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Session Objectives
After attending this session, participants should be 
able to:

1. Identify the five levels of outcomes from virtual 
learning.

2. Describe why virtual learning fails to deliver 
application and impact.

3. Explain the need to deliver impact and ROI for 
selected virtual learning programs.

4. Design virtual learning to deliver application, 
impact, and ROI using design-thinking principles.

5. Plan next steps for your ROI study.
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Rapid-fire show 
of hands

Can virtual learning be 
as effective as 

face-to-face learning?

q Yes
q No
q Maybe
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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: http://www.atdconference.org/attendees.  

What prevents virtual 
learning from being 

effective?

5

5

Yet, it is here to stay.

6

6

http://www.atdconference.org/attendees


Sixty-seven percent of CEOs say they get a least a basic set of 
human capital metrics–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.

Senior leaders want impact and ROI.

Seventy-four percent of CEOs report that they 
want ROI, but only 4% get it. Ninety-six percent of 
CEOs want impact; only 8% receive it now. 
Business impact data and ROI are the most 
important metrics in their decision making making 
about the learning investment. 
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How do we design virtual learning to 
deliver application, impact, and ROI?
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Evaluation Framework
Levels of Evaluation Measurement Focus Typical Measures

0.   Inputs & Indicators The input into the project in terms 
of scope, volume, efficiencies, costs

Participants, Hours, Costs, Timing

1. Reaction & Planned Action Measures participant satisfaction and 
captures planned actions, if appropriate

Relevance, Importance, Usefulness, 
Appropriateness, Intent to use, 
Motivation to act

2. Learning & Confidence Measures changes in knowledge, skills, 
and attitudes

Skills, Knowledge, Capacity, Competencies, 
Confidence, Contacts

3. Application & 
Implementation Measures changes in behavior or actions

Extent of use, Task completion, Frequency of 
use, Actions completed, Success with use, 
Barriers to use, Enablers to use

4. Business Impact Measures changes in business impact 
variables

Productivity, Revenue, Quality, Time, 
Efficiency, Customer Satisfaction, Employee 
Engagement

5. Return on Investment Compares project benefits to the costs Benefit-Cost Ratio (BCR), ROI%, 
Payback Period

9
Katzell developed four steps of training evaluation; Kirkpatrick wrote about four steps of training evaluation; Phillips added economic theory and operationalized the framework by adding process and standards and 
applying it in practice in not only learning, but the broader HR community and beyond.
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What is ROI?

BCR =
Program Benefits

Program Costs

ROI =
Benefits – Costs

Costs
x 100
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What is ROI?

BCR =
$750,000
$425,000

ROI =
$750,000 - $425,000

$425,000
x 100
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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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Initial Analysis Measurement 
and Evaluation
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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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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 Defines the specific impact measures that will change or improve as a 
consequence of the program’s 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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Design for 
Application 
and Impact
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concepts are applied, it can have an impact. To hire Sarah to deliver a virtual workshop 
equivalent to her in-person workshop, plus taking 12 supervisors off the job to 
participate, and the cost to evaluate it, the total cost will be about $30,000. Even if the 
program only contributed to a 10% reduction in absenteeism, that would save you 
about $58,320 in the first year. That’s more than enough to cover the cost of the 
program, plus the skills can help with other issues. 

 
The Client: Sounds good. Let’s make it happen. Let’s also schedule time to discuss how we can 

determine what is really causing people to miss work.  
 
By clarifying needs up front, you can develop program objectives that position your programs for 
success and define the measures you will take during the evaluation. You can also help your client 
determine if their solution is the right solution given the real problem (or opportunity) they are trying to 
address. 
 
Crucial Conversations® is a registered trademark of VitalSmarts, L. C. Use of this mark is for demonstration purposes, based on 
an actual client conversation.  
 
 

Learning Transfer Strategy 
 

                          Timeframe 
 

       Before    During                     After 

    
    

    
    

    
 R

ol
e -

Pl
ay

er
s*

 

Manager 

   

Participant 

   

Facilitator/ 
Organizer 

   

 
*Replace role players with whomever is most influential for your program.
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Guiding Principles
1. When conducting a higher-level evaluation, collect data at lower levels.
2. When planning a higher-level evaluation, the previous level of evaluation is not required to be 

comprehensive.
3. When collecting and analyzing data, use only the most credible sources.
4. When analyzing data, select the most conservative alternative for calculations.
5. Use at least one method to isolate the effects of a project.
6. If no improvement data are available for a population or from a specific source, assume that little or 

no improvement has occurred. 
7. Adjust estimates of improvement for potential errors of estimation.
8. Avoid use of extreme data items and unsupported claims when calculating ROI.
9. Use only the first year of annual benefits in ROI analysis of short-term solutions.
10. Fully load all costs of a solution, project, or program when analyzing ROI.
11. Intangible measures are defined as measures that are purposely not converted to monetary values.
12. Communicate the results of ROI Methodology to all key stakeholders.
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ROI

Reaction

Learning

Application

Impact

ROI

Isolate the Effects of the Program

Intangible Benefits

Inputs
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Chain 
of Impact
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Characteristics 
of Investments 
Suitable for 
Impact & ROI

Linkage of project to operational goals and 
issues

Importance of project to strategic objectives

Top administrator/executive interest in the 
evaluation

Cost of the project

Visibility of the project

Size of target audience

Investment of time required
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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 Percentages

**Benchmarking 2020
*Percentage of programs evaluated at each level per year
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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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Learn how to start your project, 
set precise objectives, collect 
all types of data, convert data 
to money, and calculate ROI.

Order Your Copy Today!
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Click the link below or scan the QR code to access 
resources from today’s session.

https://roiinstitute.net/techlearn-designing-virtual-
learning-to-deliver-impact-and-roi/
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https://roiinstitute.net/techlearn-designing-virtual-learning-to-deliver-impact-and-roi/


Questions?
Visit us online:

www.roiinstitute.net

Email: 
patti@roiinstitute.net

Connect with us on:
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