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How do you measure the success of

your virtual learning programs now?
(Select all that apply.)

U | capture the number of people involved in the program.

U | capture reaction and perception data.

U I measure what team members know to make it successful.

U | measure what team members are doing to make it successful.
U | measure the impact of the program.

U I measure the financial ROI.

O I do not measure the success of my programs.

Objectives

After completing this session, you will be able to:

Identify the five levels of outcomes from virtual learning.

Describe why virtual learning fails to deliver application
and impact.

Explain the need to deliver results, including impact and
ROI, for selected virtual learning programs.

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

Plan next steps to ensure virtual learning delivers
business value.
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Why are you pursuing
impact/ROI now?

Top executives are requiring impact and ROI. | must
pursue this.

| have pressure to justify my budget. | need to
pursue this.

I know | will need to demonstrate more value in the
future.

| want to show increased accountability for our
expenditures.

| want to experiment with and explore new
techniques to measure program success.

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

2. Learning & Confidence and attitudes

3. Application &
Implementation

4. Business Impact .
variables

5. Return on Investment Compares project benefits to the costs

Measures participant satisfaction and
captures planned actions, if appropriate

Measures changes in business impact

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

Measures changes in knowledge, skills, Skills, Knowledge, Capacity, Competencies,

Confidence, Contacts

Extent of use, Task completion, Frequency of

Measures changes in behavior or actions use, Actions completed, Success with use,

Barriers to use, Enablers to use

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

Benefit-Cost Ratio (BCR), ROI%,
Payback Period

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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(.

® Can virtual learning
be as effective as
face-to-face

learning?

O Yes
U No
0 Maybe

What prevents virtual
learning from being
effective?
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* Attendance driven.
* Multitasking inhibits learning.
* Technology breaks down.

* Content and experience focus
versus performance focus.

* Manager support is missing.
* Facilitator is missing.
* Noreal consequence.

* Not designed to deliver impact.
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Senior leaders want impact and ROI. [

HOW CEOS AND
CHROS CAN CONNECT

PEOPLE TO BUSINESS

Sixty-seven percent of CEOs say they get a least a basic set of ERATRGY
human capital metrics—but only 24% of survey respondents said
HR also provides analytics that connect their people metrics to
business metrics.

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

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. VAN The Future of HR:

The Transition to

Business impact data and ROI are the most ; = Performance Advior

important metrics in their decision making making
about the learning investment.

11

How do we design
virtual learning to
deliver application,
impact, and ROI?
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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
Make it Credible:
Capture Costs of
Program
LEVEL 1: REACTION LEVEL 8:
AND PLANNED ACTION  APPLICATION

Make it Tellthe s Optimize
Start with Wh I . i ick: - " ell the Story: R Its:
‘ign Prugramy Make it Feasible: ;""‘“ Makeiit Matter: gy Make|t Stick: Credible: Make it Credible: Make it Credible: Communicate eI
ih e Bl Select the Right P“‘“eﬁs Design for Input, Design for Isolate the ConvertDatato g  Calculate ROI el oGy Thinking to
e e Solution EIOLiE [EEiEm e prmltEEn Effects of the [l Monetary Value
Business Results Learning

il t Stakeholders Increase Funding
anaimpact Program

LEVEL 2: LEARNING  LEVEL 4: IMPACT

Make it Credible:
Identify Intangible
Measures

INTANGIBLE BENEFITS

©2023 ROI Institute Inc. Al Rights Reserved. ROI INSTITUTE®
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What is ROI?

Project benefits
BCR =

Project costs

Project benefits — Project costs

ROI| = x 100
Project costs

14
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Benefit-Cost Ratio and Return on Investment

Calculations

$71,760
BCR =
$32,984
ROl = $71,760 - 532,984 % 100

$32,984

15

*Benchmarking Percentages

R ded % .
Level ecommended 7 **Benchmarking %

of Programs

0 Input 100% 100%
1 Reaction 100% 80%
Measurement
Targets 2  Learning 80-90% 70%
3 Application 30% 49%
4 Impact 10% 37%
5 ROI 5% 18%

*Percentage of programs evaluated at each level per year

**Benchmarking 2020
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Linkage of project to operational goals and issues

Importance of project to strategic objectives

Cha ra Cte riStiCS Top executive interest in the evaluation
of Investments

Cost of the project

Suitable for
Impact & ROI Visibility of the project

Size of target audience

Investment of time required

The ROl Methodology Process Model

Designing for the Delivery of Business Results

| | L}
PLAN THE EVALUATION I

COLLECT DATA ANALYZE DATA OPTIMIZE RESULTS
Make it Credible:

Capture Costs of

Program

LEVEL 1: REACTION LEVEL3:
LEVEL 0: INPUT AND PLANNED ACTION  APPLICATION

Make it Tell the Story:

M:ke it 5f"°"= Credible: Make it Credible: Make it Credible: Communicate

A Esl'i:( z‘; Isolate the 1 Convert Data to Caleulate ROI Results to Key

pplicati effects of the ll  Monetary Value Stakeholders
and Impact Program

Make it Matter:

Design for Input,

Reaction and
Learning

Start with Why:
Align Programs

With the
Business

Expect
Success:
Plan for
Results

Make it Feasible:
Select the Right
Solution

LEVEL 4 IMPACT Make it Credible:
Identify Intangible

Measures

INTANGIBLE BENEFITS
[ J

LEVEL Z LEARNING

ROI INSTITUTE"

©2023 ROl Institute Inc. All Rights Reserved.
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Guiding Principles

When conducting a higher-level evaluation, collect data at lower levels.

N

When planning a higher-level evaluation, the previous level of evaluation is not required to
be comprehensive.

When collecting and analyzing data, use only the most credible sources.
When analyzing data, select the most conservative alternative for calculations.
Use at least one method to isolate the effects of a project.

o v kW

If no improvement data are available for a population or from a specific source, assume
that little or no improvement has occurred.

N

Adjust estimates of improvement for potential errors of estimation.

Avoid use of extreme data items and unsupported claims when calculating ROI.
9. Use only the first year of annual benefits in ROl 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 ROl Methodology to all key stakeholders.

19

RO instirure: Alignment Model

Start Here End Here

T Payoff Needs § -——— > ROl Objectives 5 ROI
Why? —
‘ Business Needs 4 — » Impact Objectives —» 4 Impact
Performance Needs 3 —— Application Objectives ————3 Application
. : > . — 2 .
Feasible — Learning Needs 2 Learning Objectives —» Learning
Solution
Preference Needs 1 —» Reaction Objectives —» 1 Reaction

Input Needs 0 — Input Objectives —» Input

Program
Process
Initiative

Alignment and Forecasting The ROI Process Model

20

20
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programs to the business?

0% Never

1-10% Rarely

11-30% Sometimes
31-50% Frequently
51-70% Often

71-99% Almost Always
100% Always

& mmon ®

How often do you align your

21

Developing Objectives for Each Level

Levels Focus

Level 1, Reaction

Level 2, Learning

Level 3, Application

Level 4, Impact

Level 5, ROI

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

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

Defines specific measures of actions taken that define success with
application and implementation of program

Defines the specific impact measures that will change or improve as a
consequence of the program’s implementation

Defines the minimum return on investment from the program, comparing

program costs with monetary benefits from the program

22

22
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Matching Evaluation Levels with Objectives

The specific objectives of a virtual leadership program are as follows. Evaluation

After attending this program, participants should: Level

Commit to make program successful.

Be able to identify and discuss various leadership models and theories.

Be able to select the appropriate leadership style for a particular situation.

Serve as a positive role model for appropriate leadership behavior.

Apply 8 out of 10 specific leadership skills every week.

Reduce turnover from an average annual rate of 25% to an industry average of 18% in one year.
Reduce absenteeism from a weekly average of 5% to 3% in six months

Improve quality 15% in six months.

Increase productivity 12% in six months.

Deliver at least 20% return on the investment.

1 = Reaction 2 = Learning 3 = Application 4 = Impact 5=ROI
23
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The ROl Methodology Process Model

Designing for the Delivery of Business Results

- . oy,

PLAN THE EVALUATION ' COLLECT DATA ANALYZE DATA . X OPTIMIZE RESULTS
Make it Credible:
Capture Costs of

Program

LEVEL 1: REACTION LEVEL3:
AND PLANNED ACTION  APPLICATION

Make it
Make it Feasible: Expect Make it Matter: Make it Stick: Credible:

Select the Right 5;"‘:‘ Design for Input, Design for
Solution an for Reaction and Application
Results Learning and Impact

Tell the Story:
Communicate
Results to Key

Stakeholders

Make it Credible: Make it Credible:
Isolate the Convert Data to Calculate ROI
Effects of the Monetary Value
Program

Align Programs.
With the
Business

LEVELZ LEARNING  LEVEL4: IMPAC Make it Credible:
Identify Intangible
Measures

INTANGIBLE BENEFITS
‘ | ] J

©2023 RO Institute Inc. All Rights Reserved. ROI INSTITUTE"
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Key Actions to Design for
Additional Impact—How many
have you used? (select all that apply.)

U Manager creates expectation before program.

U Manager discusses success after the program.

U Develop application and impact objectives.

U Teach to application and impact.

U Use automated reminders for application and impact.
U Organize group coaching session after the program.

25

Design for
Application

and Impact

Timeframe
Before During After

Manager

4i.,_. Participant
o
S
1]
a
2
S
=

Facilitator/

Organizer

*Replace role players with whomever is most influential for your program.

26

26
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. Develop application objectives for participants.

*  Have participants develop customized impact objectives. N

*  Use performance contracts for application and impact.

*  Create an application guide to enable and support the application.

*  Create a job aid to use in the application.

. Have manager create expectations before the program.

Key Actions DURING the Program

* Use action plans to detail application steps.

* Have action plans presented to the group to increase -
commitment.

THRTY TECHNOUES
10 DESGN VRTUAL
ek

DELIVER UpACT
KD 4 POSITIVE ol

* Teach to application and impact.

* Review Level 3 and Level 4 follow-up questionnaire in the last
learning module.
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* Create coaching videos to use at appropriate times.
¢ Use apps to encourage and enable the use of content.

¢ Use social media groups to network for encouragement, support,
and enablement.

¢ Post-recorded content reviews.

Use automated reminders for application and impact.

29

Actions AFTER the Program

¢ Organize a group coaching session after the program.

e ¢ Collect action plans in a follow-up period.
G et

¢ Organize follow-up sessions to share results.

¢ Use an on-the-job trainer to support the application.

* Provide encouragement from the manager after the program.

* Host a lessons-learned meeting after participants have used the
content.

Share successes with other participants.

30
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Leading in a Hybrid Work Environment: Program at A Glance
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The ROl Methodology Process Model

Designing for the Delivery of Business Results

PLAN THE EVALUATION COLLECT DATA ANALYZE DATA OPTIMIZE RESULTS

Make it Credible:
Capture Costs of
Program

LEVEL 1: REACTION LEVEL3:
AND PLANNED ACTION  APPLICATION

Make it Tell the Story:

Align programs I Make it Feasible ot CEDETELRE | CHobEiEs Credible: Make it Credible: Make it Credible: ———

i Select the Right P“‘“E'” Ry s, Design for Isolate the Convert Data to Calculate ROI Results to Key

idbie aolution an for Reaction and Application Effects of the [l Monetary Value ey
usiness Results Learning and Impact Program

LEVELZ LEARNING  LEVEL4: IMPAC Make it Credible:
Identify Intangible
Measures

©2023 RO Institute Inc. All Rights Reserved. ROI INSTITUTE"®
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The ROI Methodology Process Model

Designing for the Delivery of Business Results

]
' OPTIMIZE RESULTS

Capture Costs of
Program

PLAN THE EVALUATION COLLECT DATA ANALYZE DATA

Make it Credible:

LEVEL 1: REACTION LEVEL 8:
AND PLANNED ACTION  APPLICATION

Make it
Make it Stick: Credible:
Design for Isolate the
Application Effects of the
and Impact Program

Tell the Story:
Communicate
Results to Key

Stakeholders

Start with Why:
Align Programs
With the
Business

Expect
Success:
Plan for
Results

Make it Matter:
Design for Input,
Reaction and
Learning

Make it Credible:
Calculate ROI

Make it Credible:
Convert Data to
Monetary Value

Make it Feasible:
Select the Right
Solution
LEVEL 5: ROI
LEVEL 2: LEARNING  LEVEL 4: IMPACT Make it Credible:
Identify Intangible
Measures

INTANGIBLE EENEFITS\ J
| |

ROI INSTITUTE®

©2023 ROl Institute Inc. All Rights Reserved.
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Cost vs. Investment Perception: The Reality

Perception Actions Consequences
. * Partnerships are rare
* Control it o
, N * Influence diminishes
It’s a cost —» | * Reduce it .
« Eliminate it * Support is lost
* Funding is curtailed
Executive
Perception of
Projects
. Busi . )
+ Maintain it L.ISIHESS pa}rtnelishl!)s flourish
It's an investment « Enhance it « Client relationships improve
- . * Aseat at the table is earned
* Protectit PN N
* Funding is easier

How do your leaders view your projects?

34
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Transoft: Start with Why

¢ Potential increase in revenue from ProfitPro
Payoff Opportunity $1,000 to $3,000 per upgrade for 12,000+ users
* Maintain competitive advantage

Business Needs * Upgrade sales to existing customers

* Demonstrate new features

* Describe business case for upgrading

* Demonstrate how upgrades will lead to greater profitability
* Implementation and support

Performance Needs

* Rationale for upgrade
Learning Needs ¢ Key features
* Upgrade contribution to client profitability

* Flexible solution
Preference Needs ¢ Accessible to 200 sales reps across US
* Avoid cost of travel and time off job

36
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Five modules

* Target first 25 Sales Representatives taking the program

* Content was relevant
* Five quiz questions per module
Virtual * Immediate use of skills expected

Learning * Routine use of each major skill within one month
Solution

» Sales should occur within three weeks

* Associates should reach $10,000 in sales per month
¢ Objectives set for all five levels

Target ROI: 20%

37

Time to test
your
knowledge!
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What is the ROI?

Virtual Learning for Sales Team

Benefits: $228,000 Costs: $55,449
BCR =
ROI = x 100

39

Virtual Learning for Sales Team

Benefits: $228,000 Costs: $55,449
o $228,000 -
$55,449
= 228,000 - S55,449
ROl = - > x 100 =

$55,449

40

40
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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”.

2 [

41

Be Proactive

Remember, when it comes to delivering results:
* Hopeis not a strategy.
* Luck is not a factor.

* Doing nothing is not an option.

Change is inevitable.
Progress is optional.

42
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Scan the QR code to access resources
Deslollt from today’s session.

Virtual
Learning for
Applirgtien

&

43

ROI INSTITUTE"

Virtual learning is here to stay—and it must add
value to an organization, otherwise it’s a waste

of time and resources. Designing
Virtual

Get serious about delivering business impact Learning for
Application

with your virtual learning programs. This book
will show you how.

& Impact

50 TECHNIQUES TO
ENSURE RESULTS

CINDY HUGGETT, JACK J. PHILLIPS
PATRICIA PULLIAM PHILLIPS & EMMA WEBER

L, Order now at |
amazoncom>

SCAN ME
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Designing
Virtual
Learning for
Application
& Impact

50 TECHNIQUES TO
ENSURE RESULTS

CINDY HUGGETT, JACK J. PHILLIPS
PATRICIA PULLIAM PHILLIPS & EMMA WEBER

And the Winners are....

oF JINNR .
= .
L L. . ~
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Need an ROI study on an important program or project?

TMN Members Receive
10% Discount

ROI Certification is the Solution! =

By attending ROI Certification, you will:

* Build serious measurement and evaluation capability.

¢ Maximize learning through weekly group coaching with ROI Institute leaders.
¢ Complete an ROI evaluation study on an important program.

* Earn the Certified ROI Professional® (CRP) designation and digital badge.

¢ Join the ROI Network with more than 6,000 ROI professionals.

¢ Advance your professional skills and improve organization outcomes.

https:/Iroiinstitute.net/roicertification/

SCAN ME

SHRM

RECERTIFICATION

PROVIDER
R
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ROI Learning Center -'a,,,l,!,!!,..“g

- : NEWOrk
Hosted by Training Magazine Network ROI mesrirore:

Created by ROI Institute, Inc. |

Four realities occur in today’s learning and development environment, globally. Level 2 Learning
1. Most top executives want learning and development to be aligned with the business.

2. The concept of ROI is familiar to most people. Level 3 Application

3. Connecting learning and development to the business is not that difficult.

4. Thousands of L&D professionals are routinely doing this. Level 4 Impact
Level 5 ROI

The ROI Learning Center provides tools, templates, and case studies to help prepare you for ROI Calculat
success in today's environment. Our goal is to take the mystery out of the ROI process. aiculator

\

Start at Level 1 and explore each level at your own pace. Each of the five levels will bring you
closer to calculating the ROI of your program or project. There is also a calculator to help you
calculate ROI when you have the appropriate data.

https://www.trainingmagnetwork.com/roilearningcenter PP T

ROI Institute ROI Institute
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Questions?

Visit us Online

www.roiinstitute.net

Email Us
Patti@roiinstitute.net

Jack@roiinstitute.net

Connect with Us

in] {19
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Value Creation

We are accountability, evaluation, and measurement th
leaders.

We work across industries and sectors to help all professionals
achieve success.

ROI Methodology

We developed the ROl Methodology as a comprehensive
system to measure the success of any type of endeavor.
The methodology is the most used evaluation system in
the world because it’s a credible, CEO-friendly, and is a
user-centered process.

Training Excellence

We have trained more than
professionals.

0 managers and

Almost 20,000 individuals have participated in
ROI Certification.

Patti P. Phillips, Ph.D., and Jack J. Phillips, Ph.D.
Co-Founders, ROI Institute, Inc.

Awards & Recognition
Top 50 Coaches in the World
2022 ATD Thought Leader Award Recipients




