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Show the Value of What You Do

Patti P. Phillips, Ph.D.
CEO, ROI Institute
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Is doing nothing an option?
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Measures of Value

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.
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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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Alignment Model

Program 
Process 
InitiativeAlignment and Forecasting The ROI Process 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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1 1 Measurement 
and Evaluation

Initial 
Analysis
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ROI Methodology

LEVEL 2: LEARNING LEVEL 4: IMPACT

Start with 
Why: Align 
Programs 
with the 
Business

Make it 
Feasible: 

Select the 
Right 

Solution

Expect 
Success: 
Plan for 
Results

Make it 
Matter: 

Design for 
Input, 

Reaction, 
and 

Learning

Make it 
Stick: 

Design for 
Application 
and Impact

LEVEL 3: APPLICATION
AND IMPLEMENTATION

LEVEL 1: REACTION AND
PLANNED ACTION

PLAN THE EVALUATION COLLECT DATA
LEVEL 0: INPUT
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ROI Methodology

LEVEL 5: ROI

Make it 
Credible: 

Isolate the 
Effects of the 

Program

Make it 
Credible: 

Convert Data 
to Monetary 

Value

Make it 
Credible: 
Calculate 
Return on 

Investment

ANALYZE DATA OPTIMIZE RESULTS

Make it Credible: 
Capture Costs of 

Program

Make it Credible: 
Identify Intangible 

Measures

Tell the Story: 
Communicate 
Results to Key 
Stakeholders

Optimize 
Results: Use 

Black Box 
Thinking to 

Increase 
Funding

INTANGIBLES© 2024 ROI Institute, Inc. All Rights Reserved.
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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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When it comes to showing value:

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 or to access the 
resources from today’s session.
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Evaluation Planning 
Workbook 

ROI Institute, Inc. 
+1 (205) 678-8101
www.roiinstitute.net
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https://roiinstitute.net/5-mon-summit-show-the-value-of-
what-you-do/
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