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Are you a member of ISPI?



Are you a member of ISPI?
Why you should be.
1. Network with like-minded professionals.

2. Develop capability – both personally and 
professionally.

3. Achieve project-based certifications that provide 
evidence of your performance improvement 
acumen and skill including 

1. Certified Human Performance Technologist (CPT)
2. Certified Facilitator of Training (CFT)
3. Certified Developer of Training (CDT)

4. Access tools and resources that will help you make 
informed decisions, set priorities, development the 
appropriate solutions give the performance gaps you 
are trying to close, and more.

5. Ideate and innovate with the best in performance 
improvement – consider ISPI your professional 
sandbox!

How you can be.
• Student Membership
• Individual Memberships

• Gold
• Silver
• Bronze

• Corporate Memberships
• Advocate
• Patron
• Organizational
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Visit ispi.org for more information.
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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.
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Resources
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Rapid-fire chat

Can virtual learning be 
as effective as 

face-to-face learning?

 Yes
 No
Maybe



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?
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http://www.atdconference.org/attendees


Yet, it is here to stay.
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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. 

10



How do we design virtual learning to 
deliver application, impact, and ROI?



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
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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.



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



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



Leading in a Hybrid Work Environment: Program at A Glance Assessment On-the-Job ApplicationVirtual Synchronous Virtual Asynchronous

Welcome
Module

• Ice Breaker
• Set up 

profiles

Week 1
Coaching & Caring 
for a Hybrid Team

Cohort 
Formed

Program 
Kickoff

• Program 
Overview

• Set Intentions

Week 2
Application

1 42 3

• Understand the talent 
responsibilities of leaders

• Show empathy, coach to 
build trust and rapport

• Conduct results-based 
coaching session

• Coach by checking in
• Use 4-step empathy in 

team member 
conversation

Pre-Program 
Assessment

Live1 2 3 4

Week 3
Developing a Hybrid 

Team

1 2 3 4Live Live

• Clarify expectations and  
manage accountability

• Conduct positive 
performance conversations

Week 4
Application

SELF OTHERS

Debrief
1 Hr.

1 42 3
1 Hour 1 Hour 2 Hours 1 Hr.

Analytics Dashboard

2 Hours 1 Hr.
Analytics Dashboard

Set Conditions for Success

30 Minutes

Week 5
Creating a Great 

Hybrid Work Place

Week 6
Application

• Create Employee Value 
Proposition

• Improve employee 
experience

• Conduct a “stay 
interview”

• Develop EVP
• Craft employee 

experience plan

Live1 2 3 4 Live

TEAM

Capstone

• Synthesize 
learnings

• Reflect on 
new 
behaviors

Post-Program 
Assessment

1 42 3

Analytics Dashboard

Analytics Insights 
Report

Measure and Report Impact

Conference
Panel 

Discussion

October 
18-19

AUGUST 
15- 19

AUGUST 
12-25 SEPTEMBER 19-23

AUGUST 
26

AUGUST 29 to 
SEPTEMBER 2 SEPTEMBER 6-9 SEPTEMBER 12-16

SEPTEMBER 26 - 30 OCTOBER 3 - 6 OCTOBER 7 OCTOBER 10 - 14 OCTOBER 18 - 19

Celebrate

1 Hr.2 Hours

Coach and Care 
for Hybrid Talent

(How can I coach and 
care for team members in 
a hybrid environment?)

Create a Great 
Hybrid Workplace

(How do I celebrate 
uniqueness and ensure 
all team members are 

included)

Develop Hybrid 
Talent

(How do I manage 
accountability and 

develop people in a 
hybrid environment?)

Lead Self

Lead Others

HYBRID

Show empathy and 
build trust and rapport

Lead Team

Manage 
performance and 

develop talent

Develop greater 
empathy

1.5 Hours

• Give real-time feedback 
to team members

• Create a career dev plan 
for a team member

• Define 30, 60, 90-day 
DEI plan

Debrief
1 Hr.

Debrief
1 Hr.

Copyright © 2022 Udemy/CorpU All rights reserved. Used with permission. www.business.udemy.com/cohort-learning



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

19

Chain 
of Impact



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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Scan the QR code to access resources from 
today’s session.



Questions?
Visit us online:

www.roiinstitute.net

Email: 
patti@roiinstitute.net

Connect with us on:

mailto:Jack@roiinstitute.net
http://www.linkedin.com/in/roiinstituteinc/
https://www.facebook.com/ROIInstitute
https://twitter.com/ROI_Institute
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