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Unit-1
Training Evaluation
Structure :
1.0
1.1
1.2
1.3
1.4
1.5

Learning Objectives
Introduction
Training Evaluation: Meaning
Purpose Of Training Evaluation
Principles Of Training Evaluation
Types Of Training Evaluation
1.5.1 Formative Evaluation
1.5.2 Summative Evaluation
1.6 Process Of Training Evaluation
1.6.1 Evaluation At The Beginning
1.6.2 Evaluation During The Training
1.6.3 Evaluation At The End Of The Training
1.7 Uses Of Evaluation Findings
1.8 Statistical Tools For Evaluation Of Training
1.9 Summery
1.10 Reference And Selected Reading
1.11 Check Your Progress- Possible Answers

1.0 Learning Objectives
After going through this unit, you will be able to
 Make out the meaning, significance and purpose of training evaluation.
 Explain various types of training.
 Describe the process of training evaluation.
 Identify various statistical tools for training evaluation.

1.1. Introduction
How do you assess an impact of a program? The answer is obvious- Evaluation. When
an organization organises a program, it starts with an objective or objectives. The
organization intends to receive or achieve something in lieu of the program. This also
happens in case of Human Resource (HR) programs. All HR programs are directed
towards supporting organizational objectives.
Training is an essential operative function HR. It bridges the skill gap, improves
employees’ attitude and moral. When an organization organises training programs with
these objectives, it must assess by asking these questions after a stipulated timeline:



Was the skill gap bridged?
Was employees’ attitudes and morale improved?
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In this unit, we will discuss about the meaning and importance of evaluation, various
types of evaluation, various methods of training evaluation and statistical tools for
evaluation of training.
As a student of HR, it is indispensable for you to understand that:




Evaluation is not just significant trainers, learners and policy makers. It is also
significant for learners as well. Therefore, it must be done properly and fairly in
a positive environment. So that the trainee experiences the constructive impact.
As training is mostly the job specific and different personnel handle different
jobs requiring different skill sets, therefore, training evaluation requirement also
differs. Therefore, the training evaluation mechanism must be designed by the
training organisation and the client organisation.

In this unit, we will cover various aspects of training evaluation. This will assist the
trainer to design appropriate training evaluation strategy with appropriate instruments
such as methods, questionnaires, feedback, survey etc.

1.2. Training Evaluation: Meaning
Training evaluation is the process of examining the effectiveness of the training
program in terms of the benefits to the trainees and the organization. According to Deb
“Training evaluation is the application of systematic methods to periodically and
objectively assess the effectiveness of training in achieving expected results, their
impacts, both intended and unintended, continued relevant and alternative or more costeffective ways of achieving expected results.”
According to Watson (1979), there are five areas of a training programme merit
evaluation:
Key Questions to address
Areas
What are trainees’ reactions to learning materials, delivery
Reaction
mechanism, trainers, overall training environment etc.
Have they reacted favorably?
Learning

Job Behavior

Was there positive change in attitude, knowledge and skills of the
trainees?
Was there improvement in attitude?
Was there upgradation of skills?
Was there transfer of learning on the job?
Was employees’ performance improved after training?

Organizational
Outcome

How changes in trainees affect the functions of their organization?
Did training programmes add to organizational performance?

Additional
Outcome

What are the additional outcomes of the training programmes
other than the result or by products of the training not identified or
assessed by other four areas?
These could be social value of a training programme and its effect
on trainees’ self-concept, its relation to trainees’ personal goals,
and other such issues.
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Evaluation of training programmes must answer the above questions. To answer these
questions, feedback can be obtained trainees. Feedback may also be obtained from HR
managers and supervisors to assess the impact of training programmes on
organizational outcome.
This necessitates for a proper plan to be made available in advance. The plan must
address the following questions:
 How to obtain various information or data?
 From whom the information has to be obtained
 What type of data need to be collected and when?
Training evaluation determines if the trainees are able to transfer their learning in their
respective workplaces, or on their job.
Evaluation of training addresses the methodology, how one determines, whether
the goals or objectives were met and the effect that the training had on real performance
on the job. We must also remember, there is ‘not a single best way’ to evaluate a
training programme.

1.3. Purpose of Training Evaluation
After delivering the training programme, we must evaluate whether the purpose/
objectives of the training were met. We must examine whether training has been
effective? How do we examine this? We can refer the purposes:







Did the training bring about positive change in behavior?
Did it shape attitudes of the employees?
Dis it help improving job performance?
Did it help to reduce defects?
Did it help to achieve targets?
Did it help enhancing quality?

At the same time, evaluation of efficiency of the training programme was also equally
important. This can be assessed if we address the following questions:
 How much time does the training continue?
 Can it be minimised?
 Can this be managed with on-the-job training or can we completely do
away with training by substituting job aids instead?
 How much will it cost?
 Is it worth it?
 What are we trying to find out and for whom?
There are three primary uses of evaluation findings which are explained in the table
mentioned below:
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Three Primary uses of Evaluation Findings
Uses
Judge
merit
worth

Examples
or Summative evaluation, Accountability Audits, Quality
Control, Cost Benefits Decisions, Decide a programmes’
future Accreditation/ licencing
Improve
Formative evaluation, identify strength/ weakness,
Programmes
Continuous improvement, Quality Enhancement, being a
Learning organization, manage more effectively, Adopt a
model locally
General Knowledge Generalisations about effectiveness, extrapolate principles
about what works Theory building, synthesize patterns across
programmes, Scholarly Publishing, Policy Making
Source: Patton, 1997, p.76
Generally, training courses are assessed with the help of standard tools, formalized
through instruments like questionnaires, feedback formats, presentation, etc., As a
result of which the evaluation of training courses becomes consistent against the
standards. The evaluation results are used to take decision on course design,
development, implementation and impact. Following the uses recommended by Patton
(1997), evaluation of training aims at assessing indicators for quantification or
measurement. The results of training evaluation can be used for the purposes
mentioned below













Improved accountability and cost effectiveness for training initiatives which
might result in development of resources.
Improved effectiveness
Improved efficiency
Greater credibility for the training staff to include information to achieve intended
results effectively and efficiently.
Greater commitment by the management for approval of quality of organizational
training.
Formal corrective feedback mechanism for developing strengths and identifying
weakness of the trainees.
Decision on whether to send prospective recruits for future training initiatives or
not.
Availability of data for research for institutional development.
Availability of justification or scope for sponsoring future trainings.
Enhancing talent for the training initiative designer in the direction of designing
result- oriented training initiative.
Feedbacks during evaluation can enable trainees to recapture the defined
objectives and develop a thought process for aligning it to learning outcomes.
The evaluation results can also be used for personnel development programme
such as job rotation, promotion etc.
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1.4. Principles of Training Evaluation
The aim of training evaluation is to assess whether the training programme
accomplished intended outcomes. This necessitates for setting up certain relevant
criteria such as its relevance, reliability, classification and practicability. These criteria
must include reactions, learning (knowledge, skills and attitude), results and return on
investment (ROI).
To accomplish the intended results, evaluation must be based on following sound
principles:
a. Clarity
The evaluator must have clarity on the purpose of evaluation. Accordingly, he must set
standards and criteria. Prior to that he must be clear about the objectives or intended
outcome of training programme. Because these are interlinked.
b. Objectivity
All training objectives should be evaluated. Subjective evaluation can be biased.
Therefore, this may not produce reliable results. Objectivity is an attribute of a good
evaluator. Objectivity necessitates for:
 Measurable standards of assessment
 Designing valid and reliable research instruments
 Detailed analysis and interpretation of data in order to validate necessity of
evaluation.
c. Reliability
Subjective evaluation can be biased, therefore, may not produce reliable results. The
instruments used in evaluation process must be reliable and should not deviate from the
standard. It must ensure certainty on the following facets:


irrespective of the method used for data collection.




when repeatedly used by the same trainers
Interpreted by any other person

A good trainer uses more than one method of data collection and data
interpretation in order to accomplish reliable results. Therefore, the uses of
reliable instruments in training evaluation are paramount.
d. Feasible
The feasibility principle of training evaluation must address the following questions:
 Is the programme cost effective? Is the programme spending more on evaluation
than returns on investment (ROI)?
 Is there practical methodology followed? This may relate to human or other
resources and time for executing the suggested methodology?
 Is the data useful?
Odisha State Open University
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e. Evaluation Design to be custom- made.
The design and approach to evaluation must be custom- made to suit training objectives,
levels and standards. The general inference derived from one evaluation design may not
be helpful to identify strengths and weakness of training meant for different set of
objectives.
f. Emphasis on process, not on end
Evaluation is a process, not a product of training. As a process, it is continuous in
nature. The participants reactions at the end of the evaluation especially when it comes
to grading like something is stated as good, excellent, average etc. may not guide
trainers for subsequent improvements in the programme. Therefore, evaluation must be
made before the commencement, during and after the program. This will help trainers
and trainees identifying changes taking place due to learning.
In this section, you got to learn meaning, purpose and principles of evaluation. Now
answer these questions given in Check your Progress 1.

1.5. Types of Training Evaluation
Evaluation is objective oriented. It is classified into two types: formative and
summative. Over and above, the evaluators often look for four different types of
evaluations: formative, process, outcome, and impact. However, formative and process
type can be grouped together as formative category, as it is more about monitoring
activity. Outcome and impact can be clubbed together as summative category, also
referred to as final assessment. These are discussed below.

1.5.1. Formative Evaluation
A formative evaluation is generally organized in the first phase of the programmes and
address questions on implementation and ongoing planning. This relies on receiving
and giving feedback and is useful for several purposes. The important questions which
must be addressed at this phase are:


Are the goals and objectives suitable for the targeted audience?



Are the methods and materials appropriate to the event?



Can the event be easily replicated?

Formative evaluation gathers information for programme developers and implementers.
It supports in programme planning and implementation activities in terms of:




Target population,
Programme organization, and
Programme location and timing

This process helps in identifying issues at the initial phase which can certainly be
addressed to improve the programme. During the entire process of formative
evaluation, the trainer can make out the benefits of several emerging outcomes to
Odisha State Open University
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improve the programmes. Formative evaluation renders a prospect to obtain baseline
data or standards for future summative (or, “impact”) evaluations.
The sole objective of formative evaluation is to give priority to existing strengths and
endeavor to transform weakness into strength. The steps for organizing formative
evaluation are:
 Review training material with a few trainees;
 Hold group discussions with trainees to obtain feedback;
 Use material in a situation like that of an actual training programme and observe
how it works;
 Observe the behaviour of the trainees;
 Conduct a pre-test on trainees.

1.5.2. Summative Evaluation
Summative evaluations appraise programme impacts or outcomes to determine the
relationship of different factors to outcomes. Like formative evaluations, some
information used in summative evaluation is obtained during early phase of a
programme (e.g., baseline data, test scores).
With the help of outcome evaluation, data is obtained to assess ability of the trainees to
perform the jobs they are meant to perform after the training programme. The key
questions expected to answer for summative evaluation is:
“What happened to the knowledge, attitudes, and behaviours of the intended
population?”
Summative evaluation takes place at the end of the training programme.
Common methods being followed for summative evaluation are:
 Opinion Survey: Ask views of the trainees on the training programme; how they
are going to transfer learning on the job or in work place?
 Post Test: Conduct a test for the trainees after training;
 Assess the changes occurred due to training programme.
Summative evaluation basically aims at assessing to what extent the training
programme was useful or can be made useful in future.

1.6. Process of Training Evaluation
Training evaluation is a process to assess whether the training programmes has been
useful or how this can be improved or made useful for future purpose. In this section,
we will discuss various steps generally followed in training evaluation process or
methods of evaluation. There are four steps generally followed in training evaluation
process.
 Evaluation at the beginning of the training.
 Evaluation during the training.
Odisha State Open University
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Evaluation at the end of the training.
Use of evaluation findings

1.6.1. Evaluation at the beginning
It is indispensable to assess participant’s knowledge and skills at the beginning of the
training which can be termed as an entry test. It has been often observed that many
participants do not take training seriously because of lack of awareness on the
usefulness of the training programme. They are generally unaware of the training
objectives and learning outcomes. Evaluation at the beginning help them aware of the
usefulness of the training. At this stage, the participants are encouraged to opine on the
appropriate method used and if those methods have corroborated to their preferences
and learning styles.
Besides, this also helps the participants become aware of area they are unaware of and
they need improvement. Once they are aware both the sides, they get involved in the
program. This eases the work of the trainers. This helps the trainer in planning,
designing, implementation and evaluation of the training. Training becomes objectivesoriented and evaluation at the beginning of the programmes serves as a benchmark for
the final test.
It is significant to reassure the trainees that this test in no way is intended to reflect on
their capability or to segregate them in accordance with some competence level. It is
good if an objective type test is conducted.

1.6.2. Evaluation During the Training
This evaluation is conducted after starting of the instruction. Generally, it comprises of
short tests at regular intervals during the programme implementation. These tests are
designed both for the trainers and the trainees. This facilitates learning. The learning
principles of learnings need to be followed (e.g., adult learning). To effectively transmit
information within organization, either through a dedicated training programme or a
more general organizational learning effort, principles of adult learning should be
followed.
Some of the key principles of this type of evaluation are mentioned below.


The evaluation should be focused and specific rather than abstract.



Though evaluation feedback, the trainer can optimise learning.



Adult professionals are capable of self- learning and are interested to learn how
well they perform.



Adults like to be evaluated if they take part and see the significance of the
evaluation.



When adults participate in measurements, it optimises the learning process.



Adults derive benefits from these evaluations if they can link it to the specific
objectives of the course.
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These evaluations are conducted during classroom discussion, lectures, tests, class
problems and demonstrations. Sometimes, the trainers simulate the thought process of
the trainees by asking ‘lead questions’ and set an environment of learning where the
participants remain deeply engaged through debate and discuss and the trainer controls
when deviate from the purpose and simply observe.
The purpose is to collect responses to specific questions. For example, if the trainer is
teaching a course on decision making, he can simulate a problematic situation and ask
the participants to respond to the situation. The trainer may trigger the participants’
mind to agree or disagree to hypothetical statement followed by why agree or disagree?
And so on.
This evaluation facilitates learning process through constructive feedback on
participants’ progress as well as information to the trainer for improving training
activity.

1.6.3 Evaluation at the end of the Training
Training evaluation at the end of the programme can help to identify:



The trainees’ reactions to the training programme and the learning experience.
The learning or changes in attitudes, knowledge and skills of the participants.



The participants’ evaluation of the performance of the staff.

Training evaluation at the end of the programme cannot ascertain the impact on job
behaviour. It can only evaluate what was learned. The evaluator must be careful in
designing the evaluation form. It should not be excessively exhaustive.
a. Participants Reactions
The first beneficiaries of a training programme are the trainees. Therefore, it is essential
to understand to what extent they have understood the learning contents. participant
may lose patience to fill up the form. It is good if the evaluator prepares vert pertinent
and precise form to obtain useful information to assess the impact. Questions may be
prepared from training objectives, subject matters, trainers, training environment like
training aid, support from support staffs, hospitality etc.
The results of these evaluation can be biased by the training staffs. Therefore, it is good
if it is administered by an independent professional.
b. Exit Test
Entry and exist tests are equally significant when we discuss about the training
evaluation. When entry test obtains information on trainee’s expectations from the
training programme, the exit test will entail us the extent to which their expectations are
met. It will ascertain what learning took place as a result of the training programme and
training objectives are met.
The test may include practical exercises and
demonstrations.
c. Sample Interview
In addition to the final test, sample face-to-face interview comprises of at least 10% of
Odisha State Open University
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the total participants is conducted by some of the trainers as a matter of practice. This is
indeed time consuming but provide some pertinent and subjective information. This can
cover some questions on participants’ reaction on the total training programmes,
learning took place, relevance and performance of the trainers etc.
d. Evaluation of the trainers by the participants
Trainers’ evaluation by participants is an essential component of a training evaluation.
This also helps the trainers in understanding how they have performed and if there is
scope for improvement. A specimen copy of the form is given below:
Participants’ Evaluation of Trainers Form
S. N Item Description
Knew his subject matter
1
2

Presented ideas clearly

3

Provided ample time for
questions
Related theory to practical
situations
Used a good variety of training
methods and aids

4
5
6

Provided useful handouts

7

Provided clear instructions

8

Listened to participants

9

Showed concern for participant’s
needs

10

Related
ideas
to
my
(Participant’s) job related issues

11

Had enthusiasm

12

Presented all the topics in a
proper sequence

Poor

Fair

Good

Excellent

e. Evaluation of the Training Programme
The evaluation of a training programme by the staff of a training organization is
followed by some training organizations. A practice followed by one training institute is
to schedule a one to two-days staff evaluation upon the completion of a given training
programme. This is useful in that it identifies weaknesses and recommends solutions.
The results from the other evaluations can be used for this staff evaluation. Focus is
given on the planning, the objectives of the training programme, the content, training
methods, and results.
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1.7. Uses of Evaluation Findings
The purpose of evaluation is not just to maintain record, but to determine its value or to
identify ways for its improvement. Therefore, it is often said, ‘we train for
development.’ There are three major uses of training evaluation findings which are
discussed below:
a. Improving the quality of the training programme
The results of the evaluation should assist the organizers making decision on the
followings:
 Adequacy of time spent in planning the programme.
 Duration of the programme.
 Appropriateness of the training methods and adequacy of the training aids.
 Did the programme achieve its objectives?
 Were the expectations of the participants met?
 Was there adequate balance between class room discussion and field exercises?


How can the course or the programme be improved?

b. Training Institute
In the entire process of Programme evaluation, training institute plays a significant role.
Evaluations can provide useful information in answering the following questions:
 Were the facilities provided for the training programme adequate?
 Is there a growing demand for the programme?
 Should the programme be continued or revised or cancelled?
 What was the performance level of various trainers?
 Was the budget prepared for the training programme adequate?
 If required, when should the training program be rescheduled?
 Was there adequate support staff for the training programme?
c. Promotion of Training
Training evaluation findings are also useful for promoting and sharing information
about training programme. Information can be sent to:


Prospective participants’ organization



Sponsoring organization

Evaluation report must highlight effectiveness of the training programme content,
performance of the trainers, the perceptions of participants, benefits and the attainment
of the programme objectives. The participant’s evaluation of different elements of
training and a course evaluation form are given below for your comprehension.
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PARTICIPANTS TRAINING EVALUATION FORM
Name …………………………………………. Address……………………………..
Present Position ……………………………….. Place ……………………………..
Discipline ………………………………………. Date ………………………………
Years in Present Position …………………………………………………………….
a. Physical Facilities (Put a tick mark in appropriate box)
Types

Very Good Satisfactory

Needs
Poor
improvement

No
response

Classrooms
Housing
Food
arrangement
Transportation
Lab
equipment
b. Training Equipment/ Supplies
Types

Very
Good

Satisfactory

Needs
improvement

Poor

No
response

Class
teaching
Equipment
Field equipment
DTP/duplication
Handouts Provided
Video CDs/tapes
c. Training methods
Types

Very Good

Satisfactory

Needs
Poor
improvement

No
response

Lectures
Odisha State Open University
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Discussion
Team reports
Team
planning
Schedule of
Events
Objectives of
Trainers
Participation
of Trainees
in
Discussion
Field
Exercises
d. Quality of Subject or Discipline Training (Please include subjects/ topics that
are taught) For example
Types

Very Good Satisfactory

Needs
Poor
improvement

No
response

Needs
Poor
improvement

No
response

Demographic
Studies
Statistical
Methods
Environmental
Studies
Economics of
Farm
Operations
Extension and
Rural
Sociology
e. Quality of Training
Types

Very Good Satisfactory

Learning
field method
Focus on
Odisha State Open University
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understanding
of other
disciplines
Team
building
Lectures
Field studies
f. Attitudes of Trainers
Types

Very Good Satisfactory

Needs
Poor
improvement

No
response

Towards
trainees
Towards other
disciplines
Participation
of trainees in
discussion
Listening to
views of
trainees
Flexibility in
modifying
format and
activities
Understanding
of trainees’
needs
Understanding
of focused
areas
Ability to
communicate
Flexibility
Interest in
subject matter
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g. Relevance
Types

Very Good

Satisfactory

Needs
Poor
improvement

No
response

To present
job
To
professional
development
To my
interest and
felt needs
h. Would you like to recommend this programme?
Types

Yes

No

Undecided

Other officers with a
similar position as
yours
Other persons
working in the
Dept./ Unit/
Organization
i. Write a paragraph on how this training has been useful to you?
j. Suggest specific ways for the improvement of the programmes.
SAMPLE COURSE EVALUATION FORM
Course Name ……………………………………….. Date …………………………….
Types
Course/ Duration

Comments
............ Too long
............ Ok
............ Too short

Subject coverage

............ Excellent
............ Ok
............ Inadequate

Value of subject matter to my job
Odisha State Open University
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............ Average
............ Not valuable
Participant involvement

............ High
............ Ok
............ Too little

Number of exercises

............ Many
............ Ok
............ Too few

Trainer knowledge of the subject

............Excellent
............ Adequate
............ Poor

Enthusiasm

............ Excellent
............ Adequate
............ Poor

Organization of material

............ Excellent
............ Adequate
............Poor

In this section, you went through the types and process of training evaluation. Now
answer the questions given in Check your Progress 2.
1. Why is benchmark evaluation significant?
……………………………………………………………………………………………
……………………………………………………………………………………………
……………………………………………………………………………………………
……………………………………………………………………………………………

1.8 Statistical Tools for Evaluation of Training
If the coordinator of the training programme is not good in statistics, he may take the
assistance of a statistician for the evaluation of a training programme.
For example, it is essential to run a paired T test or Wilcoxon test to find out the
difference in changes taken place as a result of the training programme. This requires
the pre and post training data. The evaluator may not be good at designing the research
instrument, administering and analysis of it. The coordinator may not be knowing how
to run the test using statistical software to conduct requisite test. Depending upon how
complex the research design is, how much data required, or what the organizational
Odisha State Open University
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requirements are, the statistical analysis may be done and stored on a standard
spreadsheet application or relational database.
It is significant to code data, run descriptive statistics (such as mean, median, mode,
frequency, range, variance, standard deviation and standard error. Lesser the error,
better the result. Sometimes, advance statistical analysis like correlation, regression, T
test may be required. In order to run these tests, certain assumptions like sample size,
research design and data nature are significant. Else result will be inaccurate.
In this session, you went through various statistical tools being used for evaluation of
the training programme. Now answer the following question given in Check Your
Progress 3.

1.9 Summery
To sum up, the training evaluation process provide pertinent and useful information to
multiple stakeholder groups. By designing an effective training evaluation process, an
organization can collect the information essential for improvement both training
program delivery as well as business performance, creating opportunities for
continuous organizational improvement.
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1.11 Check Your Progress
Note: a) Write your answer in about 50 words.
b) Check your answer with possible answers given at the end of the unit.
1) What is training evaluation? Explain three primary uses of evaluation of training.
2) Highlight the principles necessary for evaluation of training
3) What are the statistical tools used in evaluation of training programme?

Possible Answers
1. Training evaluation refers to the process of examining the effectiveness of the
training program in terms of the benefits to the trainees and the organization or
company. Evaluation is a continuous process rather than a one-time activity.
The three primary uses of evaluation of training are: a) to judge merit or worth, b)
improve programmes, and c) generate knowledge.
2. The criteria necessary for evaluation of training are: a) Clarity, b) Objectivity,
Reliability, c) Evaluation design and methodology d) Evaluation design to be
custom-made e) Process and not the end product.
3. The learner’s skills and knowledge are assessed at the beginning of the training
program and termed as entry test. The purpose of this evaluation is to determine the
level of knowledge
4. Knowledge and skills of the trainees before the training. This will help in making
the trainees aware of their state of knowledge and areas where they are lacking,
guide the trainers in planning the training program and evaluating the gain made
and sensitizes participants to key concepts. It also helps the trainer to focus on
objectives. And finally, it serves as a benchmark for the final test.
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5. Simple calculations that are most useful and can be easily computed in a
spreadsheet application include: Frequency, Percentage, Mean, Mode, Median,
Range, Variance, Standard deviation. Sometimes, advanced spread sheets to
calculate t-tests, correlations, regressions, etc can also be used.
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Unit-2
Training Evaluation Models and Audit
Structure :
2.1. Introduction
2.2. Model 1: Kirkpatrick’ S Evaluation Model
2.3. Model 2: Kaufman’s Five Levels of Evaluation of Training Impact
2.4. Model 3: Ciro’s Four Levels of Evaluation of Training Impact
2.5. Model 4: Philip’s Five Level Roi Framework To

2.6. Guideline For Calculating Roi of Training Programme
2.7. Training Audit
2.7.1. Objectives of Training Audit
2.7.2. Functions of Training Audit
2.7.3. Criteria For Setting Standards For Training Audit
2.7.4. Levels of Training Audit
2.7.5. Benefits of Training Audit
2.7.6. Checklist For Training Audit
2.8 Summery
2.9 References

2.1. Introduction
In the last unit, we discuss about two types of training evaluation such as formative and
summative evaluation. We also discussed about training evaluation process. In this unit,
we will discuss about various types of training evaluation model.

2.2. Model 1: Kirkpatrick’ s Evaluation Model
Donald Kirkpatrick developed a foul level training evaluation model in 1959
which has been frequently used by training professional. This model was
further redefined and updated by Kirkpatrick in 1998 in his book titled
‘Evaluating Training Programme: The Four Levels.’
The four levels offer a series of steps to assess training programs and are now preferred
and used as an industry standard in human capital management. Each level is
significant and has bearing on the next level. As one moves from one level to next
level, the process becomes more complex and time consuming, but becomes more
pertinent and offer valuable information.
Table 2.1: Kirkpatrick’s four Levels of Evaluation of Training Impact
Levels
a. Reaction of
Trainees
b. Learning
c. Behavior
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d. Results


Extent of behavior and capability
improvement and implementation/
application
The effects on the business or
environment resulting from the trainers’
performance

Source: Janakiram B (2007). Training and Development, P.248
All these measures are recommended for full and meaningful evaluation of learning in
organizations, although their application broadly increases in complexity and cost,
through the levels from level 1 to 4. The various levels of evaluation as envisaged by
Kirkpatrick evaluation model are presented below:
Level 1: Evaluation at this stage assesses how the trainees responds or reacts soon after
the training program is over. It is noticed that a favorable and positive response from
key personnel in the group impacts the future of a program. In fact, a less favorable
response impacts the motivation of the trainees. A negative response or reaction could
largely minimize the scope of organizing further training programs. This evaluation is
made to understand attitude and opinion of the trainees about several aspects of the
training such as boarding, lodging, timetable, trainees’ behaviour, classroom course
content, etc.
Level 2: At this level, a simple standardized questionnaire about training is
administered before and after the programs as a part of the evaluation process. This
helps in assessing the degree of improvement/ change in knowledge, skills and attitude
of trainees as a result of training.
Level 3: In this phase, the evaluation is done to know the extent to which the trainees
applied the learning and changed their behaviour. Generally, this type of evaluation is
done after 3 to 4 months, to assess the performance of the trainees.
Level 4: at this level, the final impact results are taken into consideration. The results
can be in the form of increased production, improved quality, decreased costs,
increased sales, reduced turnover, and higher profits. It is the acid test.
The Kirkpatrick model is given in a tabular form below.
Table 2.2: Kirkpatrick Model
Level Evaluation
type (what
is
measured)
Reaction
1

Evaluation
description and
characteristic

Examples of
evaluation tools
and methods

Relevance
and
practicability

Reaction
evaluation is how
the delegates felt
about the training
or learning
experience.

‘Happy sheets’,
feedback forms.
Verbal reaction,
post-training
surveys or
questionnaires.

Quick and very
easy to obtain.
Not expensive to
gather or to
analyze.
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2

Learning

Learning
evaluation is the
measurement of
the increase in
knowledge before and after.

Typically,
assessments or
tests before and
after the training.
Interview or
observation can also
be used.

Relatively simple
to set up; clearcut for
quantifiable
skills.
Less easy for
complex
learning.

3

Behaviour

Behaviour
evaluation is the
extent of applied
learning back on
the job implementation.

Observation and
interview over time
are required to
assess change,
relevance of
change, and
sustainability of
change.

Measurement of
behaviour
change typically
requires
cooperation and
skill of linemanagers.

4

Results

Results
evaluation is the
effect on the
business or
environment by
the trainee.

Measures are
already in place via
normal management
systems and
reporting - the
challenge is to
relate to the trainee.

Individually
not difficult;
unlike whole
organization.
Process must
attribute clear
accountabilities.

Source: http://www.businessballs.com/kirckpatricklearningevaluationmodel.htm

2.3. Model 2: Kaufman’s Five Levels of Evaluation of Training
Impact
Researchers recognizing the limitations of Kirkpatrick’s four levels approach, attempted
to change and added another level to this basis model, addressing societal issues. At
level 1, the factors of the concept of enabling addresses the availability of various
resource inputs indispensable for successful programme. At level 5, the evaluation of
societal and client responsiveness and consequent pay off. This moves evaluation
beyond the organization and examines the extent to which the performance
improvement programme has enhanced society and the environment surrounding the
organization.
Table 2.3: 5 Levels for Evaluation of Interventions for Training Impact
Level
Evaluation Focus
5. Societal Outcome
Societal and Client Responsiveness,
consequences and pay offs.
4. Organizational Output
Organizational contributions and pay offs
3. Application
Individual and Small group (products)
utilization within organization
2. Acquisition
Individual and small group mastery and
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1a. Enabling
1b. Reaction

competency
Methods, means and process acceptability
and efficiency
Availability and quality of human,
financial and physical resources input

Source: Sahu, R.K. (2006). Training for Development, Ed. 1, p. 321.

2.4. Model 3: Ciro’s Four Levels of Evaluation of Training Impact
CIRO model is a unique model offered by Warr, Bird and Racham. There are four
general types evaluation, described in this approach. They are:
 Context Evaluation
 Input Evaluation
 Reaction Evaluation
 Outcome Evaluation
The context evaluation involved collecting and using information about the current
operational context in order to determine the gap that training might assist to bridge.
During context evaluation, three kinds of objectives like primary, intermediate and
ultimate objectives may be evaluated.
In the primary objective, new knowledge, skills and attitudes that are to be acquired by
the trainees are evaluated. In the intermediate objective, deep changes in the trainees’
work behavior that will be essential for achieving the ultimate objective are evaluated.
In ultimate objective, the deficiency in the organization, that the programmes want to do
away with or overcome is evaluated.
Input evaluation involves collecting and using information about possible training
resources in order to select between alternative ‘inputs’ to training. This type of
evaluation involves analyzing the resources available and determining how they can be
deployed in such a way that there is maximum possibility of achieving the desired
objectives.
Reaction evaluation involves collecting and using information about trainees expressed,
current or subsequent reaction in order to improve training. the participants views may
be extremely useful if collected and used systematically and objectively.
Outcome evaluation involves collecting and using information about the outcomes of
training in order to improve subsequent training. there are four stages that form outcome
evaluation.
i. Defining trained objectives
ii. Selecting or constructing some measures of those objectives.
iii. Making the measurement at the appropriate time.
iv. Assessing the results and using them to improve later programmes.
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2.5. Model 4: Philip’s Five Level Roi Framework to Evaluation
Training Impact
The Return on Investment (ROI) model is based on the Kirkpatrick’s evaluation model.
Philips added an additional step of ROI, which provides a monetary valuation of the
training impact.
Table 2.4: Philips’ Five Level of ROI Framework
Levels
Brief Description
a. Reaction and planned action  Measure participant’s reaction to the
programme and outlines specific plans for
b. Learning
implementation
 Measure skills, knowledge and attitude changes
 Measure change in behavior on the job and
c. Job Application
specific application of the training materials
 Measure business impact of the programmes.
d. Business Result
 Measure the monetary value of the results and
costs for the programmes, usually expressed as
e. Return on Investment
a percentage.
ROI is a traditional financial measure based on historic data. ROI is backward looking
metric that yields no insights into how to improve business results in the future.
In educational institutions, ROI has been used primarily for self- justification rather than
continuous improvement.
The ROI method converts qualitative issues into quantitative measures and uses a
conservative approach to the estimation of the figures. There are given a monetary
value, so the benefit can be reasonably assessed. Philips (2002) maintains that it is
normally only calculated for the first year, because if the benefits are not quickly
realized, then it is unlikely that they never will.
In the presentation of results, not all intangible should be included in the figures,
because they may undermine the credibility of the more accurate ones. Instead, Philips
recommends that these are listed separately. They include, for example, reduces stress,
image of the organization and absenteeism.
Figure 2.1: Philips’ model for determining ROI in Human Resource Development

Source: Philips (1997), p.25
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There are five steps to determine ROI of training programme. These are listed as
follows:
a. Measure the initial reaction to the training: This is the first and most basic level,
usually involving a post- training survey, assessing the quality of the class. The
employees are asked if the material was easy to follow, if the instrument was
familiar with the subject matter and if the facility was conducive to learning.
b. Analyse the learning: There are several ways to do this such as testing,
simulation and instructor evaluations. What matters most is finding out if the
employees absorbed the class content. These first two steps are early indicators.
Without positive feedback and good marks on the testing a positive a ROI is
unlikely.
c. Analyze these skills gained over the long- term: The goal of this step is to assess
whether on- the-job behavior changed after the training. this data should be
collected over a longer period. During this phase, data is also collected on how
participants have used their new skills.
Philips says this skill analysis can yield valuable data on what worked- and what
did not- in a training programme. “Level 3 is sum of the most valuable data you
have,” says Philips. “If they not using the skills, we worked to find out why.
And there we may see this connects with the environment, lack of support, may
be the wrong skills; it might not be what is needed at this time.”
d. Measure the Business Impact: This step of the ROI calculation determines
monetary value of measured change.
e. Analyze the actual ROI: This phase is just another way to express the business
impact, this time considering the programmer’s cost.
The ROI is calculated using the programmed benefits and costs. The cost/
benefit ratio (CBR) is the programme benefits divided by cost. In formula form
it is,
Programme Benefits
CBR=
Programme Cost
The ROI uses the net benefits divided by programme cost. The Net Benefits are the
programme benefits minus the cost. In formula form, the ROI becomes:
Net Programme benefits
ROI (%) =
* 100
Programme costs
This is the same basic formula used in evaluating other investment in which the ROI is
traditionally reported as earnings divided by investment. The ROI from some training
programmes is high. In sales training supervisory training and managerial training, the
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ROI can be quite higher while the ROI value for technical and operator training may be
lower.
To calculate monetary ROI, identify the total financial benefit, your organization draws
from a learning programme and then subtract from that the total investment made to
develop, produce and deliver that programme. Though it’s difficult to measure all the
costs associated with the programme and even harder to isolate the financial benefit
from the programme, I find this exercise worth completing occasionally so that you can
assess the types of statistics you are tracking and if they are the right ones to measure.
Total benefits- Total costs
ROI=
* 100
Total costs
Total benefits include money saved by the organization, money made and anything that
adds directly or indirectly to the bottom line.
Total costs include the obvious and the not so- obvious, development cost, learners’
time away from doing something else, overhead of education department, physical
material, etc. (for instructor-led training, this also includes programme materials, meals
/ refreshments, facilities, cost of coordination and cost of job coverage during training.
For example, if the training cost Rs. 4,50,000 while yielding Rs. 4,53,000 in benefits.
To find the ROI, we take the benefits and subtract the total cost, and then divide the
results by the total cost. Multiplying this number by 100 yields the ROI percentage. In
this case the ROI is 67%, or, to put it in another way for every rupee spent, the company
got a return of 1 rupee and 6 paisa.

2.6. Guideline for Calculating Roi of Training Programme
The followings are the guidelines for calculating ROI for a training programme
conducted in an organization.
a. A control group could be used, if possible.
b. For the desired results to be achieved, enough time is to be allowed.
c. The direct cost of the training programme is to be ascertained.
d. The productivity or the performance before the training programme is to be
measured.
e. The productivity or the performance after the training programme is to be
measured.
f. The productivity or the performance increase is to be measured.
g. The increase is then calculated into rupee value benefits.
h. From a rupee value benefit, cost of training is subtracted.
i. Then the ROI is calculated.
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If measurements are not taken at its level, it is difficult to conclude that the results
achieved were caused by the training programme. Because of this, it is recommended
that evaluation be conducted at all levels when a level- 5 evaluation is planned.

2.7. Training Audit
Training audit like any other audit is a diagnostic tool and not a prescriptive instrument.
It assists us to identify what is missing or what needs improvement, but it does not tell
us the course of actions which needs to be taken.
Training audit becomes useful when an organisation is ready to act on a finding of the
audit and is ready to evolve its human resource functions to a level where it can endorse
the organisation to achieve its full potential.
Training audit can be a part of a larger audit covered by the HR audit, which deals with
every aspect of the HR functions like Human Resource Information System (HRIS),
recruitment, documentation, compensation and benefits, performance management,
termination and transmission and legal issues.
The training audit is an independent review of selected training activity within your
company. The scope of the training audit can range from a focused review of course
development procedures, instructional techniques or On-the- Job (OJT) training
activities to a thorough investigation of all the separate training activities with an
organisation. The audit may involve:
a.
b.
c.
d.
e.

Technical training
OJT training and management
Sales, management, quality and other training activities
New hire and supervisory training
Manufacturing training

Audit of training is a systematic monitoring of both output and progress of training in
order to determine whether they comply with plant objectives and the plan is
implemented effectively to agreed standards. Setting standards, auditing, networking of
trainers is the quality improvement system in training.

2.7.1. Objectives of Training Audit
The objectives of training audit are as follows:
a. Establishment of standard for each training activity.
b. Regular assessment of actual training process against the standards.

2.7.2. Functions of Training Audit
Training audits serve the following functions:
a. The training audit can be used to assess the health of the training activities.
b. It is performed to assess the degree to which the training needs of the company
are met and to draw specific action plan for improvement.
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c. The training audit may serve as a catalyst for review and discussion among the
trainers while evaluating their activities.
d. The audit may also serve the function of blueprint for management action.

2.7.3. Criteria for Setting Standards for Training Audit
A documented training standard is used for auditing each training activity. The
following criteria will be incorporated in the training standard:
a. The validity and relevance of training needs.
b. The method for identifying the trainees.
c. Training design.
d. Design of Assessment.
e. Infrastructure facilities, availability and preparedness
f. Level of preparedness of the resource persons
g. Implementation of training.
h. Measurement of output.
i. Workplace reinforcement
j. Monitoring and control.
Foregoing standards need not be the lowest factor, but the highest factor which can be
achieved for training and organisational effectiveness.

2.7.4. Levels of Training Audit
There are three levels of training audit. They are:
a. Programme level
b. Department level and
c. Organizational level
The process of auditing the training system involves a detailed examination of a training
programme to see if every stage of its design, implementation and validation has been
carried out properly.
The department audit assesses the professional competence of the training function to
transfer the learning effectively. The prime focus of the audit at this level is on how the
training function manages people, systems and routines associated with the training.
Besides being efficient the training function would be effective and contributing to the
organisational overall objectives, plans and strategies. Top management involvement is
required in setting the training agenda, assessing and managing the performance and
contribution of training function. Training function should be performed in an open
system taking inputs from both internal and external environment. It should be
responsive to and influencing the requisite organisation changes. At the level of audit,
top management support, organisational objectives and plans and the reflection in the
training plans, image the training function, contribution of training function etc. are
covered.
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2.7.5. Benefits of Training Audit
Training audit offers the following benefits:
a. Continuous improvement of effectiveness of training is ensured.
b. The training function is linked well with the organizational objectives and the
needs of the employees.
c. As functional level audit enquires the level of preparedness of the resource
persons, it paves the way for development of professional expertise.
d. As audit requires documentation at every stage it facilitates preparation of
procedure manuals and trainer manuals.
e. Training audit not only benefits the training programme and function but shows
the direction for the overall organizational effectiveness.

2.7.6. Checklist for Training Audit
The Training Audit Checklist- based on the Training System
a. Environmental Interface
 Do you regularly ‘scan’ the external environment of your organization?
 Are you familiar with the main trends within your environment?
 Have you conducted a PEST analysis (a political, economic, social and
technological) of the external environment?
 Are there any training implications from PEST analysis?
 What is your industry ‘norms’ on training? for example, number of
apprenticeships etc.
 Are there any urgent priorities emerging from your environment? For examplequality standard/ ISO 9000-1500 etc.
 Will propose organizational changes impact on your environment?


Do you have a corporate plan and a human resource plan?

 Are the training plan/ priorities related to business/ organizational need?
How does the corporate plan/ HR plan impact on training priories? For exampleproduct launch etc.
b. Training Need


Is there a people problem?



Is there a task or performance problem?




Is it training? Have you looked at alternatives? For example- money, selection,
etc.
Have you conducted a need analysis?

 Is the analysis pitched at the right level of ‘intervention’? (i.e., department,
individual, etc.)
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What techniques are you using to analyze the need?



Are they consistent with the level of intervention?



Is the method: a. (acceptable to potential trainees?); b. (sound)



Have you drawn up a plan for campaign with priorities?



Can you cost the training?



Outline the benefits that you expect.



Can you cost these benefits?

c. Management


Have you received commitment from the top?



If not, what strategy are you adopting? For example- sales, politics etc.



Do you have an adequate budget?



Is there a training plan, policy or guideline?



Who does what?



What is your training role?



Are you clear about the role?



Have you been trained in this role?



Have you read the relevant section of this book on your role?

d. Learning


Have you determined the learners’ styles?



Have you adopted the event/ programme to these styles?

 Have you considered the background of the ‘audience’? for example- age,
maturity, experience, prior knowledge, etc.


What is their level of past training?



Are the trainers competent at presentation and delivery?

 Have the trainers (line and staff) considered their own approach to learning and
styles of learning?


Where does their real competence/ experience lie?



Are they facilitators or lecturers?



Are the main learning characteristics known?



Are these characteristics accepted by trainees and ‘tutors?



Are these characteristics in- built to the design of the event?



Can they be used for evaluation purposes?

e. Design


Does the design relate to the needs?



Are there specific objectives? If not, create them.
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Can you classify your objectives into behavioral terms?



Can you quantify them?



What methods are you using?



Do you relate design to level/ degree of students/ trainees’ participation?



Is practice critical?



Is knowledge and understanding foremost?



Can you classify your design activities into learning characteristics/ ‘principles’?



Are the over objectives feasible?



Is the design method related to need?



Have you used a systematic procedure/ process of training?

f. Implementation
 How does the implementation plan relate to organizational/ departmental
priorities?


Do you have policy statement that can act as key guidelines?



Do you have a dynamic plan covering who, why, where etc. of training?



Have you met both internal and external pressures/ needs?

 Can you mobilize the promised resources (physical/ financial/ financial
personnel?


Do you have experienced line and staff trainers?



Do you need external assistance?



What tasks can best be handed on the job?

 Do you have coherent implementation programmes for both on-the-job and offthe- job training?


What are the key priorities for the next twelve months that have to be met?

g. Evaluation


Do you have ‘feedback loop’ in-built in the whole training system?



Do you conduct validation?



Can your clear behavioral objectives be measured?



Have you qualitatively measured to gauge trainees’ reactions?



What criteria did you used?



Have you attempted a cost- benefit analysis?



Have you used this checklist to help you audit your training ‘in its own terms?

2.8 Summery
The purpose of training evaluation is to find out whether the desired results for which
training is organised are accomplished or not? There are several models being used for
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evaluation of training programme. Kirkpatrick model is frequently used for evaluation
of an impact.
Training audit like any other audit is a diagnostic tool and not a prescriptive instrument.
It assists us to identify what is missing or what needs improvement, but it does not tell
us the course of actions which needs to be taken. Training audit becomes useful when
an organisation is ready to act on a finding of the audit and is ready to evolve its human
resource functions to a level where it can endorse the organisation to achieve its full
potential.
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Check Your Progress
Note: a) Write your answer in about 100 words.
b) Check your answer with possible answers given at the end of the unit.
1. Write four levels as explained in Kirkpatrick training evaluation model
2. Compare Kirkpatrick model with Kaufman model of training evaluation
3. Write 4 guidelines for calculation ROI of training programme.
4. Write significance of Training audit.
5. Write four benefits of training audit.
6. Explain four criteria for setting standards for training audit.
ANSWERS
1. According to Kirkpatrick, there are four levels of evaluation of training impact
which are mentioned below:
Levels
e. Reaction of Trainees
f. Learning
g. Behavior
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h. Results

 The effects on the business or environment
resulting from the trainers’ performance

2. Researchers recognizing the limitations of Kirkpatrick’s four levels approach,
attempted to change and added another level to this basis model, addressing societal
issues. At level 1, the factors of the concept of enabling addresses the availability of
various resource inputs indispensable for successful programme. At level 5, the
evaluation of societal and client responsiveness and consequent pay off. This moves
evaluation beyond the organization and examines the extent to which the
performance improvement programme has enhanced society and the environment
surrounding the organization.
3. Four effective guidelines for calculating ROI training programme are:
 The direct cost of the training programme is to be ascertained.
 The productivity or the performance before the training programme is to be
measured.
 The productivity or the performance after the training programme is to be
measured.
 The productivity or the performance increase is to be measured.
4. Training audit like any other audit is a diagnostic tool and not a prescriptive
instrument. It assists us to identify what is missing or what needs improvement,
but it does not tell us the course of actions which needs to be taken.
Training audit becomes useful when an organisation is ready to act on a finding of the
audit and is ready to evolve its human resource functions to a level where it can
endorse the organisation to achieve its full potential.
5. Training audit offers the following benefits:
f. Continuous improvement of effectiveness of training is ensured.
g. The training function is linked well with the organizational objectives and the
needs of the employees.
h. As functional level audit enquires the level of preparedness of the resource
persons, it paves the way for development of professional expertise.
i. As audit requires documentation at every stage it facilitates preparation of
procedure manuals and trainer manuals.
6. A documented training standard is used for auditing each training activity. The
following criteria will be incorporated in the training standard:
-

The validity and relevance of training needs.
The method for identifying the trainees.
Training design.
Design of Assessment.
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Unit-3
Impact Assessment of Training
Structure :
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3.7 Summery
3.8 Reference For Further Readings

3.0 Learning Objectives
After studying this unit, you should be able to






Explain the meaning and concept of impact assessment
Plan training impact assessment
Describe the various levels of assessment
Identify and/or develop various indicators of impact assessment
Identify how to measure the impact of training

3.1. Introduction
When the organizational operations are impacted by VUCA trends (volatility,
uncertainties, complexities and ambiguity), continuous upgradation of human resources
through training and capacity building is paramount. These programmes enhance and
add values to business when these are developed in alignment with the requirements of
organizational objectives.
How do you measure the impact? It is obvious that an impact assessment or the training
evaluation is requisite.
Training Impact Assessment (TIA) is a tool that collects and organizes information to
assess the impact of training on business.
Such information provides inferences for taking decision on what is required to be
performed in the work place to enhance the impact of the training programmes on dayto-day work behavior and employees’ attitude.
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The assessment process uses personal interviews and questionnaires to determine
whether training has produced a desired effect.
In the previous unit we discuss some training models and audit. In this unit we will learn
the meaning and concept of impact assessment and the parameters or indicators of
training impact.

3.2. Impact Assessment: Need and Concepts
Training impact assessment measures the extent to which the learning process has made
an improvement in the targeted areas. These areas may include development in
production process, targeted groups/ beneficiaries of an intervention project. It is
essential to compare the pre and post intervention scenarios to reach at a conclusion
whether development has taken place due to training interventions or not. Impact
assessment involves cause- effect analysis. Before discussing impact assessment, it is
essential to understand some frequently used concepts related to impact assessment.
Evaluation involves an analysis of cause and effect in order to identify impacts that can
be traced back to the training interventions.
Before discussing impact assessment, let us learn some of the concepts related to impact
assessment. These concepts follow.
a. Benchmark
A benchmark is a point of real reference for measuring change in performance vis-à-vis
agreed targets. Benchmark requires that we identify the relevant indicators against
which we want to assess progress. Because progress is a subjective concept - it depends
on what direction we want to move in - it is important to ensure that such indicators are
relevant to all stakeholders or participants in the exercise.
b. Inputs
An input is a contribution to a development intervention such as a project, programme
or policy etc. which is intended to steer the process of this intervention towards a
specified goal. Inputs can be human resource, physical and/or monetary resources,
material and non-material resources, physical resources etc.
c. Outputs
Outputs are the products or results of specified inputs. For example, a typical output in a
capacity building intervention could be a series of training workshops.
d. Outcomes
Outcomes are the consequences of specified outputs. For example, a typical outcome of
a series of training workshops (a capacity building output) should be that trainees are
familiar with the set of skills that were communicated during these workshops.
e. Impact
An impact is the wider consequence of a given set of actions or processes. Impacts can
be experienced at the organizational or individual level, are often multi-dimensional.
These can be intended or unintended. Attempt can be made to monitor impacts using a
quantitative and qualitative baseline and accompanying indicators.
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f. Impact Assessment
In general, impact assessment comprises of measuring outcomes. More specifically, it is
the measurement of short- or medium-term developmental changes resulting from an
intervention or input.

3.3. Impact Assessment of Training: Meaning, Features and
Benefits
i)

Meaning of Impact Assessment of Training: Training impact assessment is a
process of assessing developmental changes or resultant outcomes consequent upon
a training initiative. According to Stig Kjeldsen, “training impact assessment is
concerned with the impact training can have on job performance and the influence
the assessments can have on strengthening training programmes and services.”
According to one definition “training impact assessment is a tool that gathers and
organizes information so that sound conclusions can be drawn and decisions can be
made about what needs to be done in the workplace to enhance the impact of
training on day- to- day work behaviours and attitude.”

ii) Features of Impact Assessment of Trainings: The features of impact assessment
are mentioned below:
 Impact assessment takes longer duration and costs a lot of money. Its focus is
to measure the degree to which objectives are accomplished.


Impacts arises from an accumulation of outcomes.



Impact assessment consumes longer duration than outcome evaluation.



The focus is on changes taken place in key indicators which are used to
measure the levels of problem occurrence.



Impact assessment answers the question like “How did the training assist to
handle the issue, or affect the problem, as a result of the learning process?”



Impact assessment attempts to measure whether or not training has affected
the initial problem identified.



Findings are used as inputs in programme development and fund raising for
training delivery programmes.



Training might not be wholly responsible for achieving the target or bringing
about the desired change.

iii) Benefits of Impact Assessment of Trainings: Some of the benefits of impact
assessment on training include:


It provides indicators of knowledge, skills and attitude developed from the
training sessions to the workplace.



It provides important information which assists to identify positive outcomes
of training programmes the workplace.
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It betters training design and delivery.



It implements workplace practices that can enhance the training impact.

3.4. Indicators for Training Impact Assessment
An indicator is a measure used to demonstrate changes in a situation or the progress in,
or results of a project or an activity or a programme. In other words, Indicators
 are measures used to demonstrate changes over certain duration of time.
 are point to the results
 are necessary instruments for monitoring and evaluation.
In general, an indicator is a measure. It can be the output (Total Output in Tons), or, the
cost per unit of production etc. There are different types of indicators which are
discussed below:
a. Direct indicators correspond precisely to results at any performance level. For
instance, a training programme may be organized to enhance irrigation efficiency
through an effective canal operation plan. In the present case, the no. of field
engineers or farmers or farmers leaders who received techniques from the training
programme are the direct measures of output; the no. of irrigation projects in which
such canal operation plans are implemented is a direct measure of training
intervention outcome; and an increase in efficiency confirmed in so many (number
or per cent) irrigation projects is a direct measure of training intervention impact.
b. Indirect or “proxy” indicators are used to measuring change or results where
direct measures are not possible. Some objectives, particularly impact objectives
are tough to monitor. In such cases, indirect or proxy indicators helps to measure
the impact. Assessing behavioural change, quality of governance, living conditions
etc. which are qualitative in nature are difficult to assess through direct indicators.
c. The use of an indirect indicators can be more cost effective than the use of a direct
indicators. Indirect indicators are typical management tools. Sometimes, assessing
training impact through direct indicators or indirect indicators is difficult.
Therefore, researchers recommend using both direct and indirect indicators for
assessing training impact. But the evaluators should be very much careful and
sensitive to develop such indicators.
d. Quantitative indicators are expressed on a percentage or share basis, or, in terms
of rate of change or ratio. For example, population growth, reduction in infant
mortality and maternal mortality are quantitative indicators of health.
e. Qualitative indicators comprise of peoples ‘perceptions, opinion or judgement on
a subject. For example: the number or, per cent of people adopted farm
mechanization in a village after receiving training, is a quantitative indicator. The
confidence that people have in farm machinery as instruments of economic
improvement is a qualitative indicator. Note that quality of life indicators, such as
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those that measure changes in a community programme on health, education, or
employment, are often confused with qualitative indicators, as they both refer to
quality. In fact, either qualitative or quantitative indicators can measure health,
education, or any other subject.
f. Result chain: The result chain gives the hierarchy of indicators affected by an
intervention. An example of hierarchy of indicators for a health education
campaign is mentioned in the table below:
Table 3.1: Hierarchy of Indicators for a Health Education Campaign
Definitions of Indicators and Result Chains

Example of hierarchy of
indicators for a health
education campaign

Impact indicators: Long-term results

Reduction in morbidity and
mortality.

Measure quality and quantity of long- term
results generated by programme outputs (e.g.,
measurable change in quality of life, reduced
incidence of diseases, increased income for
women, reduced mortality).
Outcome indicators: Medium-term results
Measure the intermediate results generated by
programme outputs. They often correspond to any
change in people’s behaviour as a result of
programme, e.g., training intervention for the use
of septic latrine through water and sanitation
programme in rural area.
Output indicators: Short-term results
Measure the quantity, quality, and timeliness of
the programme— goods or services — that are
the result of a training/ awareness campaign/
activity/ project/ programme.
Process indicators:
Measure the progress of activities in a
programme/project and the way these are carried
out (for example, referring to the degree of
participation).
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Proportion of target population
that meets prescribed
standards of behaviour.
Number of people whose
behaviour changed.

Number of people whose
opinions change.
Number of people who learn
the facts.
Number who acquired the skill
of vaccination within the
specified training period.
Number of people amongst the
participants who do not know
how to administer a vaccine
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Input indicators:
Measure the quantity, quality, and timeliness of
resources — human, financial material, and
technological, and information — provided for a
training intervention activity/ project/programme.

Percentage of participants felt
the training has increased their
required skill.
Number of participants who
have undergone training

The results chain is the expected sequence of results to achieve the desired training
programme objectives, beginning with inputs, moving through activities and outputs,
and culminating in outcomes, impacts and follow-up. It is generally just a reference for
developing performance indicators, as it is obviously a simplification of reality. In
practice, it is, sometimes, difficult to distinguish between a programme’s outputs and
outcomes, or between outcomes and impacts. An outcome indicator for a small project
may represent an output for a larger programme. In addition, there are often multiple
intermediate results, both for outputs and outcomes.
Impact and outcome indicators must be defined and interpreted with care.
Demonstrating that a training programme or a project caused a particular impact is
usually difficult since many factors outside the project, influence the results.
In this section, you studied the meaning and concept of impact assessment, and different
types of its indicators. Now answer the questions given in Check Your Progress 1.

3.5. Process of Training Impact Assessment
For an evaluator, it is significant to know what, when, and how to evaluate, based on the
objectives, available resources, and training or capacity building strategy. It is necessary
to define possible outcomes that can be assessed precisely in a cost-effective manner.
The potential costs and benefits analysis for obtaining certain evaluation data should be
weighed. After developing evaluation questions and deciding how success will be
measured, an evaluation work plan is necessary to develop that also specifies evaluation
methods. The work plan should designate how and when strategies and outcomes will
be measured and the breakdown of costs for each evaluation method. Some phases of
impact evaluations are mentioned in the table below:
As explained in the previous unit, training evaluation has four phases or levels
accordingly to Kirkpatrick.
Table 3.2: Levels of Training Evaluation
Levels

Descriptions

1

Evaluation at this stage assesses how the trainees reacts soon after the
training programme is completed.

2

It is the stage of learning and confidence. A simple standardized
questionnaire on the subject of training is administered (same test) before
and after the programmes as part of the evaluation process.
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3

In this phase, it is a need to evaluate the extent to which training
programmes has brought about changes in behavior of the trainees within
six to nine months after the training programme is completed.

4

At this level, the final impact or result is assessed. This can be in the form
of increased production, improved quality, decreased costs, reduced
frequency and/or severity of accidents, increased sales, and higher profits.
It would assist if the final objectives of a training program can be stated in
these terms. It can be assessed within 1-3 years after the training
programme is completed. It will verify whether significant improvement
has taken place after 1 year.

5

After Kirkpatricks’ four levels evaluation, a lot of researches were
conducted by several researchers. An important contribution is made by
Dr. Phillips to assess the value/ impact, the training programme has made.
This approach is called the fifth level evaluation and known as Return on
Investment (ROI).

The last three levels such as levels 3, 4 and 5 contribute to impact assessment of
training. According to Phillips Stone and Burkett, only 5-10% of an organization’s
training programmes are assessed at level -5 (as given in figure). Let us discuss these
three levels of training evaluation in the context of planning impact assessment of
training.
Figure 3.1: Levels of Training Programme Evaluation

These three levels of training evaluation are discussed below:
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3.5.1. Planning for Level 3 - Behaviour
Level 3assesses impact of training on job. It addresses the question: “What happens
when trainees leave the classroom and return to their jobs?”. “How much transfer of
knowledge, skill, and attitudes takes place?” In other words, the key question needs to
be addressed: “What change in job behavior of participants occurred as a result of
training?
The guidelines for Level Three follow.


Form a control group, if practical.



Allow time for change of behaviour to occur.



Assess changes taken place both pre and post training.



Evaluate trainees, supervisors, subordinates and others through survey or
interview who notice their behaviour.



Make effort for 100% response.



Repeat the evaluation at appropriate times.

Level three evaluation offers certain benefits:


An indication of the time needed to observe job impact.



An indication of the types of job impacts occurring (i.e., cost, quality, time,
productivity).

3.5.2. Planning for Level 4- Results
Level 4 of Kirkpatricks’ evaluation looks at the business results or development
consequences that accrued because of the training and is “the most important step and
perhaps the most difficult of all.”
The guidelines for Level Four are given below.
 Form a control group if practical.
 Allow adequate time for results to be achieved.
 Measure behavior both before and after the program, if practical.
 Repeat the measurement at appropriate time.
 Evaluate both costs and benefits.
 Obtain evidence if proof not possible.
The advantages to a Level Four evaluation follow.
 Determine bottom line impact of training.
 Tie business or development objectives and goals to training.
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3.5.3. Planning for Level 5 - ROI
Measuring value and ROI for training and learning process has always been significant.
At the same time, organizations also expect that the investment made on training
actually give a return. In other words, success of training projects/programmes is
assessed in terms of financial contribution.
J. Phillips has developed a ROI model which offers four phases of ROI methodology:
i)
ii)
iii)
iv)
i)

Evaluation planning
Data collection
Data analysis
Reporting
Evaluation Planning

Evaluation planning comprises evaluation plans and base line data. Data can best be
used for ROI plan.
During the data collection phase, the organizers have to obtain data on various elements
of training. Generally, two sets of data are obtained:
 Data collected just after training programme is completed and
 After some time, gaps, once the trainees apply their knowledge and skills in
order to understand the impact of training.
During data analysis phase, the data obtained from Phase 2 is processed and analyzed,
the measurement provides results of the training programme.
During reporting, the result of the ROI is brought out in the form of report for wider
circulation on the impact of training programme. Generally, a report starts with
introduction followed by process of training, method of data collection and analysis and
the findings.
Some of the guidelines to be followed are stated below:
 Use a control group, if practical.
 Allow time for results to be achieved.
 Determine the direct costs of the training.
 Assess productivity or performance before the training.
 Assess productivity or performance after the training.
 Assess productivity or performance increase.
 Translate increase in dollar or rupee value benefit.
 Subtract the dollar or rupee value benefit from the cost of training.
 Calculate the ROI.
ROI is about comparing net impact in monetary value to the total programme cost and
expressing the ratio as percentage. ROI is an advanced level of evaluation and relevant if
the assessment of income on investment was examined when dealing with the ‘Results’
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level in Kirkpatrick’s four level evaluation model, the formula used in the calculation of
ROI is as follows:
(total benefit - total costs)
ROI = ————————————— × 100
total costs
Total benefits are money saved by the organization, money made, and anything that
adds directly or indirectly to the bottom line.
Total costs comprise of development costs, learner’s time away from doing something
else, overhead of education department, physical materials, etc. (For instructor-led
training, this includes program materials, meals/refreshments, facilities, cost of
coordination, cost of job coverage during training, overhead of instructors, and any
other cost incurred. Online courses include servers, graphics, web development or CD
production, etc.)
The process of the calculation of ROI includes:
i) Starts with collecting data from organization (including the finance department)
ii) Obtain, in one place, all that factors which are relevant to calculate how much
programme development costs, including indirect fees.
iii) Add up any money gained from the program.
Again, quantifying ROI means accounting for all the costs incurred for the programme.
The costs are of two types:
i) Fixed Costs- independent of the number of participants
ii) Variable Costs- dependent on the number of participants
There are professional organizations who are consulting on ROI calculations. They
assist the implementing organizations in the following ways.
 Quantify the performance improvements.
 Quantify the monetary value benefits.
 Compute investment returns.
 Make informed decisions based on quantified benefits, returns, and percent return
comparisons between learning programs.
The results of the training are measured and compared with its objectives. The results
can be, for example, an increase in production, improvement in quality, decrease in
costs, reduction in frequency and/or severity of events, decrease in costs, and increase in
sales, and higher profits. It would assist if the final objectives of the training program
could be stated in these terms. To assess improvement over the long-term, one may
conduct impact evaluation between one to three years after the training programme is
completed. Moreover, it must be borne in mind that changes cannot always be
specifically identified with the training received.
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3.6. Methods of Training Impact Assessment
There are various methods used to measure training impact. A few of these are presented
below:

3.6.1. Training Impact Assessment in the Field
Impact assessment of training are measured on the following aspects.
i) Learning retention of the participants (attitudes, knowledge and skills).
ii) Training impact on the participants ‘job performance.
iii) Training impact on organizational effectiveness.
iv) Impact on the market or environment or stakeholder’s competency.

3.6.2. On-the-Job Evaluations
It is significant to follow up participants’ on-the-job performance after the training
programme. It may be time consuming, but its impact can be assessed if learning
takeaway from the training is transferred on the job. On-the- job evaluation can be done
in the following ways:
i. Visit to work site: Training Institutes (TIs) should to develop network or data base
of training participants. Each year, TI staffs can visit participants on invite them to
TIs for discussions to assess the value of the course that they have undergone. They
can organize face-to-face discussion to develop rapport with the participant and
collect pertinent information for future training.
ii. Surveys: Survey can be a useful method to assess training impact. A questionnaire
can be framed and sent to the participants’ organization to obtain data on the training
impact. The questionnaire may broadly outline the following aspects:
 Specifically, how has the training course been useful to you on your work?
 What activities in the training programme have been mostly useful to you?
 What part of the training programme had been irrelevant and need to be
excluded in future?
 What should be included in the training programme?
 Was there adequate focus on practical exercises?
 Was too much time given to theory?
 Would you recommend your colleagues to undergo this training programme? If
not, why not.
 The participant must be assured that the responses will be recorded
confidentially. confidentiality of his response and the option of not signing his
replies.
iii. Meeting with Supervisors: Immediate supervisors can be a pertinent source for
assessing training impact as participants work under their supervisorship. Over and
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above, they can provide some information for estimating additional training needs to
their training. Meetings with the senior officers or supervisors can be organized at
TIs or virtually or separately with the participants. This would be useful where a
critical mass of participants has been trained. For example, conversations with
executive engineers can indicate that they often have a good idea of how useful the
training was for their staff.
iv. Special meetings: TIs may organize an alumni day, once a year. Training
participants may be called on and deliver seminars. This is useful but there is the
possibility that the members may not say much about how courses could be
improved. These special meetings are more costly but can be useful too.
v. Comparison of trained and untrained personnel: The evaluator can also frame
questions pertaining to ability and efficiency levels of trained and untrained
personnel or perform comparisons with a control group.
In this section, we discuss about process, planning and methods of training impact
assessment, Now, answer the following questions provided in Check Your Progress 2.

3.7 Summery
In this unit, we read about the meaning and concept of impact assessment. We also
discussed the types of indicators to be used for impact assessment of training. Besides
these, two important aspects, the planning of impact assessment, and the methods of
training impact evaluation, have been dealt with in detail, in this unit. These will enable
a reader to conduct training impact evaluation of any training programme.
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Module 2.3.1.

3.9 Check Your Progress- Possible Answers
Note: a) Write your answer in about 50 words.
b) Check your answer with possible answers given at the end of the unit.
1) What do you mean by benchmark?
2) What is an indicator? Write the name of indicators that are used for training impact
assessment?
3) What are the characteristics for select indicators for impact assessment of training?
4) What are the various techniques of job evaluation in impact assessment of training?

Possible Answers
1. Benchmark is a point of real reference for measuring change in performance vis- àvis agreed targets. It is intended to indicate where one is at a given point in a
process so that change can be measured, and progress evaluated at later stages.
Defining a benchmark requires that we identify the relevant indicators against
which we want to assess progress.
2. Indicator is a measure that is used to demonstrate change in a situation, or the
progress in, or results of an activity, project, or programme. Different types of
indicators are a) Direct indicators b) Indirect or “proxy” indicators c) Quantitative
indicators d) Qualitative indicators e) Performance indicators f) Result chain
indicators.
3. There are various criteria for selecting indicators for impact assessment of training.
The desired properties of indicators will depend very much on the approach
adopted, and on the nature of the project. Popular code to remember the
characteristics of good indicators is SMART: S-Specific, M-Measurable, AAttainable, R-Relevant and T-Time bound.
4. There are various techniques of job evaluation methods, like: a) visit to work sites,
b) surveys, c) meeting with supervisor, d) special meetings, and, e) comparison of
personnel with training and without training.
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ANNEXURE I
EVALUATION FORM FOR PARTICIPANTS
Name of the Course……………………………………………………..
Duration ……………………..
Sl.

Description

Rating

No
A

Objectives

1

Learned new ideas that would
help me in my Job

2

Gained an up‐dated matter
knowledge on the Subject

3

Helped me in solving some field
problems

4

Broadened my contacts with fellow
officers

5

Very Much

To Some
Extent

Not At All

To Some
Extent

Not At All

Learned much through exchange

6

Helped me perform my work more
effectively

B

Subject matter

1

Practical

2

Provided useful new information

3

Was too general

4

Was too complex

5

Was valuable for practical
application

6

Was too theoretical
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7

Was at an elementary level

8

Related to my needs and interests

C

Please write a paragraph suggesting specific measures for improvement of
this course.
ANNEXURE -II
PARTICIPANTS’ EVALUATION OF TRAINERS

Rating Scale of evaluation of Trainer by Trainees
Poor
S.
N

Item Description

1

Knew his subject matter

2

Presented ideas clearly

3

Provided ample time for questions

4

Related theory to practical situations

5

Used a good variety of training
methods and aids

6

Provided useful handouts

7

Provided clear instructions

8

Listened to participants

9

Showed concern for participant’s
needs

10

Related ideas to my (Participant’s)
job related issues

11

Had enthusiasm

12

Presented all the topics in a proper
sequence
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ANNEXURE III
PARTICIPANTS TRAINING EVALUATION FORM
Name………………………………………..
Address………………………………………..
Designation ………………………………….
Place …………………………………………
Discipline……………………………………..
Date ………………………………………...
Years in Present Position
……………………………………………………………………..
A. Physical Facilities for Training Program (Put a Tick mark in appropriate box)
Types

Very
Good

Satisfactory

Needs
Poor
improvement

No
response

Classrooms
Housing
Food
Arrangement
Transportation
Lab
equipment
B. Training Equipment/ Supplies
Types

Very
Good

Satisfactory

Needs
improvement

Poor No
response

Class teaching
Equipment
Field
equipment
DTP/duplicatio
n
Handouts
Provided
Video
CDs/tapes
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C. Training/ Teaching Methods
Types

Very Good Satisfactory

Needs
Poor
improvement

No
response

Lectures
Discussion
Team
Reports
Team
planning
Schedule
of
Events
Objectives
of Trainers
Participat
ion
of
Trainees
in
Discussion
Field
Exercise
D. Quality of Subject or Discipline Training (Please include subject/ topics that
are taught)
Types

Very
Good

Satisfactory

Needs
Poor
improvement

No
response

Demographic
Studies
Statistical
Methods
Environmental
Studies
Economics
of farm
Operations
Extension
and rural
Sociology
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E. Quality of Training
Types

Very
Good

Satisfactory

Needs
Poor
improvement

No
response

Learning field
Method
Focus
on
understanding
of other
Disciplines
Team building
Lectures
Field studies
F. Attitudes of Trainers
Types

Very
Good

Satisfactory

Needs
Poor
improvement

No
response

Towards trainees
Towards other
disciplines
Participation of
trainees in
Discussion
Listening to
Views of trainees
Flexibility in
modifying
format and
Activities
Understanding of
trainees’
Needs
Understanding of
focused Areas
Ability to
communicate
Flexibility
Interesting
subject
Matter
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G. Relevance of Training
Types

Very
Good

Satisfactory

Needs
improvement

Poor

No
response

To present
job
To
professional
Development
To my
interest and
felt needs
H. Would you recommend this training for others?
Types

Yes No

Undecided

Other officers with a similar position to yours
Other persons working in the
Dept./Unit/Project/Organization
L. Please write one paragraph on how this training has been useful to you.
I.

Suggest specific ways for the improvement of the training.
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