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Making ROI Part of Your Story
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Patti P. Phillips, Ph.D., and Jack J. Phillips, Ph.D.
Co-Founders, ROI Institute, Inc.

Value Creation

• Comprehensive way to measure the success of any endeavor
• The most used evaluation system in the world
• Credible, CEO-friendly, and user-centered 

ROI Methodology

• Have trained more than 50,000 managers and professionals 
• Almost 20,000 individuals have participated in ROI Certification

Training Excellence

• Top 50 Coaches in the World 
• 2022 ATD Thought Leader Award Recipients 

Awards & Recognition

• Accountability, evaluation, and measurement thought leaders
• Help professionals across industries and sectors achieve success
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Objectives
After attending this workshop, you should be able to:

• Explain the need for an improved logic model.
• Identify the key characteristics of the ROI 

Methodology.
• List the advantages of using the ROI Methodology.
• Describe different applications of the ROI 

Methodology.

3Workbook Page 1
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The Possibilities are Endless… 
A Variety of ROI Applications 

21
Workbook Page 1

What do you see in common with the examples?
What is driving this level of accountability for these programs?

5
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Pressures Facing the 
Public Sector Today

• Budget constraints
• Need to do more with less
• Need process improvements 

(effectiveness and efficiency)
• Need to show value of programs
• Need for public accountability and 

transparency
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Issues — Real or Imagined? 
• No profits — no ROI?

• Lack of alignment

• Absence of hard data

• Too much politics

• Multiple ROI perspectives
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A Basic Program Logic Model
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Concerns about 
Current Models

• Lack of focus on benefit-cost analysis
• Lack of emphasis on attribution
• Inability to “show the money”
• Not CEO- and CFO-friendly 
• Lack of focus on process 

improvement
• The inability to influence investment

9
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What is ROI?

BCR =
Project benefits

Project costs

ROI =
Project benefits – Project costs

Project costs
x 100

Workbook Page 4

10



6/26/24

6

Benefit-Cost Ratio and Return on Investment

BCR =
$71,760
$32,984

ROI =
$71,760 - $32,984 

$32,984
x 100

11

11

12

• Publicly traded businesses
• Privately held businesses
• Governments (federal, state, and local)
• Nongovernment organizations
• Nonprofits
• Universities
• Community colleges and technical 

institutes

• K-12 school systems
• Foundations
• Charities
• Healthcare organizations 
• Networks and alliances
• Associations
• Religious organizations

Applications of the ROI Methodology

Workbook Page 4
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The ROI Methodology®
• Most used evaluation system in the world 
• Endorsed by United Nations with a UN General Assembly 

resolution in 2008 
• Endorsed by 30 federal governments 
• Used by over 300 health care systems 
• Used by over 150 colleges and universities 
• Used by three-fourths of Fortune 500 organizations 
• Used by major foundations such as the Gates Foundation

13
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What can you do to make ROI part
 of your story?

Modify or adjust your current model—
don’t discard it!
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LEVEL ISSUE MEASURES TARGETS**

This is easy
Always measured

0 Inputs Volume, Hours, Convenience, Cost 100%

This is easy
Almost always measured

1 Reaction *Relevance, Engaging, *Important, Useful, *New 
Content, *Intent to Use, *Recommend to others

100%

Not difficult
Usually measured

2 Learning Concepts, Trends, Facts, Contacts, Skills, 
Competencies

90%

Possible
Often measured

3 Application Use of content, Frequency of use, Success with use, 
Barriers, Enablers

30%

Not so difficult to connect
Sometimes measured

4 Impact Productivity, Time, Quality, Costs, Image, 
Reputation, Engagement, Compliance

10%

Possible for many programs
Rarely measured

5 ROI Benefit-Cost ratio or Return on Investment, 
expressed as a percent

5%Ex
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Must take a step to isolate the effects

**Best Practice: Percent of programs evaluated at this level each year.

The Value Chain — The Framework
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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 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

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

©2024 ROI Institute Inc. All Rights Reserved.
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Twelve Guiding 
Principles of ROI

Workbook Page 7
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Benefits of This Approach
• Align program with business 

measures. 
• Validate the program’s value 

proposition.
• Improve the program.
• Enhance the image of the 

organization.
• Enhance respect for the organization.
• Improve support for the program.
• Justify or enhance funding.
• Build productive partnerships.

18Workbook Page 7
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Measurement Targets

What is 
your 

status?

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 2020
*Percentage of programs evaluated at each level each year

19

19

Cost of the program

Linkage of program to operational goals and issues

Importance of program to strategic objectives

Top executive interest in the evaluation

Visibility of the program

Size of target audience

Investment of time required

Characteristics 
of Programs 
Suitable for 
Impact & ROI

20
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To show value you need to 
design for value. 

21

What is Design Thinking?

22
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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 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

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

©2024 ROI Institute Inc. All Rights Reserved.
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Start with Why
Align Programs with the Business

Design Thinking Principle 1
A problem-solving approach to 

handle problems on a systems levels

24

• Alignment is the key.
• Is it a problem or opportunity?
• Need specific business measures.

24
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Scotland Yard 

Workbook Page 8

1. Is this a typical situation?
2. What went wrong with this 

program?
3. Is the leadership development 

provider partially responsible? 
Explain. 

4. What should have been the 
approach?

25

Kansas City 
SWAT Team

1. Is it possible to “start with why” (the 
business measure) with every 
project? Explain. 

2. What are the business measures for 
your project?

Workbook Page 26
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Make It Feasible
Select the Right Solution

Design Thinking Principle 2
A mind-set for curiosity and inquiry

27

• What are we doing (or not doing) 
that’s influencing the business 
measure?

• How can we achieve this 
performance?

27

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

0 0

Feasible 
Solution

Why?

Workbook Page 11
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Finding the Right Solution
1. Examine the data and records.
2. Initiate the discussion.
3. Reference a case study.
4. Use benchmarking from similar solutions.
5. Use evaluation as the hook.
6. Involve others in the discussion. 
7. Discuss disasters in other places.
8. Conduct an analysis.

Workbook Page 12

29

Who’s ROI?

30
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Workbook Page 13
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Workbook Page 14
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Workbook Page 15
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Workbook Page 16
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Workbook Page 17
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Workbook Page 19
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Expect Success
Design for Results

Design Thinking Principle 3
A framework to balance needs 

and feasibility

39

• Set objectives at multiple levels
• Redefine success of program
• Expand responsibilities

39

Developing Objectives for Each Level 
Levels of Objectives Focus of Objectives

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 the 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

40
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Rules for Objectives 
1. Must be measurable and represent minimum acceptable performance.

2. Fewer objectives are better than many objectives.

3. Involve subject-matter experts and key stakeholders. 

4. Keep them relevant to the situation, program, and key stakeholders.

5. Create stretch objectives, but make sure they are achievable.

6. Allow for the flexibility to change as conditions change.

7. Failure is OK; process improvement is the key.

8. Objectives are tools for progress, not weapons for performance review.

9. Most objectives should be time-bound.

10. Objectives provide the focus for design, development, implementation, 
and evaluation.

41

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 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

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

©2024 ROI Institute Inc. All Rights Reserved.
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Make it Matter
Design for Input, Reaction, 

and Learning

Design Thinking Principle 4 
A way to take on design challenges 

by applying empathy

• Focus on the objectives
• Think about the definition of success
• Make it relevant
• Make it important
• Make it action-oriented

43

Considerations when Selecting 
Data Collection Methods

• Time required for participants
• Time required for participant’s supervisor
• Costs of method
• Amount of disruption of normal activities 
• Accuracy
• Utility
• Culture / Philosophy 

44
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Make it Stick
Design for Application and Impact

Design Thinking Principle 5
A culture that fosters exploration 

and experimentation

• Collect data

• Focus on objectives
• Ensure transfer to the workplace

• Design for application

45

Collect Data During and After the Program

46

Method Level
1 2 3 4

• Surveys ✔ ✔ ✔

• Questionnaires ✔ ✔ ✔ ✔

• Observation ✔ ✔ ✔

• Interviews ✔ ✔ ✔

• Focus Groups ✔ ✔ ✔

• Tests/Quizzes ✔

• Demonstrations ✔

• Simulations ✔

• Action planning/improvement plans ✔ ✔

• Performance contracting ✔ ✔

• Performance monitoring ✔

46
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*Survey of Users, N = 246

Data Collection Methods

27%

35%

36%

39%

43%

51%

71%

0% 10% 20% 30% 40% 50% 60% 70% 80%

Focus  Groups

Interviews

Tests

Observation

Action Plans/Performance Contracts

Performance Records/Databases

Surveys/Questionnaires

47

47

Timing of Follow-up
• Availability of Data

• Ideal Time for Application (Level 3)

• Ideal Time for Business Impact 
(Level 4)
• Convenience of Collection

• Constraints on Collection

48
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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 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

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

©2024 ROI Institute Inc. All Rights Reserved.
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Make it Credible
Measure Results and Calculate ROI

Design Thinking Principle 6
A fixed process and a tool kit

50

• Isolating the effects of the program
• Converting Impact data to money
• Identifying intangible benefits
• Tabulating cost of the program
• Calculating ROI

50
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*Survey of Users, N = 246

Isolation Methods

28%

34%

37%

38%

40%

42%

49%

57%

0% 10% 20% 30% 40% 50% 60%

Mathematical Modeling

Control Groups

Expert Input

Customer Input

Trendline Analysis

Senior Manager Estimates

Manager Estimates

Participant Estimates

51

Case Application: Muskoka Hospital

52
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Practice

Post-program

Projected DFR using pre-data 
as a base – 46.5

-33
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Use of Trend Line Analysis
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Provincial 
Health 

Authority

Use of Control Groups

Workbook Page 21
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Control Group

Experimental Group

Overtime 
Reduction 
Program

53

Economic 
Empowerment 

of Women 
in Zimbabwe 

Questions to Consider
• Calculate the amount of loans approved caused by the UN Initiative.
• Discuss the credibility of this approach.
• What could be done to improve this process?

∆= 420 Approved Loans Microfinance Loans for Women
 

Contributing Factors Average Impact on 
Results

Average Confidence 
Level

UN Program 39% 81%

Changing Attitudes of MF Institutions 11% 77%

Competing Program (NGO) 33% 60%

Pressure from Government 12% 72%

Other        5% 85%

100%

Use of Estimates

Workbook Page 22
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*Survey of Users, N = 246

Data Conversion Methods

32%

41%

42%

45%

48%

48%

52%

0% 10% 20% 30% 40% 50% 60%

Linking Hard-to-Value with Easy-to-Value

Staff Estimates

External Databases

Internal and External Experts

Supervisor Estimates

Participant Estimates

Standard Values Accepted in the Organization

55
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Five Steps to Convert 
a Measure to Money

Calculate the total monetary value of the 
improvement (A Δ P x V) 

Determine the annual improvement in the measure 
(A Δ P)

Calculate the improvement in the measure (Δ P)

Determine a value (V) of each unit

Focus on a unit of measure

Workbook Page

Calculate the annual 
monetary value of 
improvement in service 
complaints.

Step 1: 1 Complaint
Step 2: V = $700 
Step 3: Δ P = Reduction of 
seven complaints per 
month due to the program
Step 4: A Δ P =
Step 5: A Δ P x V =

56
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Global Bank

1. Was the calculation necessary? Worth it? Explain.
2. How can this value be used in the future? Explain.
3. Should this be left as an intangible? Explain. 

Workbook Page 26
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Common Intangibles
• Creativity
• Culture
• Customer service
• Decisiveness 
• Emotional intelligence
• Employee attitudes 
• Engagement 
• Food security 
• Grit
• Happiness
• Human Life 
• Image
• Intellectual capital
• Job satisfaction
• Leadership effectiveness 
• Loyalty
• Mindfulness

• Agility
• Ambiguity
• Alliances
• Awards 
• Brand
• Burnout 
• Capability
• Capacity
• Carbon emissions 
• Clarity
• Collaboration
• Communication 
• Compassion
• Complexity 
• Compliance
• Conflict
• Corporate social responsibility

• Mindset
• Net promoter score
• Networking
• Organizational commitment
• Partnering
• Patient satisfaction 
• Poverty
• Reputation
• Risk
• Social Capital
• Stress
• Sustainability
• Team effectiveness
• Timeliness
• Trust
• Uncertainty
• Volatility 
• Work/life balance

Workbook Page 27
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Can Happiness be 
Converted to Money?

1. Should happiness be converted to 
money? Explain.

2. When should you stop this conversion 
process? 

Workbook Page 28
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Tabulating 
Program Costs 
Recommended 

Items

Cost Item Prorated Expensed
Initial analysis and assessment ü

Development of solutions ü

Acquisition of solutions ü

Implementation and application
Salaries/benefits for program team time ü

Salaries/benefits for coordination time ü 

Salaries/benefits for participant time
   (if appropriate) ü

Program materials ü

Hardware/software ü

Travel/lodging/meals ü

Use of facilities ü

Capital expenditures ü

Maintenance and monitoring ü

Administrative support and overhead ü

Evaluation and reporting ü

Workbook Page 29

Project Cost Categories
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Example: Crime Prevention Program

Presented to Community: Designed to reduce burglaries

1. Unit of Measure: 1 burglary
2. V = $13,096 (RAND Corporation)
3. △P = 3 per month
4. A△P = 
5. A△P x V =

Assume anticipated blended learning program cost: $239,700. 

What is the ROI?

61
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What is ROI?

BCR =
$471,456
 $239,700

ROI =
$471,456 - $239,700

$239,700
x 100 =

=

62
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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 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

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

©2024 ROI Institute Inc. All Rights Reserved.
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Tell the Story
Communicate Results to Key Stakeholders

Design Thinking Principle 7
A storytelling process to inspire senior executives

64

Tell the Story
Communicate Results to Key Stakeholders

Design Thinking Principle 7
A storytelling process to inspire senior executives

• Define audience

• Identify why they need it

• Select method

• Move quickly

• Consider one-page summary    

64
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Methods of Communication

• Meetings
o Executives
o Management
o Stakeholders
o Staff
• Detailed Reports
o Impact study
o Case study (internal)
o Case study (external)
o Major articles

• Brief Reports
o Executive summary
o Slide overview
o One-page summary
o Brochure 
• Electronic reporting
o Website
o Email
o Blog/Social media
o Video

• Mass Publications
o Announcements
o Bulletins
o Newsletters
o Brief articles
o Press releases

Workbook Page 30

65

Workbook Page 30

1. Describe the program and explain why it is being evaluated.
2. Present the methodology process.
3. Present the reaction and learning data.
4. Present the application data.
5. List the barriers and enablers to success.
6. Address the business impact (with isolation and conversion to money).
7. Show the costs.
8. Present the ROI.
9. Show the intangibles.
10. Review the credibility of the data.
11. Summarize the conclusions.
12. Present the recommendations.

Presentation Sequence

66
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Optimize Results
Use Black Box Thinking to Increase Funding

Design Thinking Principle 8 
A new competitive logic of business strategy

EVALUATION OPTIMIZATION ALLOCATION

Measure Improve Fund

67Workbook Page 30
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Costs versus Investment Perception: The Reality 

Perception Actions Consequences

It’s a cost
• Control it
• Reduce it
• Eliminate it

• Partnerships are rare
• Influence diminishes
• Support is lost
• Funding is curtailed

Executive
Perception of

Programs

It’s an 
investment

• Maintain it
• Enhance it
• Protect it

• Business partnerships flourish
• Client relationships improve
• A seat at the table is earned
• Funding is easier

Executive
Perception 

of 
Programs

Workbook Page 31

68



6/26/24

35

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 to redesign or eliminate.
• Identify successful projects to implement in other areas.
• Earn a “seat at the table”.

6969

69

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.

70©2024 ROI Institute Inc. All Rights Reserved.
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Register for ROI Boot Camp or ROI Certification.

Schedule a meeting with an ROI team leader.

Leverage ROI Institute's expertise through our 
consulting or coaching services.

Next 
Steps

Review the materials from today’s session.

Share information I learned with a colleague.

71

71

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

ROI10

73
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Questions?
Visit us Online

www.roiinstitute.net

Email Us 
Patti@roiinstitute.net
Jack@roiinstitute.net

Connect with Us

75
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