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HR’s Role
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Objectives
After attending this session, participants should be able to:

1. Identify the five levels of outcome data needed to 
showcase and deliver impact and ROI.

2. Describe the possibilities for HR-led innovation programs.

3. Identify the data needed by executives along with their 
expectations.

4. Explain how to measure impact, ROI, and intangibles in a 
compelling way.

5. Plan the next steps to ensure maximum business value. 
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Resources
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Innovation is 
Everywhere

• Leaders want innovation.

• Politicians cheer innovation.

• Consumers demand innovation.

• Investors reward innovation.

• Media outlets promote innovation. 
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True or False?
1. Investing in research and development is not 

a good predictor of innovation outcomes. 
2. The best source of innovation is employees.

3. When employees are engaged, there is more 
innovation. 

4. Far too many innovation programs fail to 
deliver the desired results. 
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The Hard Truth About Innovation:
It’s One Part Creativity, 

One Part Discipline.

Pisano, G. P. (2019, January/February). The Hard Truth About Innovative Cultures. Harvard Business Review, 97(1), 62-71.
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Bill Gates: The 
Best Investment 
I’ve Ever Made

Gates, B. (2019, January 19). The Best Investment I’ve Ever Made. The Wall Street Journal, pp. C1-C2.
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HR Can Make 
a Difference 

Because innovation comes from 
employees, and not necessarily the 
investment in R&D, the key is to 
make sure the culture is created to 
spark innovation, support innovation, 
and facilitate innovation. 
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Opportunities to 
Foster Creativity

• Suggestion Systems: Tennessee Valley Authority
• Idea Contest: Central Bank of the Philippines
• Improvement Projects: National Security Agency
• Creativity Forum: Genentech
• Creativity Programs: 3M Company
• Employee Feedback: Energen Corp.
• Brainstorming: Lockheed Martin
• Innovation Champions: University Putra Malaysia 
• Innovation Task Force: Saudi Aramco
• Innovation Teams: Wegman Food Markets
• Bullet Time: Quicken Loans
• Multiple Paths to Yes: Amazon
• Innovation Conference: Qualcomm
• Leadership Innovation: World Food Programme
• Innovation Approaches: Southeast Corridor Bank
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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
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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
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**Best Practice: Percent of programs evaluated at this level each year.

Must take a step to isolate the effects
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The Value Chain
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BCR =

ROI =

Benefits
Costs

Benefits - Costs
Costs

x 100

What is ROI?
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BCR =

ROI =

$750,000
$425,000

$750,000 - $425,000
$425,000

x 100

What is ROI?
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BCR =

ROI =

$750,000
$425,000

$750,000 - $425,000
$425,000

x 100 = 76%

What is ROI?

= 1.76 
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We Keep 
Reading the 
Same Story
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Why Does This 
Keep Happening?
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Why Does This 
Keep Happening?

• HR is opting out.
• Results do not exist, and 

nothing is being done 
about it.

• Methodology being 
applied lacks credibility.

• Programs aren’t designed 
to deliver.
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Design for 
Results

Start with Why Align Programs with the Business

Make it Feasible Select the Right Solution

Expect Success Design for Results

Make it Matter Design for Input, Reaction, and Learning

Make it Stick Design for Application and Impact

Make it Credible Measure Results and Calculate ROI

Tell the Story Communicate Results to Key 
Stakeholders

Optimize Results Use Black Box Thinking to Increase 
Funding
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The ROI Methodology Process Model
Designing for the Delivery of Business Results

PLAN THE EVALUATION COLLECT DATA ANALYZE DATA OPTIMIZE RESULTS

LEVEL 5: ROI

LEVEL 1: REACTION 

AND PLANNED ACTION

LEVEL 3:

APPLICATION

LEVEL 2: LEARNING LEVEL 4: IMPACT

INTANGIBLE BENEFITS

Start with Why: 
Align Programs

With the 
Business

Make it Feasible:
Select the Right

Solution

Make it Matter:
Design for Input, 

Reaction and
Learning

Make it
Credible:

Isolate the
Effects

Make it Credible:
Convert Data to 
Monetary Value

Make it Credible:
Tabulate Costs of 

Program

Make it Credible:
Calculate ROI

Make it Credible:
Identify Intangibles

Tell the Story:
Communicate 
Results to Key 
Stakeholders

Expect 
Success:
Plan for 
Results

Make it Stick:
Design for 

Application 
and Impact

Optimize 
Results:

Use Black Box 
Thinking to

Increase Funding

LEVEL 0: INPUT
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Start with Why
Align Programs with the Business

Design Thinking Principle 1
A problem-solving approach to 

handle problems on a systems levels
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Program 
Process 
InitiativeAlignment and Forecasting The ROI Process 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

5

4

3

2

5

4

3

2

1 1Initial 
Analysis

Measurement 
and Evaluation

Input Needs Input Objectives Inputs0 0
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Start 
with Why
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67% of CEOs say they get a least a basic set of 
human capital metrics from HR – but only 24% of 
survey respondents said HR also provides analytics 
that connect their people metrics to business 
metrics.

Really, the question isn’t about relevance of the 
(HR) function or a ‘seat at the table;” rather, it is 
what impact has HR made on the business. 

74% of CEOs report that they want ROI, but only 
4% are getting it.  Next to business impact data, 
ROI is the most important metric in their decision 
making making about the learning investment.

Senior leaders want it.
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Make it Feasible
Select the Right Solution

Design Thinking Principle 2
A mind-set for curiosity and inquiry
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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

5

4

3

2

5

4

3

2

1 1

0 0

Feasible 
Solution

Why?
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• Statistical process control
• Brainstorming
• Problem analysis
• Cause-and-effect diagram
• Force-field analysis
• Mind mapping
• Affinity diagrams
• Simulations

• Diagnostic instruments
• Focus groups
• Probing interviews
• Job satisfaction surveys
• Engagement surveys
• Exit interviews
• Exit surveys
• Nominal group technique

Have a Discussion and Use Diagnostic Tools
Feasible solutions evolve through the understanding of context, empathizing with the target audience, and identifying performance gaps. The 
next step is to identify learning needs and how best to deliver relevant information. Forecasting outcomes based on inputs is sometimes helpful. 
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Expect Success
Design for Results

Design Thinking Principle 3
A framework to balance 

needs and feasibility
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End Here

5                ROI Objectives                                                       5

4 Impact Objectives 4

3 Application Objectives 3  

2                  Learning Objectives                 2

1       Reaction Objectives        1 

Project

Payoff Needs

Business Needs 

Job Performance Needs 

Learning  Needs 

Preference Needs 

Impact

Learning

Reaction

Application

Business Alignment and Forecasting The ROI Process Model

ROI

Start Here

Absenteeism is costing 
$10,000 monthly.

Unexpected  absenteeism is 
9% and growing; benchmark 
data is at 5%

Discussions between team 
member and supervisor are not 
occurring when there is an 
unplanned absence.

Deficiency in counseling/ 
discussion skills.

ROI of 25%

Reduce absenteeism to 5% six 
months after course

Counseling discussions conducted 
in 95% of situations when an 
unexpected absence occurs

Be able to demonstrate 
the use of counseling skills

Monitor absenteeism 
records for six months

Follow-up questionnaire to 
participants to check frequency 
of discussions – three months

Skills practice session during 
program

Reaction questionnaire at 
the end of program

Program receives favorable rating 
of 4 out of 5 on need for program, 
relevance of the program, and the 

practicality of program

Calculate ROI

V Model Example

One-day counseling skills workshop must 
provide usable necessary and relevant skills; 
facilitator-led; participants are supervisors
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Evaluation Levels with Objectives

After completing this program or project, participants should be able to:

1 = Reaction         2 = Learning         3 = Application         4 = Impact         5 = ROI

1. Decrease citizen complaints by 20% in one year. 
2. Use problem-solving skills to uncover product defect causes. 
3. Be able to identify the five steps to develop a new idea.
4. Rate the importance of innovation 4 out of 5 on on a five-point scale.
5. Decrease the amount of time required to complete a transaction. 
6. Achieve a 20% ROI one year after implementation of sales incentive system. 
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Make it Matter
Design for Input, Reaction, and Learning

Design Thinking Principle 4
A way to take on design challenges by applying empathy
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Make it Stick
Design for Application and Impact

Design Thinking Principle 5
A culture that fosters exploration 

and experimentation
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Method Level
1 2 3 4

• Surveys ü ü ü

• Questionnaires ü ü ü ü

• Observation ü ü ü

• Interviews ü ü ü

• Focus Groups ü ü ü

• Tests/Quizzes ü

• Demonstrations ü

• Simulations ü

• Action planning/improvement plans ü ü

• Performance contracting ü ü

• Performance monitoring ü

Data Collection Methods
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Make it Credible
Measure Results and Calculate ROI

Design Thinking Principle 6
A fixed process and a tool kit
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• Isolate the Effects of Programs
• Convert Data to Money
• Identify Intangibles
• Tabulate the Cost of Programs
• Calculate ROI
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3 3

What percent of your 
programs are evaluated at 
the impact level per year?
A. None
B. About 5%
C. About 10%
D. About 15%
E. More than 20%
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Measurement Targets

Level Recommended % 
of Programs

**Benchmarking %

0 Input 100% 100%

1 Reaction 100% 80%

2 Learning 80-90% 70%

3 Application 30% 49%

4 Impact 10% 37%

5 ROI 5% 18%

**Benchmarking 2020

*Percentage of programs evaluated at each level each year
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Innovation 
Approach
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Southeast Corridor 
Bank: A Pay-for-Skills 

Program

Drives:

• Staffing levels
• Retention

• Engagement

Benefits = $4,131,300

Costs = $1,374,796

What’s the ROI?
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BCR =

ROI =

$4,131,300
$1,374,796

$4,131,300 - $ 1,374,796
$ 1,374,796

x 100 = 201%

What is ROI?

= 3.01

36

36



Tell the Story
Communicate Results to Key Stakeholders

Design Thinking Principle 7
A storytelling process to inspire senior executives
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Optimize Results
Use Black Box Thinking to Increase Funding

Design Thinking Principle 8
A new competitive logic of business strategy
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It’s That Easy
39
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The Payoff
• Justify/defend budgets.
• Align projects to business needs.
• Show contributions of selected projects.
• Earn respect of senior management/administrators.
• Build staff morale.
• Improve support for projects.
• Enhance design and implementation processes.
• Identify inefficient projects that need to be redesigned or 

eliminated.
• Identify successful projects that can be implemented in other 

areas.
• Earn a “seat at the table”.
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Be Proactive

Remember, when it comes to delivering results:

• Hope is not a strategy.
• Luck is not a factor.

• Doing nothing is not an option.

Change is inevitable. 
Progress is optional.
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Click here or scan the QR code to access 
resources from today’s session.
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https://roiinstitute.net/acrip-making-the-business-case-for-innovation/
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Questions?
Visit us online:
www.roiinstitute.net

Email: 
Jack@roiinstitute.net

Connect with Us
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