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Levels of Evaluation

 Level 0 - Inputs

 Level 1 - Reaction

 Level 2 - Learning

 Level 3 - Application (Behaviour)

 Level 4 - Business Impact (Results)

 Level 5 - Return on Investment

NB:  For a comprehensive evaluation, a Level 5 

evaluation should be conducted.
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Levels of 

Evaluation
Measurement Focus Typical Measures

4. Impact and 

Consequences

The consequences of the use of the 

content and materials expressed as 

business impact measures

Productivity, Revenue, Quality, Time, 

Efficiency, Customer Satisfaction, 

Employee Engagement

3. Application & 

Implementation

Use of content and materials in the work 

environment, including progress with 

actual items and implementation

Extent of use, Task completion, 

Frequency of use, Actions completed, 

Success with use, Barriers to use, 

Enablers to use

2. Learning & 

Confidence

Learning to use the content and 

materials, including the confidence to 

use what was learned

Skills, Knowledge, Capacity, 

Competencies, Confidence, Contacts

1. Reaction & Perceived 

Value

Reaction to the project or programme, 

including the perceived value

Relevance, Importance, Usefulness, 

Appropriateness, Intent to use, 

Motivation to take action

0. Inputs and Indicators The input into the project in terms of 

scope, volume, efficiencies, costs
Participants, Hours, Costs, Timing

5. ROI
Comparison of monetary benefits from 

programme to programme costs

Benefit-Cost Ratio (BCR), ROI%, 

Payback Period



Level 0 Input and Indicators

• Number of programmes
• Participants
• Hours
• Costs
• Time to Deliver

*Correlates with Application

Level 1 Reaction and Planned Action

• Relevance*
• Importance*
• Usefulness
• Appeal
• Emotion
• Brevity
• Uniqueness
• New Information*
• Motivation
• Appropriateness
• Intent to Use*
• Would recommend*

5 Levels of Measurement - Examples



5 Levels of Measurement - Examples

Level 2 Learning

• Information
• Knowledge
• Understanding
• Capability
• Contacts
• Confidence
• Perceptions
• Skills

Level 3 Application

• Use of Information
• Use of Knowledge
• Use of Skill
• Completion of Actions
• Completion of Tasks
• Implementation of Ideas
• Following the Policy
• Use of Procedure
• Use of Regulation
• Success with Application
• Barriers 
• Enablers



Level 4 Business Impact
• Productivity 
• Quality
• Sales
• Errors
• Incidents
• Re-Work
• Efficiency
• Compliance Discrepancies
• Citizen Complaints
• Costs
• Employee Engagement
• Employee Retention

• Service Delivery
• Cycle Time
• Customer Satisfaction
• Intangible Measures
…. includes a technique to isolate the 
effects of the project.

Level 5 Return on Investment

• ROI (%)
• Benefit/Cost Ratio
• Payback Period

5 Levels of Measurement - Examples



The ROI calculation is simple.

BCR =

ROI =

Programme Benefits

Programme Costs

Net Programme Benefits

Programme Costs
x 100

Page 2

Programme Costs

Programme Benefits
PP = x 12

= X:1



Kaufman’s Five Levels of Evaluation

http://www.megaplanning.com/



Bushnell’s Systems Approach to Evaluation

Evaluate Evaluate EvaluateEvaluate

Input Process Output Outcomes

Input OutcomesProcess Output

https://www.researchgate.net/researcher/2005070983_David_S_Bushnell



Stufflebeam CIPP Evaluation Model

Daniel Stufflebeam - https://en.wikipedia.org/wiki/CIPP_evaluation_model

CIPP 

Model

Process 

Evaluation

• Actions

Context 

Evaluation

• Goals

Product 

Evaluation

• Outcomes

Input 

Evaluation

• Plans



Brinkerhoff Six-Stage Model

Formative

Formative

Formative

Summative

Summative

Summative

Stage I

Evaluate needs 

and goals

Stage III

Evaluate 

implementation

Stage V

Evaluate usage 

and endurance 

of learning Stage IV

Evaluate 

learning

Stage II

Evaluate HRD 

design

Stage VI

Evaluate 

payoff

http://pdf.usaid.gov/pdf_docs/PNACA630.PDF



Brinkerhoff Success Case Model Strategy
Evaluation Inquiry

Creating clear and 

valid intentionality
Producing Effective 

Learning Outcomes

Supporting 

Sustained 

Performance 

Improvement

Feedback on Results: What’s Working and What’s Not

from Training Function / Managers / Systems Owners / Senior Leaders

Actions to Change Conditions 

and Improve Processes

Enhanced Organisational Capability 

to Leverage Business Results from 

Learning Investments

http://www.brinkerhoffevaluationinstitute.com/



Anderson’s Value of Learning

https://researchportal.port.ac.uk/portal/en/publications/the-value-
of-learning-from-return-on-investment-to-return-on-
expectation(803cf546-d2af-40ea-bf23-20651a537805)/export.html



“Original” Kirkpatrick Four-Level Model
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Phillips ROI Methodology
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