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Preface 

There are many books on virtual learning and the design of virtual learning, and there 
are (probably too many) books on measurement and evaluation. So, what’s different 
about this one? It’s about designing virtual learning to deliver the ultimate accountabil-
ity: impact and ROI. 

The Need
We’re sure you are familiar with the five levels of outcomes from any type of learning 
program. The first two levels, reaction and learning, are important to most organiza-
tions and are collected for almost every program. The third level is application, which 
reflects the use of the learning. This is where many organizations fall short with vir-
tual learning. Application checks to see if the participants use the information they’ve 
learned, which is harder to do when participants are remote. The fourth level is impact, 
which is the consequence of application. The application is needed for a purpose and 
that purpose is to deliver an impact. Virtual learning is rarely measured at this level. 
The fifth level, ROI, asks, “Is it worth it?” Did the program provide more value to the 
organization than it cost? Again, virtual learning is rarely measured at this level, but 
sometimes it should be. 

This book argues that a learning program needs to deliver impact, whether you mea-
sure it or not. Impact should be the focus and the desired success level. If you think impact 
isn’t important, just ask the person who funds your program, “Would you like virtual 
learning to have an impact in the organization?” We’re estimating that 95 percent will say 
yes. And, if you ask, “Would you like it to deliver more monetary benefits than it costs?” 
we think 80 percent or more will say yes. Monetary benefits come from the impact data. 
And if you want to end up with impact, you should begin with impact. Therefore, you’re 
not just designing for learning—you’re designing your virtual learning programs for 
application and impact. That is the focus of this book. 
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The Author Team
Our author team—Cindy Huggett, Emma Weber, and Jack and Patti Phillips—is perfect for 
this challenge. Cindy is a well-known expert and leading author in virtual learning, with 
more than 20 years’ experience helping global organizations create effective and engag-
ing virtual programs. She upskills instructional designers and facilitators on how to use 
virtual technologies. Emma is an international expert on the transfer of learning to the 
workplace, which is the critical focus of this book. She has created many tools, publica-
tions, and resources focused on learning transfer. Patti and Jack Phillips are leaders in 
the measurement field and have devoted nearly three decades to showing others how to 
evaluate programs to impact and ROI levels. 

The Flow of the Book
This book is divided into three parts. 

Part 1 sets the stage for success and introduces the entire concept of the book: 
 • Chapter 1 presents the challenges and opportunities to delivering impact and ROI 

and provides some details about why this approach is necessary and actions you 
must take now. 

 • Chapter 2 starts with why—a business need. It shows you how to make the 
business connection with your program. If you want to end with the impact, you 
start with the impact, which is the critical message in this chapter. 

 • Chapter 3 involves making sure you have the right solution. Sometimes learning 
is not the right solution, or virtual learning is not the right way to do it. This 
chapter helps you determine whether learning is the solution and if virtual 
learning is the way to go. 

Part 2 focuses on designing for results. This is the heart of this book, with six chap-
ters focusing on designing for application and impact:

 • Chapter 4 focuses on how to bring the proper focus to the entire team, 
particularly with the use of objectives at different levels. We discuss how to create 
objectives for reaction, learning, application, and impact before the program is 
designed, developed, or implemented. Smart objectives make everyone’s job much 
easier because you know where you are going, what participants are supposed to 
do, and when success will be achieved. 

 • Chapter 5 focuses on steps you can take before the actual learning program (or 
module) is conducted. This is important because it sets expectations for 
participants and obtains commitment.
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 • Chapter 6 presents actions to take during the program that will stimulate the 
participants’ activities after the program. The participants must see the 
connection between what they are learning and what they need to do. 

 • Chapter 7 examines the actions you can take after the learning module is 
completed. This chapter provides enabling processes that can make a big 
difference. These actions are designed in advance and implemented to support 
application—an important level of accountability. 

 • Chapter 8 shows how you can use technology to enable the use of the content. 
This is a growing part of the transfer of learning literature.

 • Chapter 9 helps you sort through the techniques, selecting those techniques that 
work best for you. With more than 50 techniques to choose from and even more 
that you may have collected along the way, many options exist. Which ones are 
the best for you? This chapter helps you sort out an optimal approach.

Part 3 discusses the methodology to evaluate impact and ROI. These chapters show 
you how to collect and analyze the data and present and leverage the results. 

 • Chapter 10 outlines how to collect data with the focus on application and impact. 
A variety of methods are available and explored in this chapter. 

 • Chapter 11 is the most important from an organizational leader’s perspective 
because it shows how the impact data is analyzed and ultimately prepared for the 
ROI calculation. It details how to isolate the effects of the program on the impact, 
convert data to money, capture the cost, and calculate the ROI. 

 • Chapter 12 focuses on telling the story, which involves presenting the data to key 
stakeholders and leveraging results to help make the program better, enhancing 
funding for future programs, building more support and commitment, and 
satisfying all the stakeholders that made it happen.

Throughout this book the author team uses the terms learning and development and 
talent development interchangeably to reflect the continued evolution of the training 
field. You’ll learn from their expertise and experience to gain a complete blueprint you 
can use to design virtual learning for application and impact.
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Setting the Stage  

for Success
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1
Introduction:  

The Challenges and 
Opportunities

Despite the recent rise in popularity and mass adoption of virtual learning by global 
organizations, it isn’t new. As early as the 1970s, a precursor to what we know today as 
virtual learning took place at Lockheed Georgia (now part of Lockheed Martin). Lock-
heed had a large team of about 15,000 engineers at that location and offered a master’s 
degree in engineering for continuing professional development. The Georgia Institute of 
Technology conducted the program on campus in Atlanta, some 25 miles away. The pro-
gram used telephone landlines and a special writing instrument that visually displayed 
the professor’s writing on a screen at Lockheed. The professor was live, virtually con-
ducting the session at Georgia Tech, and the participants could have a dialogue with the 
professor in a classroom at their facility. 

In the early 2000s, virtual learning became more mainstream, and by 2019, about 
14 percent of all formal learning took place in a virtual classroom.1 Of course, in 2020,  
the COVID-19 pandemic brought virtual learning to the forefront of everyone’s mind  
as organizations rapidly shifted facilitator-led learning to the online classroom. With this 
almost overnight change came new experiences, new technologies, and new expectations. 

Showing the value of learning has also become increasingly important as leaders 
look for ways to trim budgets and increase productivity. While emphasizing the value 
and business results of organizational learning initiatives has always been important, it 
has risen to a crescendo thanks to the rapid growth of virtual learning, the rising expec-
tations of top executives, and the increased availability of technology tools. 

This book provides the master blueprint for designing virtual learning to deliver 
application and impact. It’s based on our combined 125 years of experience and the proven 
methods we have used with clients around the globe. We’ll walk you through, step-by-
step, how to design your virtual learning programs to show value and demonstrate impact. 
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This book outlines a design process that focuses on delivering on-the-job application 
of learning and a positive impact on business results. In turn, this impact allows for 
return on investment (ROI) calculations, which are also important to many leaders. In 
this opening chapter, we’ll describe the current situation, what caused it, and how we 
correct it. Then, the remaining chapters will explore tools and techniques you can imple-
ment immediately. The ability to design virtual learning for application and impact is an 
essential skill for all training professionals. This book will show you how.

Defining Virtual Learning
If you ask 20 people to define virtual learning, you will likely hear 20 different responses. 
Virtual learning could refer to any type of online training, including participating in a 
stand-alone e-learning program or watching educational videos posted to a website.  
Virtual learning could also be any type of online class, with or without interaction.

For the purposes of this book, we’ll define virtual learning as:

A synchronous, live online, facilitator-led training program 
with distinct learning objectives and a geographically dis-
persed audience. Each participant joins the online classroom 
individually, and once there they can connect, communicate, 
and collaborate.

Virtual learning may be a single online class, but it’s often part of an overall training 
curriculum with multiple components. For example, participants start the program by 
meeting with a facilitator in a virtual classroom; then they complete a self-directed assign-
ment before meeting again the next day or the next week. Our definition of virtual learning 
encompasses any facilitated live online training, with or without ancillary activities.

To be successful, virtual learning needs to be intentionally designed with interac-
tions that lead to learning results, application, and impact. It needs a skilled facilitator 
who can engage a remote audience. And it needs seamless technology along with pre-
pared participants. When done well, these items can create a powerful learning experi-
ence that delivers on business results. Unfortunately, many virtual learning programs 
have fallen short of these standards. 

The Value Chain of Learning Outcomes
Virtual learning at its core is still learning. Therefore, it is helpful to think about a suc-
cessful learning experience as a logical flow of data and understand that it occurs at dif-
ferent levels. And, depending on whose perspective you are concerned about, success 
can vary. Although there are many stakeholders, it is essential to understand the 
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perceptions of those who fund virtual learning, support virtual learning, and sponsor vir-
tual learning. What they need and want for virtual learning often differs from those who 
design it, create it, implement it, or use it. 

So, let’s take a closer look at the fundamental levels of learning outcomes.

Level 0: Input
It’s easy to confuse input with outcomes. For example, when someone registers for a 
program, logs in to a virtual classroom, and participates in group activities, we capture 
these statistics and use them to show that the program was successful. We will call 
these individuals “participants” or “learners” throughout this book. The individuals 
were there, they participated, and they completed the program. However, this is data 
and it does not speak to outcomes—it just indicates that participants were present. It’s 
a check-the-box mentality.

Measuring input is essential because you have to involve the right people, at the 
right time, with the right amount of content. Input measures can be placed into three 
main categories: volume, time, and costs (for example, the number of people, how long 
they were connected to the virtual platform, and the program cost). Knowing who is in 
attendance and how long they participate is important because it can affect the ultimate 
results. However, this still isn’t outcome data—it is only input. 

Level 1: Reaction
For years, we have used smile sheets to focus on how people react to our learning pro-
grams. We want participants to be happy, because when they are happy we believe that 
they make a program successful. Conversely, if participants are not happy, they will 
not participate. 

But reaction alone does not get us to where we need to be, and some reactions are 
more critical than others. It may not be enough to simply ensure participants are happy 
and find the program to be enjoyable, entertaining, helpful, and engaging. You want 
their reactions to be powerful and predictive of use. For example, measures such as “this 
is relevant to my work,” “this is important to my success,” “this is something I will use,” 
and “this is something I will recommend” are powerful reactions. But they are still only 
reactions. We need to measure learning, which influences reaction. 

Level 2: Learning
At the heart of any learning program is whether participants acquired the necessary 
knowledge, skills, or both. After all, if learning doesn’t occur, the program won’t be suc-
cessful. The amount of knowledge acquired influences the participants’ reactions—the 
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more they know, the more they will be able to do, and the better they will feel about 
their experience. 

We often measure learning right after the participants have learned the material, 
which allows us to determine immediate knowledge gain. When creating virtual learning 
content, it’s even more critical to capture knowledge gain, and perhaps even recheck it, 
to make sure that participants are able to retain the information. We want to capture the 
results, document them, and report them as soon as possible after the session ends. 

Level 3: Application and Implementation 
When people transfer and apply the knowledge gained from a learning program into 
their day-to-day role, it leads to behavior change. However, if participants don’t use what 
they learn, the program is probably a waste of the organization’s time and resources. 
Therefore, for programs the organization deems important, it is essential to track the 
data surrounding the use of the knowledge. 

Use of content includes actions, activities, and behaviors, such as when participants 
use the technology, follow a process, or properly apply a procedure. Typical measures 
include extent of use, frequency of use, and success with use. We also want to capture the 
barriers to and enablers of use, which will help improve the program in the future. If bar-
riers are removed or minimized, and the enablers are encouraged and embraced, partici-
pants will be more likely to use what they learn. 

While this is important, application without impact is just being busy. It’s also a con-
cern for some organizational leaders, who often respond with “So what?” when our 
focus is solely trained on what people are doing. This leads us to the next level, impact.

Level 4: Impact
Impact is the consequence of application. Impact measures are the important organiza-
tional measures that are already established in the system, such as productivity, quality, 
and time. These measures cover so many areas; for example, quality includes mistakes, 
rework, waste, failures, incidents, accidents, unplanned absences, and regrettable turn-
over. There may be hundreds of these measures in an organization’s system. 

One faulty assumption of virtual learning is that it’s not as effective as in-person 
programs. Yet virtual learning can connect to impact measures. Even a decade ago, Chad 
Udell suggested that mobile learning should be connected to many types of measures. 
Virtual learning can affect these measures as well:

 • Decreased product returns and customer complaints 
 • Increased productivity and accuracy
 • Fewer mistakes and incidents
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 • Increased sales
 • Less waste
 • Fewer compliance discrepancies and accidents
 • Decreased defects
 • Increased and on-time shipments
 • Decreased cycle time and downtime
 • Reduced operating cost
 • Reduced response time to customers2

These measures generate the most important data set for the organizational leaders—
as well as donors, supporters, and sponsors—who fund and support virtual learning. In 
2009, some important research sponsored by ATD created a wake-up call for chief learning 
officers. This research involved data collected directly from Fortune 500 CEOs, and with a 
tremendous amount of data collection effort, 96 CEOs provided data. This research clearly 
showed that the data we are providing to CEOs is not something that they necessarily want, 
and we are not providing what they actually want. For example, 53 percent said that they 
see reaction data now, but only 22 percent said that they wanted it. The number 1 measure 
of importance was impact, and 96 percent said that they would like to see that, but only 8 
percent see that now. ROI was the second most important measure, with 74 percent saying 
they would like to see it, but only 4 percent saying they receive it. This research sparked 
much focus and attention on changing the type of data that is collected and reported to 
senior executives.

A follow-up study conducted by Chief Learning Officer magazine six years later 
showed that 35.6 percent of learning and development organizations use business data 
to demonstrate the impact of learning and development on the broader enterprise, 
while 21.6 percent use ROI for that same purpose. More important, 71.2 percent said 
that they either were using ROI or planned to use ROI in the near future. It was surpris-
ing to see this turnaround.

Training magazine has been promoting the same concept with its audience, and it 
reports significant improvement. Each year when Training magazine selects its Training 
Top 125 Organizations, one of the main criteria is the extent to which the organization is 
showing results at the impact level; the ROI is a plus. This reinforces to its audience that 
the connection to the business is important. Each year Training magazine examines what 
is called the Top 10 Hall of Fame. These are the organizations that seem to always make 
that list, and it does a study to see what makes them so special. Its reports are permeated 
with comments about their value. For example, a recent report began with this state-
ment: “Ultimately, the success of any program is based on whether it improves business 
results.” Another more recent report contained three ROI studies, where one was a 



8 Chapter 1

forecasted ROI in advance of the program. The professional field is making progress, 
but there is still much room for improvement. Being able to show the impact of virtual 
learning is critical in today’s uncertain economy and challenging environment. 

When taken together, application and impact measures can show that virtual 
learning makes a difference. But because of their reliance on technology, many vir-
tual learning programs require significant investments. So even if you can show that 
participants are using the knowledge and making an impact, some stakeholders will 
want to know if the program is worth it. This is a major concern for expensive prob-
lems and costly learning solutions in particular. Executives want to know—does the 
program produce enough benefits to pay for its costs? The next level, return on invest-
ment, provides this answer.

Level 5: Return on Investment (ROI)
Showing that the learning program’s monetary benefits exceed its cost is necessary if 
anyone questions the worth of a program. Organizational leaders may wonder if there 
are other, less expensive ways to correct the problem. Determining a program’s ROI 
allows the training department to show the efficient use of funds. This concept has 
been around for centuries, and we suggest calculating it two ways:

 • Benefit-cost ratio
 • Return on investment expressed as a percent 

The ability to see the monetary benefits of a learning program presents the ulti-
mate accountability for the use of the funds. Stakeholders need to see ROI when allocat-
ing budgets, considering costs, or funding new learning projects. Although showing 
ROI is not necessary for every organizational learning program, it’s an essential level 
for some, especially virtual learning programs.

The Classic Logic Model
When these evaluation levels are arranged in a chain of value, we have what is 
depicted in Figure 1-1. This classic logic model forms the basis of most evaluation sys-
tems in the world. Originally developed in the 1800s, this evaluation framework was 
brought to the learning space by Raymond Katzell in the 1950s, and then popularized 
by Don Kirkpatrick in 1959 and 1960. The concept of ROI was introduced to the learn-
ing and development space in the 1970s, and the first book devoted to these levels, 
Handbook of Training, Evaluation, and Measurement Methods, was published in 1983.3
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Figure 1-1. The Value Chain

Few, if any, would dispute the rationale and logic behind this model. It presents a 
logical flow of data with each step acting as a prerequisite for the next. This framework 
is essential for understanding success in all learning programs. 

What Stakeholders Value
It is helpful to remember that different people have different concerns about what makes 
a learning program successful. Facilitators often care about participant reaction scores. 
Managers want to know that their employees learned something new and can apply it on 
the job. Learners want to know that their time was spent well, especially when partici-
pating in virtual learning programs. Other stakeholders want to see impact; still others 
want to see ROI. All these perspectives are important. 

Further, senior administrators and leaders want to see how the learning is connected 
to the impact. While reactions and learning are important, application and impact mat-
ter most. The impact shows why you are implementing the program. Therefore, this 
book focuses specifically on how to design virtual learning for application and impact. 

The Current Status of Learning and Development Success
The COVID-19 pandemic forced organizations around the globe to convert in-person 
classes to virtual ones, requiring an accelerated design process. In many cases, programs 
that were in the physical classroom one week were in the virtual classroom the next. 
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Trainers were tossed into virtual classrooms without preparation, and learners were 
expected to keep up with the changes. While organizations with already established vir-
tual learning programs fared better than those that were new to the modality, nearly all 
struggled with the sudden shift. And as a result, evaluation metrics and measures were 
often left by the wayside.

This abrupt movement highlighted an already challenging issue in learning and 
development: taking accountability for showing value. Despite some improvements in 
recent years, it’s still a challenge. In an article celebrating 70 years of TD magazine, 
Paula Ketter wrote: “As we examined magazine issues published in the 1940s, we saw 
some of the same topics discussed then that are as relevant today. Proving training’s 
worth has been a constant pain point for industry professionals and, seven decades 
later, we are finally seeing training gaining steam in organizations.”4  The issue is that 
while many learning and development professionals want to prove the value of their 
training programs, they lack progress in their ability to move up the value chain to 
Levels 3, 4, and 5. 

In addition, surveys by ROI Institute show that this continues to be a huge prob-
lem. We typically survey our audiences of L&D professionals at the beginning of con-
ference presentations and webinars by asking them for levels of agreement to five 
critical questions. They have provided some very candid answers, particularly when 
they knew the data was anonymous. Let’s examine our research into these five peren-
nially sticky issues, and how they create challenges to showing application and impact 
in virtual learning. 

Learning Waste
The term scrap learning is used frequently in the L&D community to define the amount of 
learning that participants do not use. Someone has paid to provide learning content, and 
if participants don’t use the information, then that money and time investment is 
wasted. What is surprising is the extent of the problem. 

In response to our true/false survey question about learning waste over the years, 
we’ve continued to see a disappointing response:

Most learning is wasted (not used) after the program is conducted.
78 percent of respondents said this is true.

This is very revealing—L&D professionals know that most participants are not using 
the knowledge they learn. Prior to the COVID-19 pandemic, we were slowly seeing 
responses to this question improve (more false than true). Unfortunately, once classroom 
programs switched to virtual learning, the number began to decline again.
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Individuals working in the transfer of learning field address this issue all the time. 
As a profession, we must continue to explore ways to accelerate the needed improve-
ment, particularly in the virtual learning space. 

Are We Measuring the Right Thing?
When we ask practitioners how far up the value chain they measure success, we usually 
find that they are infrequently measuring in-person learning programs at Level 3, and 
rarely measuring virtual programs at that level. In addition, measuring to Level 4 is rare 
for the in-person programs and extremely rare for virtual learning.

However, as we have already noted, program sponsors, supporters, funders, and 
leaders want to see results measured at the impact level. This leads us to the next true/
false question we ask L&D professionals: 

The learning outcome desired by executives is rarely measured  
in organizations.
89 percent of respondents said this was true.

This response is insightful and suggests that while practitioners know what should 
be measured for organizational leaders, they still don’t do it. Is this because they don’t 
know how to measure or connect to impact? Or is it because the impact is not something 
under their control? Or does it happen after the program, once participants are back in 
the job environment, where they don’t have access to the data? Or maybe the learners 
simply aren’t applying the new knowledge or skills. 

There are many issues here, but the reality is that we are missing the mark with our 
stakeholders. Funders need to see the connection that learning and virtual learning pro-
grams have to business measures, and perhaps even the connection to ROI—showing the 
monetary benefits compared with the cost.

Do We Make a Difference?
Most people want to know that they are making a difference, and that their work matters. 
In the learning context, we make a difference in the organization by providing application 
and impact. This leads us to the next true/false question for L&D professionals:

Most learning providers do not have data that shows they make a 
difference in the organization.
81 percent of respondents said this was true.

Again, this is very telling information—it appears that little or no data is being col-
lected for application and impact. The critical point is that L&D professionals are 
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essentially admitting that they don’t have the data to show that they’re making a differ-
ence in the organization. And if they can’t show that they’re making a difference, L&D 
could be perceived as irrelevant to the organization. The challenge is clear; more data is 
needed for application and impact. It could be that virtual teams are making a differ-
ence, but just don’t have the data. The challenge is to measure along the value chain 
more frequently and make improvements along the way. If virtual learning is not per-
ceived as making a difference, funding and support could be in jeopardy. This lack of 
information is risky in today’s economic situation. 

Are We a Cost or an Investment?
Here’s a classic question often raised about any activity in an organization: “Is this activ-
ity a cost to the organization or an investment that yields a return on investment?” 

The answer is vital because organizational leaders will support, protect, enhance, 
and fund activities they believe represent an investment. However, if they don’t see your 
program as an investment and instead see it as a cost, they will control, reduce, mini-
mize, freeze, or pause it—all the bad things that we all have experienced. When we 
explored this issue with L&D leaders, we asked them to indicate if the following was 
mostly true or mostly false:

Most executives see learning as a cost and not an investment.
93 percent of respondents said this was true.

This number has always been high, and while it was improving prior to the COVID-19 
pandemic, the switch to virtual learning has contributed to its rise again. 

However, it is easy to see the remedy. L&D needs to be able to show organizational lead-
ers that major programs are important to organizations and represent a significant invest-
ment by proving that the programs also have a good return on investment. This is possible 
by using the same formula a CFO would use to show the ROI for a building or other capital 
expenditure. We have to make more progress with this issue and change the perception. 

Sometimes when executives talk about their L&D budget, they’ll boast about the 
investment they are making in people. But privately, when it comes to funding the essen-
tials, learning and development is often one of the first budgets to get cut. Companies do 
this because they don’t clearly see that L&D is an investment. This dilemma can be solved 
by designing for application and impact.

Hard Skills vs. Soft Skills
Another interesting issue surfaces when comparing hard skills with soft skills. Hard 
skills programs deal with training around IT, technical training, job tasks, procedures, 
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and other areas in STEM (science, technology, engineering, and mathematics). These hard 
skills are often perceived as critical to the organization and its forward progress. 

Soft skills, on the other hand, are more interpersonal in nature, such as communica-
tion, team building, leadership, empathy, and empowerment. The mere fact that these 
skills are labeled “soft” shows the perception that they may be inferior, causing some to 
question their value. The last question we ask the L&D leaders shows how their top execu-
tives view this perception: 

Most executives see hard skills as more valuable than soft skills.
87 percent of respondents said this true.

When organizational leaders perceive soft skills as inferior, they are less likely to sup-
port training to enhance them. At the same time, leaders are the first to acknowledge that 
the best organizations in the world—the most admired, the most sustainable, the most 
innovative, and the great places to work—all excel in soft skills. And as advances and tech-
nology speed up, soft skills will become even more important for differentiating an organi-
zation’s competitiveness and performance.

How does this affect virtual learning? At first, it was assumed that virtual learning 
would be best suited for learning hard skills. Many of the earliest virtual training programs 
were created to teach software and other IT-related skills. These topics were appropriate 
for the virtual classroom because much of the learning could be done on the job and was 
related to the work being done. In many organizations, soft skills programs were less likely 
to be in a virtual format. 

However, when everything switched to virtual learning because of the pandemic, soft 
skills had to go virtual too. If organizational leaders begin to perceive these virtual soft 
skills programs as a cost, they will quickly cut them. So, it is vital to address this issue in 
two ways: Convince leaders that soft skills make a difference. And then convince them that 
virtual learning can deliver soft skills results. 

So, there you have it. These are some of the biggest challenges for the learning and devel-
opment industry. Now let’s examine how these challenges are magnified with the virtual 
learning format. 
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Measuring Success in Virtual Learning 
(Why Virtual Learning Often Fails)
As we’ve seen in our survey results, along with additional anecdotal evidence, attempt-
ing to measure the success of virtual learning has not been as effective as measuring the 
success of in-person learning. There are four main reasons virtual learning seems to 
break down compared with in-person learning: 

 • Many training programs are designed for learning, not impact.
 • Participants tend to multitask in virtual training.
 • Manager support for virtual learning is missing.
 • Virtual learning faces massive technology challenges.

Many Training Programs Are Designed for Learning, Not Impact
Developers and designers usually think their work is complete once learning occurs. In 
other words, their focus is on making sure that the participants have learned the knowl-
edge and skills necessary to be successful. After all, when a participant leaves the pro-
gram, they go back to their workspace, and that’s where L&D’s involvement with them 
ends—or so it seems. 

Learning is needed—without it, the program fails. But it’s not enough. Just because 
there is learning does not mean that there will be application. 

Designing virtual learning to deliver learning is a good strategy. 
Designing virtual learning to only deliver learning is a bad strategy.

In parallel studies of virtual learning and traditional classroom training, we found 
that in-person learning was more likely to be designed for application and impact. We’re 
not entirely sure why this is, but we have come to some conclusions based on conversa-
tions with designers of both kinds of training:

 • With in-person learning, the designer realizes the program will take participants 
away from their work for an extended period of time. In the designer’s mind, this 
pushes the learning program into something of more importance. It has to be 
successful, and something participants will use. So, the designer is more likely to 
step up to the challenge and make sure the program delivers the results needed 
back on the job. When it comes to virtual learning, we’ve found that many 
designers get caught up in designing a slick online presentation and forget about 
the need to focus on application and impact. 

 • L&D professionals have been improving their ability to transfer learning to the job 
thanks to the continued presence of books and important references published by 
thought leaders and practitioners in the field. However, virtual design books and 
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resources tend to focus more heavily on the interaction and engagement side of 
virtual learning programs, and lack content on incorporating application and 
impact. (This is why we are writing this book.) If virtual designers only consult 
training references focused only on engagement, they’ll miss out on this important 
aspect of creating a training program.

 • Some virtual designers may think that participants will automatically be able to 
use their new knowledge back on the job. However, this logic fails to consider the 
many barriers that inhibit the use of the content. If virtual designers don’t build in 
design elements that help participants overcome these obstacles, it will be harder 
for the learners to be successful.

 • Some virtual instructional designers have also indicated that they might simply 
ignore application and impact if their client doesn’t appear to want to spend time, 
effort, and resources on the issue. This is what happens when we fall prey to the 
misperception that virtual learning doesn’t need the same design rigor required 
for in-person learning.

 • Some virtual designers believe that application and impact are out of their control. 
With this mindset, they choose to focus on what they can control (what happens in 
the virtual learning program), and don’t pay attention to what they can’t (what 
happens on the job). 

As W. Edwards Deming, a renowned quality guru, said, “Every system is perfectly 
designed to get the results it gets.” If you design for learning, that is what you will get. If 
you design for application, you will get that. If you design for application and impact, 
you will get that. Therefore, the key is to design for impact, which then forces you to 
incorporate learning and application to reach the impact. After all, impact is the most 
desired measure of learning for organizational leaders, who want to see business results. 

This book is an attempt to focus on just that issue—designing for application and 
impact—recognizing that many L&D professionals are already good at designing 
for learning. 

Multitasking During Virtual Training
The most commonly cited virtual learning challenge is when participants don’t pay 
attention.5 The virtual environment allows them to hide behind their screens, only half 
paying attention to the program. Although learning providers, expert designers, and 
skilled facilitators continue to feverishly tackle this issue, rampant multitasking remains 
a huge challenge. We know from the research that multitasking inhibits learning. In fact, 
it is challenging to have serious learning in any kind of multi tasking format.6
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Remember, everything is connected. The chain of value (Figure 1-1) clearly shows 
how application is inhibited when learning is inhibited. And if application is inhibited, 
impact is inhibited. Finally, if impact is inhibited, the ROI will be negative. 

The good news is, between the providers, designers, and facilitators, this is a problem 
that can be solved. There are many creative ways to enhance engagement and involvement 
while also enhancing learning. However, if this is not done well, the time it takes to ensure 
that people are having fun, being active, and staying engaged can also significantly reduce 
the amount of content that participants can learn. And while also true for an in-person 
program, this reduction in learning time becomes even more exaggerated for virtual learn-
ers. It takes exactly the right balance of activity, engagement, and learning for virtual 
learning programs to be successful. In this book you’ll find a path for designing virtual 
learning for application and impact, as well as proven techniques to ensure learning occurs 
and participants are engaged and able to apply what they’ve learned on the job to deliver 
impact to the organization.

Missing Manager Support
Much of the literature available in the learning transfer field cites that the participant’s 
manager is the most critical influencer after they have completed a learning program. As a 
general rule, when the manager supports the participant’s knowledge gain by spending 
time with them and actively working to apply the learning, it will drive results. Conversely, 
if the manager doesn’t actively support the learning, it won’t be applied. The participant’s 
manager must be an active part of the learning mix. We’ll discuss what options are avail-
able to combat this situation in Part 2. 

For practical reasons, managers are more likely to be involved when their direct report 
is participating in an in-person training program. After all, the person has to leave the 
work area (sometimes traveling to a completely different location) to participate in the 
program. Their absence, in turn, brings attention to the manager, who will likely want to 
be involved in setting expectations for the person’s participation and learning in the pro-
gram. The manager may also be more likely to follow up with the participant after they’ve 
completed the program. 

In virtual learning, on the other hand, this support is not as common. Because the vir-
tual learning participant typically remains sitting at their desk (rather than moving to a 
different location), working at their laptop, and (in some cases) multitasking and respond-
ing to email, the manager may not even be aware that they are taking a virtual program. 
Again, we’ll explore some solutions for this issue in later chapters.
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Massive Technology Challenges
Obviously, virtual learning breaks down when technology fails or gets in the way. A par-
ticipant cannot effectively learn if they have to spend most of the class attempting to 
reconnect to the virtual platform. Choppy facilitator audio is distracting, as are virtual 
classroom tools that don’t function as planned. These challenges can be a result of user 
error or lack of sufficient comfort with technology. Or they might stem from systemic 
issues, such as regional rolling power outages and poor internet connections that affect 
many parts of the globe. 

The good news is that designers, developers, technology providers, and internet 
companies are working on these issues to make the situation better. More focus is still 
needed, but that is beyond the scope of what we will cover in this book. 

What We Can Do About It
Here’s a quick summary of what can we do to improve the current situation. How do we 
address the issues surrounding a learning program’s ability to deliver results, which are 
exacerbated by the difficulties of virtual learning? There are four things we can and 
must do. 

Create Support Systems Leading to Success
Many of us in the measurement and evaluation profession have suggested, encouraged, 
and supported the use of more measurement and evaluation. We have tackled this in 
many different ways and in many different media. But for many reasons, we have not 
been completely successful in helping L&D teams overcome obstacles that get in the way 
of measurement and evaluation. Although our premise was that when people measure at 
the business level, they also make adjustments and improve programs, we recognize that 
the challenge to accomplish this was too much. 

Therefore, we now promote the addition of support systems to help. We are propos-
ing to fix this system by tweaking what’s been done and bringing in key concepts from 
other fields, with these important elements:

 • A focus on designing for results throughout the process
 • A logical, nine-step process flow 
 • Shared responsibilities along the way
 • Tools, templates, and support throughout
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Use Your Village
Virtual learning success, more so than other training modalities, relies on a village of 
enthusiastic supporters. Think about the different stakeholders involved in a program or 
project—Figure 1-2 represents those engaged in a virtual learning program. Although 
the job titles listed in the figure may not match every organization exactly, they each 
represent the key staff responsibilities involved in creating, designing, developing, 
implementing, delivering, and evaluating virtual learning. 

Figure 1-2. Stakeholders Engaged in Virtual Learning Programs

Developers

Designers Sponsors

Participants Managers of 
ParticipantsFacilitators

EvaluatorsProducers

Logistics 
Coordinators

Program OwnersAnalysts

Remember, what’s considered a success can vary, depending on each stakeholder’s 
perspective. The designers and developers may define success when learning has 
occurred. The program owner may define success once the learning has occurred and the 
participants use the knowledge. Those who sponsor, support, or fund the program may 
want to see an impact on the organization before they determine it to be a success. Top 
executives, including the CFO, might like to know if the program is worth it and delivers 
more value than it costs. Even participants have different definitions of success—while 
some want the learning program to be interactive, exciting, challenging, and fun, more 
are asking, “Why am I here?” and “What am I supposed to do?” These questions suggest 
that a participant’s idea of success is moving beyond the keyboard or smartphone. 
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The entire team—not just the evaluator—must be involved when determining the 
outcomes that define success. Every individual listed in the roles and responsibilities in 
Figure 1-2 must understand their role in designing for impact, not just learning. Yes, this 
takes additional time and effort, but it is worth it. And the consequences of failing to do 
this are worse—the lack of results will continue to be a problem. 

Start With the End in Mind
As Stephen Covey taught us so well in The 7 Habits of Highly Effective People, we should begin 
with the end in mind. We have to realize that the end is not learning—learning is simply a 
means to an end. And it’s also not application—application is another means to an end. The 
end is impact, which, if necessary, can continue to be evaluated through to ROI. If we first 
identify the desired impact, we can start with that, allowing everyone to clearly see what is 
needed and what they must do to be successful. 

The first step in designing a virtual learning solution must be to establish a clear 
focus on the outcome. We must specifically define the end result in terms of business 
needs and measures, so that the outcome—the actual improvement in the measures—
and the resulting ROI are clear. This provides the necessary focus for every step in the 
process. Beginning with the end in mind also involves pinpointing all the details to 
ensure proper planning and successful execution.

Focus on Impact
To start with the end in mind, the focus must be on the program’s impact. By setting this 
expectation, stakeholders know that the job is not done until they can show that impact 
has occurred. This allows them to create all tools, processes, templates, job aids, support, 
encouragement, and assistance to ensure that individuals use what they have learned to 
have that impact. We no longer have the luxury of assuming that measuring learning is 
our only focus. 

The process of connecting learning to a business need, including a specific business 
measure, represents a change in the learning and talent development field. Although it 
seems logical to start with “why?” so many programs actually start with a solution, fol-
lowed by an effort to find the reason for the solution. Consequently, adjusting to first 
focus on “why?” will require changing the way programs are initiated to ensure that the 
connection exists prior to making an investment. Some people will resist the change, but 
it is necessary to ensure the delivery of business value. It is difficult to have a business 
contribution without beginning with the business measure.
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Enter Design Thinking and a New Approach
To make the process of designing virtual learning systematic, feasible, and successful, 
we’ll need to adopt a new way of thinking about how to design, deliver, and measure 
results. The innovation technique design thinking is well positioned for delivering value 
from a project and capturing the impact data. 

Design thinking works on the assumption that when success is clearly defined, the 
entire team will design for that definition of success. If you want higher graduation rates, 
everyone works on that. If you want low costs, everyone is focused on that issue. If you 
want to reduce crime rates, the focus is there for every stakeholder. Success is achieved 
when the impact—low costs, higher graduation rates, less crime—has occurred. With 
that success defined, the team works through a series of steps, using design thinking 
principles to reach the desired success. 

Although design thinking was initially introduced in 1987, it really gained popularity 
in Tim Brown’s 2009 book, Change by Design.7 Four years later, Idris Mootee’s book, Design 
Thinking for Strategic Innovation, broadened the scope and flexibility of the process.8 
Although the principles of design thinking often vary from author to author, there are 10 
that seem to be universal:

1. A problem-solving approach to handle problems on a systems level
2. A mindset for curiosity and inquiry
3. A framework to balance needs and feasibility
4. A way to take on design challenges by applying empathy
5. A culture that fosters exploration and experimentation
6. A fixed process and a toolkit
7. A storytelling process to inspire senior executives
8. A new competitive logic of business strategy
9. A means to solve complex or wicked problems

10. A means to reduce risks9

We have taken the first eight principles from this list and adapted them to our ROI 
Process Model to create a framework that ensures L&D designs virtual learning for 
results, captures that data, and makes the case for more investment.10 Each step is fully 
described in Figure 1-3, and the design thinking principle used is highlighted. 
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Figure 1-3. Designing for Results

1. Start With Why: Aligning Programs With the Business
• Alignment is the key
• Is it a problem or an opportunity?
• Need specific business measure(s)

Design Thinking Principle: 
A problem solving approach 

to handle problems on a 
systems level

2. Make It Feasible: Selecting the Right Solution
• What are we doing (or not doing) that’s influencing the impact 

measure?
• How can we achieve this performance?

Design Thinking Principle:
A mindset for curiosity 

 and inquiry

3. Expect Success: Designing for Results
• Set objectives at multiple levels
• Define success 
• Expand responsibilities

Design Thinking Principle:
A framework to balance 

needs and feasibility

4. Make It Matter: Designing for Input, Reaction, and Learning
• Focus on the objectives
• Think about ROI
• Make it relevant
• Make it important
• Make it action-oriented
• Capture attention and interest
• Create inclusiveness and collaboration
• Keep engagement levels high

Design Thinking Principle:
A way to take on design 

challenges by  
applying empathy

5. Make It Stick: Designing for Application and Impact
• Focus on objectives
• Ensure transfer of learning
• Design application tools
• Collect data

Design Thinking Principle:
A culture that fosters 

exploration and 
experimentation

6. Make It Credible: Measuring Results and Calculating ROI
• Isolating the effects of projects
• Converting data to money
• Tabulating Costs
• Calculating ROI

Design Thinking Principle:
A fixed process  

and a toolkit

7. Tell the Story: Communicating Results to Key Stakeholders
• Define audience
• Identify why they need it
• Select method
• Move quickly
• Consider one-page summary

Design Thinking Principle:
A storytelling process to 
inspire senior executives

8. Optimize Results: Using Black Box Thinking to Increase Funding
• Measure
• Improve
• Fund

Design Thinking Principle: 
A new competitive logic of 

business strategy

Adapted from Phillips and Phillips (2017).
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The Virtual Learning Impact and ROI Process Model
To design engaging virtual learning that also demonstrates impact and ROI, it is impor-
tant to follow the ROI Process Model to ensure consistent, reliable results. The rest of this 
book will explore each step in more detail, but let’s first review a few highlights related 
to the end goal: impact and ROI.

Plan the Evaluation
Planning your impact ROI evaluation is not only an important first phase in the design 
process; it is also an important step in the selection and development of virtual solu-
tions. Without a plan it will be difficult for you to know where you are going, much less 
when you arrive. Your plan begins by clarifying the business needs for a program and 
ensuring the most feasible solution has been identified. The next step is to develop spe-
cific, measurable objectives and design the program around those objectives. This 
includes selecting the right virtual learning solution, mapping out the activities that 
lead to learning, and ensuring the program is designed for impact. From there, you 
develop your data collection plan. This includes defining the measures for each level of 
evaluation, selecting the data collection instrument, identifying the data source, and 
determining the timing of data collection. Any available baseline data for the measures 
you are taking should also be collected during this time.

Next, develop the ROI analysis plan. This means selecting the most appropriate tech-
nique to isolate the effects of the virtual learning program on impact data and the most 
credible method for converting data to money. Cost categories and communication tar-
gets are also determined. In addition, as you develop these planning documents, you will 
identify how to seamlessly integrate the evaluation approach into the virtual 
learning program.

Collect Data
When the planning phase is completed, data collection begins. Levels 1 and 2 data are 
collected during the virtual learning program with common instruments, including end-
of-course surveys, written tests and exercises, and demonstrations. Follow-up data (Lev-
els 3 and 4) is collected sometime after the virtual learning program has ended, when 
application of the newly acquired knowledge and skills becomes routine and enough 
time has passed to observe impact on key measures. A point to remember is that if you 
identified the measures to improve through initial analysis, you will measure the change 
in performance in those same measures during the evaluation. It is feasible to believe 
that your data collection methods during the evaluation could be the same as those used 



23Introduction: The Challenges and Opportunities

during the needs analysis. This is one area where virtual learning adds benefits. You’re 
already using technology to connect with participants, and most virtual classroom plat-
forms include tools to help you collect and analyze the data.

Analyze Data
Once the data is available, analysis begins using the approach chosen during the plan-
ning stage. Now it’s a matter of execution. Isolating the effects of the program on impact 
data is the first step in data analysis, and it’s taken while collecting data at Level 4. Often 
overlooked when evaluating the success of virtual programs, this step answers the criti-
cal question, “How do you know it was your program that improved the measures?” 
While some will say this is difficult, we argue (and have argued for years) that it doesn’t 
have to be. Besides, without this step, the results you report will lack credibility.

The move from Level 4 to Level 5 begins with converting Level 4: Impact measures to 
monetary value. This step often instills the greatest fear in talent development profes-
sionals, but when they understand the data conversion techniques, along with the five 
steps of how to do it, the fear usually subsides.

Fully loaded costs are developed during the data analysis phase. These costs include 
needs assessment (when conducted), design, delivery, and evaluation costs. The intent is 
to leave no associated cost unreported. Intangible benefits are also identified. These are 
the Level 4 measures that are not converted to monetary value. They can also represent 
any unplanned program benefits.

The last step of the data analysis phase is the math. Using simple addition, subtrac-
tion, multiplication, and division, you can calculate the ROI.

Optimize Results
Optimizing results is the most important phase in the evaluation process. Evaluation 
without communication and communication without action are worthless endeavors. If 
you tell no one how the program is progressing, how can you improve the learning and 
talent development process, secure additional funding, justify programs, or market pro-
grams to future participants?

There are a variety of ways to report data. For example, micro reports include the 
complete ROI impact study, while macro reports can be done for all programs and include 
scorecards, dashboards, and other reporting tools.

But communication must lead to action—and that action requires stepping back and 
analyzing what can be learned from the data. Black box thinking, which we’ll explore in 
chapter 8, is required if you want to get value from your program evaluation investments. 
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The job of talent development professionals is not to “train” people, but to drive improve-
ment in output, quality, cost, time, customer satisfaction, job satisfaction, work habits, 
and innovation. Doing this well means assessing, measuring, and evaluating and then tak-
ing action based on the findings. Figure 1-4 offers something to remember about the eval-
uation process.

Figure 1-4. Evaluation Leads to Allocation

Measure

Evaluation Optimization Allocation

Improve Fund

The ultimate use of data generated through the ROI Methodology is to show a virtual 
learning program’s value, specifically its economic value. However, there are also a vari-
ety of other uses for the data, including to justify spending, improve the talent develop-
ment process, and gain support.

Actions to Take to Design for Application and Impact
There are three main timeframes to consider when measuring transfer of learning to the 
workplace: things we do before the journey, things we do during the journey, and things we 
do after the journey is complete. When virtual learning is part of a series or blended cur-
riculum, it may be harder to categorize a clear before, during, and after. If this is the case, 
we can think of it in three phases: the preparation phase (before), the learning phase (dur-
ing), and the application phase (after). 

Additionally, the transfer involves three main stakeholders: the manager of the par-
ticipant, the participant, and the facilitator. Although all stakeholders—including design-
ers, developers, producers, facilitators, logistics coordinators, program owners, sponsors, 
supporters, and analysts—have a role in the design of the program, these three will com-
mand the majority of our attention. Our approach is to involve all stakeholders to tackle 
the issue comprehensively. 

Chapters 4–8 focus on designing for application and impact. These chapters comprise 
the heart of this book, first outlining how to design for impact and then branching out into 
specific actions you can take to effectively prepare for the learning program, engage vir-
tual learners, and help learners apply the knowledge they’ve gained back on the job. We 
recognize that this is not a complete list, so we encourage you to explore, use, and share 
these techniques.
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Why Is This Important . . . Now?
Before we wind down this chapter, it is helpful to remember the importance of designing 
virtual learning for application and impact. Virtual learning is at a tipping point, with 
improved technology and the expectation that it will continue to be a widely used for-
mat. But when budgets are slashed, showing that virtual learning is an investment rather 
than an expense is vital. Thus, we need a renewed sense of urgency to make sure virtual 
learning delivers results for those who support it, expect it, and even demand it. We need 
to be proactive in demonstrating value to the organization, and show that virtual learn-
ing is a viable solution.

Next Steps
This chapter highlighted the learning and development community’s challenges in 
designing virtual learning to deliver application, impact, and even ROI. It also high-
lighted the opportunities that exist. When virtual learning is designed for application 
and impact, it helps L&D obtain support, respect, influence, and, yes, funding. With that 
backdrop, it is now time to start working through the ROI Process Model. The first step is 
to connect the virtual learning program to a business impact. 
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Appendix:  
Technique Selection 
Criteria Worksheet

The Technique Selection Criteria Worksheet is intended to be a helpful job aid you can 
quickly reference when considering whether to use a particular technique. If you’re curi-
ous about how we rate each technique, we’ve compiled our composite ratings here.
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1. Define virtual learning 1 1 5 1 2 4 5 3 5 1

2. Design for interaction, engagement, and 
application 2 4 5 1 1 3 5 3 4 4

3. Select the right platform 2 2 4 1 1 3 5 4 4 1

4. Prepare facilitators to support learning 
transfer 2 1 5 2 2 3 4 3 3 2

5. Send more than a calendar invite 1 3 5 2 1 2 5 5 4 2

6. Set participant expectations in advance 1 1 5 3 1 2 5 5 4 2

7. Clearly communicate objectives 1 1 4 2 1 3 4 5 4 2

8. Create an evaluation plan 1 2 4 1 1 1 5 2 4 2

9. Create job aids and application guides 2 3 4 1 1 1 4 3 3 2

10. Create custom self-objectives 1 2 4 4 2 2 4 2 3 2

11. Create a kickoff event and include managers 2 2 4 4 4 4 4 3 3 3

12. Design a manager guide to accompany the 
learning experience 2 1 4 1 4 4 3 4 4 3

13. Ensure easy access to application and  
impact data 3 3 4 1 1 1 4 3 4 3



216 Chapter 12 

Criteria and Ranking Scale
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14. Use a commitment contract with participants 1 1 3 4 3 2 3 3 4 1

15. Use the platform’s welcome message to 
reinforce the program's purpose 1 3 3 2 1 1 5 5 4 3

16. Create a warm welcome 1 2 4 2 1 1 5 4 5 3

17. Create immediate interaction 1 3 4 1 1 1 5 5 5 4

18. Include WIIFM at the start 1 1 4 1 1 1 4 5 5 2

19. Make it social 1 2 4 1 1 1 5 4 5 4

20. Select activities for maximum involvement 1 2 4 1 1 1 5 5 5 3

21. Ask questions with intent and inclusion 1 1 5 1 1 1 5 5 5 4

22. Use the tools creatively 1 4 4 1 1 1 5 4 4 4

23. Use visuals to keep attention 1 3 4 1 1 1 5 4 4 3

24. Use realistic scenarios 2 3 4 1 1 1 5 4 4 2

25. Incorporate formative feedback 1 3 4 1 1 1 4 4 4 2

26. Include self-reflection time 2 1 4 4 1 1 4 4 4 3

27. Teach to application and impact 1 2 5 4 1 1 5 5 4 2

28. Integrate application activities 2 2 5 4 1 1 5 4 4 3

29. Connect content between sessions 2 2 4 4 1 1 5 4 4 3

30. Have action plan presentations 2 1 5 5 2 1 4 4 4 3

31. Finish with a call to action 1 1 5 4 1 1 4 4 4 2

32. Follow up on action plans 2 2 3 2 5* 
1† 1 3 4 4 2

* If the manager is following up
† If the buddy is another resource

33. One-on-one coaching after the program 4 1 5 2 5* 
1†

5‡

1§ 5 2 4 2

* If manager is the coach
† If the coach is another resource

‡ If an external coach is used
§ If technology is used

34. Manager encouragement and involvement 
using feedback loops 1 1 3 2 5 1 3 * 2 1

* Depends on culture



217Appendix: Technique Selection Criteria Worksheet

Criteria and Ranking Scale
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35. Group coaching after the program and 
implementation phase 1 1 3 2 5*

1† 2 2 3 4 2

* If manager is the coach
† If the coach is another resource

36. Apply nudging techniques 2 3 2 1 1 1 2 3 2 3

37. Observation sessions with an on-the-job 
trainer 2 1 3 2 5*

1† 3 3 3 3 2

* If manager is the observer
† If the observer is another resource

38. Host a lessons-learned meeting once 
participants have used the content 1 1 2 1 1 2 3 4 4 1

39. Meaningful business projects with lessons-
learned graduation 1 1 2 3 2 1 3 3 4 1

40. Share success with other participants and key 
lessons learned 1 1 1 2 1 2 3 4 4 1

41. Hold a contest based on achieving success 
for application and impact 1 1 3 4 2 1 2 4 4 1

42. Leverage chatbots for learning transfer 3 5 4 4 1 1 4 4 4 5

43. Augment your chatbot with human coaching 4 4 5 4 2 3 4 4 4 5

44. Use coaching videos 1 3 3 3 1 1 3 4 4 2

45. Apps and guided support software to  
enable use 4 4 4 2 1 1 3 1 3 2

46. Use automated reminders and nudges for 
application and impact 3 3 2 1 1 1 2 2 3 3

47. Use selfies to share 1 2 1 1 1 1 2 5 5 1

48. Use social media groups or platforms to 
network for encouragement, support, and 
enablement

1 2 3 2 1 1 3 5 5 2

49. Post-program recorded content reviews or 
application tips 1 2 2 3 1 1 3 4 3 2

50. Use AI to gauge the effectiveness of 
communication in virtual conversations 4 5 4 4 1 1 3 1 2 5
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developing, 108–109, 152
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payoff needs, 31–38
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analytical modeling, 185
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data collection on, 178–179
learning professional’s role in, 113–114
as level 3 of learning outcomes, 6
manager role in, 116–118
objectives during, 66, 67f
practice vs., 114
sharing tips for, 141, 157
teaching to, and impact, 106, 152
tools for, 174

application activities, 106–107, 152
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automated nudges, 138–139
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business impact
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measures to identify, 44–45
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coaching
group, 122–124, 154
one-on-one, 120–121, 153
through chatbots, 134–136, 155
videos for, 136–137, 156

Coach M, 132, 135, 139
commitment contracts, 92, 93f, 148–149
communicating results, 195–211

basics of, 196–199
case example, 195–196
cautions of, 201
complete report for, 202–204
and funding, 205–210, 206f
with routine tools, 205
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contests, 129, 155
continuous goals, 109
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costs, of learning programs
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D
data

from action plans, 120
analyzing, 23
application, 178–179
collection of (See data collection)
converting, to monetary units, 186–192
examining, for performance needs, 50
hard, 39, 39f–40f, 40–41
impact, 91, 148, 179–180
intangible, 43, 192–193
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soft, 41–43

data collection, 163–180
built-in tools for, 173–174, 173f
case example, 163–164, 164f
with focus groups, 167
importance of, 22–23, 164–165
improving response rate for, 172–173
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methods of, 165–172, 176f
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selecting your method for, 176–178
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timing of, 178–180
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for results, 21f
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costs of, 190f, 192
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focus on, 19
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intangible data, 43, 192–193
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isolating effects of program, 23
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role of, 75
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costs of, 192
distribution tools for, 103t
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case example, 181–182
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units, 186–192
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182–186
by ROI calculations, 192–193
through expert estimation, 186
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185–186, 186f
with trend line analysis, 184–185, 184f

mental health, 131–132
messaging

email, 85
objectives shared through, 87f, 147
for participant preparation, 87
reminder, 84–85, 146
welcome, 94, 94f, 149

mismatched problems, 57
mistakes, cost of, 187–188
modeling, analytical, 185
Mootee, Idris, 20
multitasking, 15–16, 85
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sharing, in preparation messaging,  

87f, 147
types of, 69–71
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data collection through, 168
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orientations, program, 90
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as hard data, 40
as monetary value, 187

overhead, costs of, 190f, 192
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Participant Action Plan Approach  

(PAPA), 108
participant(s)

commitment contracts with, 92, 148–149
considering, in technique selection, 144
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post-program coaching for, 123
result estimation by, 185–186, 186f
roles and responsibilities of, 74
salaries and benefits of, 192
setting expectations for, 85–86, 147
value estimation by, 189

payoff needs, 31–38, 32f
analysis for, 32–38
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importance of determining, 31–32
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performance
contracts for, 174, 175f
determining needs of, 50–53
monitoring, 172

photos, 140. See also visuals
Pink, Daniel, 119
platforms, selecting the right, 82–83,  

83f, 146
polls

data collection through, 165
for formative feedback, 105
sample activity idea using, 103t
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one-on-one coaching, 120–121
and outcomes, 112–113
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preparing facilitators, 83–84
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calculating costs of, 37
mismatched, 57
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encouragement from, 121–122, 153
guides for, 91, 148
kickoff events with, 90, 148
lack of support from, 16
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roles and responsibilities of, 75
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program techniques, 95–110, 149–153

action plan presentations, 108–109
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application activities, 106–107
asking questions, 102
call to action, 110
case example, 95
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formative feedback, 105
immediate interactions, 98–99, 99f
realistic scenarios, 104–105
self-reflection time, 105–106
teaching to application and impact, 106
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WIIFM, 99–100
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Q
quality

as hard data, 40
as monetary value, 187

questionnaires, 165–172
questions, asking, 102, 150
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effective, 115
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results
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analysis plan for, 22
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Riff Analytics, 141
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ROI objectives, 71
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