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Post Session Resources
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Objectives
After completing this session, you will be able to:

• Clarify why the work you do matters.
• Define success with specific, measurable 

objectives, including ROI.
• Create greater value by using what you learn 

through your measurement process.
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Five-Level Evaluation Framework

@Copyright 1983-2024. The five-level evaluation framework is a copyright of ROI Institute, Inc. All rights reserved

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.

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 take action

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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What is ROI?

BCR =
Program Benefits

Program Costs

ROI =
Program Benefits – Program Costs

Program 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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The ROI Methodology Process Model
Designing for the Delivery of Business Results

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
of the

Program

Make 
it Credible:

Convert Data to 
Monetary 

Value

Make it Credible:
Capture Costs of 

Program

Make it Credible:
Calculate ROI

Make it Credible:
Identify Intangible 

Measures

Expect 
Success:
 Plan for 
Results

Make it 
Stick:

Design for 
Application 
and Impact

LEVEL 0: INPUT
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Optimize 
Results:

Use Black Box 
Thinking to 

Increase 
Funding

Tell the Story:
Communicate 
Results to Key 
Stakeholder

PLAN THE EVALUATION COLLECT DATA 



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
Initial 
Analysis

Measurement 
and Evaluation

Input Needs Input Objectives Input0 0
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Matching Evaluation Levels with Objectives

1. Decrease citizen complaints by 20% in one year. 

2. Use problem-solving skills to uncover product defect causes. 

3. Be able to demonstrate the five steps to calm an upset customer. 

4. Rate the facilitator 4 out of 5 on presentation skills. 

5. Decrease the amount of time required to develop a proposal. 

6. Achieve a 20% ROI one year after program implementation of a sales incentive system.

7. Perceive the content to be relevant to their actual situations (4.5 out of 5). 

8. Decrease security breaches by 25% in six months. 

9. Conduct a proper investigation using the seven-step process in 95% of complaint situations. 

10. Score an average of 75 or better on new strategy quiz. 

After completing this program, participants should:
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The ROI Methodology Process Model
Designing for the Delivery of Business Results

ANALYZE DATA OPTIMIZE RESULTS
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Tell the Story:
Communicate 
Results to Key 
Stakeholder

Optimize 
Results:

Use Black Box 
Thinking to 

Increase 
Funding

PLAN THE EVALUATION COLLECT DATA 



⮚ 12 months online
⮚ Monthly skill-building (first six months)
⮚ Special guest speakers (second six months)

12-month open-enrollment virtual program

Founder: General Wesley Clark
Executive Director: Mary-Lee Smith
Facilitator: Sharon Lovoy
Evaluation Team: ROI Institute

Sometimes a project requires data 
collection at multiple times for a long 
period of time. This can seem 
overwhelming The key is to build it 
into the process.

Renew America 
Together: Civility  
Leadership Institute

Program Design

Data Collection
⮚ Application Process (Business Alignment)
 Polling and chat each month during skill 

building
⮚ Questionnaire

⮚ Three months into program
⮚ Six-month skill building completion
⮚ 12-month end of program

⮚ Interviews  
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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

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 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 14



The ROI Methodology Process Model
Designing for the Delivery of Business Results
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Tell the Story:
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Results to Key 
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Increase 
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PLAN THE EVALUATION COLLECT DATA 



Healthcare, Inc.

17

Data Collection Techniques
• (L1) Questionnaire – end of program

• (L2) Knowledge Assessment; Skill practice – during program

• (L3) Self Assessment Questionnaire – 6 months after program

• (L3) Survey (25% sample) – 6 months after program

• (L4) Complaint and Turnover Records – 12 months after program

Isolation Techniques
• Complaints – Trend Line Analysis

• Turnover – Forecasting 

Data Conversion Techniques
• Complaints – Historical costs and input from experts (internal EEO/AA staff)

• Turnover – External studies within industry



Healthcare, Inc.
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Program Costs
• Fully loaded including needs assessment, 

development, coordination, salaries and benefits 
of initial meeting, and evaluation

• Total Costs: $277,987

Benefits (Isolated)
• Complaints

• Value of one complaint: $24,343
• Prevented over one year: 14.8

• Turnover
• Value of one turnover statistic: $20,887
• Prevented over one year: 136
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ROI Calculation

BCR =

ROI =

Program Benefits
 Program Costs

Program Benefits – Program Costs
Program Costs

x 100 =

=
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Align programs with the business
Select the right solution
Plan and design for results
Collect data throughout the program
Analyze data appropriately
Communicate results 
Learn from what works and what 

doesn’t and improve your program
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To show the value of what you do



Remember, when it comes to demonstrating the ROI of 
your programs and projects:

• 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.



TMN Members Receive 
10% Discount

Use code 
TMN10

https://roiinstitute.net/roicertification/
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