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What is 
Serious Evaluation

• Evaluation that focuses on what happens after 
the laptop or classroom

• Having as much concern about the contribution 
of participants as the happiness of participants 

• Providing data that convinces top 
administrators and executives that learning is 
an investment not a cost

• A proactive system that designs for, and 
delivers, impact

• Having evaluation data that influences funding 
decisions
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• Influence
• Commitment
• Support
• Funding
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Why Serious Evaluation 
is Needed
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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%
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† Best Practice: Percent of programs evaluated at this level each year.

Must take a step to isolate the effects

The Value Chain

5



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

The ROI Methodology®
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Designing for the Delivery of Business Results
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Which of these 
are mostly true 

or mostly 
false?

What Gets in the Way?
Serious Performance Challenges

Issue

1. Most learning is wasted (not used after a program is conducted).

2. The learning outcome desired by executives is rarely measured in 
organizations.

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

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

% True

78%

89%

81%

93%
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The Team’s Reaction to the Evaluation 
Experts:
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• I don’t have time for additional measurement and evaluation.
• An unsuccessful evaluation will reflect poorly on my performance.
• A negative ROI will kill my program.
• My budget will not allow for additional measurement and evaluation.
• Measurement and evaluation are not part of my job.
• I didn’t have input on this process.
• I don’t understand this process.
• Our managers will not support this process.
• Data will be misused.
• The data are too subjective.



You can’t measure your 
way to success…
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It takes the 
entire team 
to make it 
work.
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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



Implementation Issues
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Resources 
(staffing/budget)

Leadership 
(individual, group, 

cross-functional team)

Timing 
(urgency, activities)

Communication 
(various audiences)

Commitment 
(staff, managers, 
top executives)



Utilizing Shortcuts
Monitoring Progress
Removing Obstacles 

Preparing the Management Team
Initiating the ROI Projects

Tapping into a Network
Preparing the Staff

Revising Policies and Procedures
Establishing Goals and Plans

Developing Roles and Responsibilities
Assessing the Climate for Measuring ROI 

Building Blocks to Implement 
a Serious Evaluation Strategy
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Thank you!



Your feedback helps ATD continue to provide 
top-notch educational programs that help you 
stay on top of a changing profession. 

Evaluations forms for this session are available via the mobile 
app and at the following link: atdconference.org/attendees.  

FEEDBACK 
COUNTS

http://www.atdconference.org/attendees

