5%

*C
a

n
 p

re
d
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t

E
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c
u
ti
v
e
s
 

p
re

fe
r 

Must take a step to Isolate the Effects

*Best Practice: Percent of Programs Evaluated at this level each year.

The Value Chain
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Program 
Process 
InitiativeAlignment and Forecasting The ROI Process Model

Alignment Model

Learning Needs

Preference Needs Reaction

Learning

Application

Impact

ROI

Reaction Objectives

Learning Objectives

Application ObjectivesPerformance Needs

Impact ObjectivesBusiness Needs

Payoff Needs ROI Objectives

End HereStart Here
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1 1
Initial 
Analysis

Measurement 
and Evaluation

Input Needs Input Objectives Input0 0

Why?
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What Percentage of Your Programs Are 
Measured at Impact (Level 4)?

A. 0

B. 1% - 3%

C. 4% - 9%

D. 10% - 20%
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The ROI Methodology® Process Model
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The ROI Methodology® Process Model



Levels Focus

Level 1, Reaction
Defines specific measures of expected reaction to the program as it is revealed and 
communicated to the stakeholders

Level 2, Learning
Defines specific measures of improvement in knowledge, information, contacts, and skills as the 
participants and other stakeholders learn how to make the program successful

Level 3, Application Defines specific measures of actions taken that define success with application and 
implementation of program

Level 4, Impact

5ŜŦƛƴŜǎ ǘƘŜ ǎǇŜŎƛŦƛŎ ƛƳǇŀŎǘ ƳŜŀǎǳǊŜǎ ǘƘŀǘ ǿƛƭƭ ŎƘŀƴƎŜ ƻǊ ƛƳǇǊƻǾŜ ōŜŎŀǳǎŜ ƻŦ ǘƘŜ ǇǊƻƎǊŀƳΩǎ 
implementation

Level 5, ROI
Defines the minimum return on investment from the program, comparing program costs with 
monetary benefits from the program

Developing Objectives for Each Level
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Rules for Objectives 

1. Must be measurable and represent minimum acceptable performance.

2. Fewer objectives are better than many objectives.

3. Involve subject-matter experts and key stakeholders. 

4. Keep them relevant to the situation, program, and key stakeholders.

5. Create stretch objectives, but make sure they are achievable.

6. Allow for the flexibility to change as conditions change.

7. Failure is OK; process improvement is the key.

8. Objectives are tools for progress, not weapons for performance review.

9. Most objectives should be time-bound.

10. Objectives provide the focus for design, development, implementation, and 
evaluation.
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Objective

1. Decrease citizen complaints by 20% in one year.                                                                           

2. Be able to manage a remote team.                                                                                          

3. Perceive the performance management system as appropriate. 

4. Decrease the amount of time required to move to the next job level. 

5. Achieve a 20% ROI one year after implementation of flexible work system. 

6. Perceive diversity to be important to the success of the organization. 

7. Conduct a proper investigation using the seven-step process in 95% of complaint situations. 

8. Decrease security breaches by 25% in six months. 

9. Score an average of 75 or better on new strategy quiz. 

10. Complete a disclosure form each year as part of the new ethics policy. 

Evaluation Levels with Objectives

After participating in the learning program, participants should:
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1 Reaction

2 Learning

3 Application

4 Impact

5 ROI 



Objective

1. Decrease citizen complaints by 20% in one year.                                                                           4

2. Be able to manage a remote team.                                                                                          2

3. Perceive the performance management system as appropriate. 1

4. Decrease the amount of time required to move to the next job level. 4

5. Achieve a 20% ROI one year after implementation of flexible work system. 5

6. Perceive diversity to be important to the success of the organization. 1

7. Conduct a proper investigation using the seven-step process in 95% of complaint situations. 3

8. Decrease security breaches by 25% in six months. 4

9. Score an average of 75 or better on new strategy quiz. 2

10. Complete a disclosure form each year as part of the new ethics policy. 3

Evaluation Levels with Objectives

After participating in the learning program, participants should:
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Roles and Responsibilities: 
The Objectives Needed for Important Stakeholders

Analysts
L0, L1, L2, L3, L4, L5

Participants
L1, L2, L3, L4

Designers
L0, L1, L2, L3, L4

Developers
L1, L2, L3, L4

Sponsors
L0, L1, L2, L3, L4, L5

Manager or 
Significant Other

L0, L1, L2, L3, L4

Facilitators
L1, L2, L3, L4

Program Owners
L0, L1, L2, L3, L4, L5

Evaluator
L0, L1, L2, L3, L4, L5
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L = Level


