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D r. D h a m o d h a r a n  V. ,  A s s t .  P r o f e s s o r,  I n s t i t u t e

f o r  Te c h n o l o g y  a n d  M a n a g e m e n t ,   ( I T M

B u s i n e s s  S c h o o l ) ,  1 1 / D 1 4 ,  S I P C O T  I T  P a r k ,

F o u r t h  M a i n  R o a d ,   S i r u s e r i ,  P u d u p a k k a m

P o s t ,  R a j i v  G a n d h i  S a l a i ,  C h e n n a i  –  6 0 3  1 0 3 ,

Ta m i l n a d u ,  E m a i l :  v e e _ d h a m u @ y a h o o . c o . i n

P e r f o r m a n c e  M a n a g e m e n t  i s  b e i n g  u s e d  t o  u n d e r s t a n d  t h e  c o m p e t e n c i e s  o f

e m p l o y e e s  i n  t e r m s  o f  t h e i r  k n o w l e d g e  o r  s k i l l s ,  w i t h  r e s p e c t  t o  a  p r o j e c t / w o r k .

T h i s  l e a d s  t o  d e s i g n i n g  s u i t a b l e  t r a i n i n g  p r o g r a m s  i n  o r d e r  t o  r e c t i f y  t h e  d e f i c i e n c i e s

o f  e m p l o y e e s .   S i n c e  t r a i n i n g  p r o g r a m  i s  o n e  o f  t h e  p o w e r f u l  a c t i v i t i e s  o f  t h e

o r g a n i z a t i o n ,  i t  h a s  t o  b e  p r o p e r l y  e v a l u a t e d  b y  e m p l o y i n g  a p p r o p r i a t e  e v a l u a t i o n

t o o l s  a n d  m e t h o d o l o g i e s  ( T r a i n i n g  M e a s u r e m e n t  To o l s )  t o  d e t e r m i n e  i t s  a c t u a l

e f f e c t i v e n e s s  a t  the e n d  o f  t h e  p r o g r a m me /  a f t e r  t h e  i n t e r v e n t i o n .   To d a y  t h e  t r a i n i n g

p r o g r a m me h a s  p h e n o m e n a l  g r o w t h  r a t e  a n d  i t  i s  b e i n g  v i e w e d  a s  o n e  o f  t h e  s u p p o r t

a c t i v i t i e s  o f  H R  d e p a r t m e n t .  E v a l u a t i o n  o b j e c t i v e s  m a y  i n c l u d e  m e a s u r i n g  t h e

p r o g r a m mes  i n  t e r m s  o f  ( a )  t h e  f a c t o r s  d i r e c t l y  a s s o c i a t e d  w i t h  t h e  p r o g r a m me -

c o u r s e  c o n t e n t ,  c o v e r a g e  o f  t o p i c s ,  t r a i n e r s '  s k i l l  s e t s ,  f a c i l i t i e s  e t c . ,  ( b )  t h e

p a r t i c i p a n t s '  l e v e l  o f  l e a r n i n g ,  t r a n s f e r  o f  k n o w l e d g e ,  a t t i t u d i n a l  d e v e l o p m e n t  e t c . ,

a n d  ( c )  i m p a c t  o f  t h e  t r a i n i n g .

Test Training Tools:

Performance Promotion
Dhamodharan V.

r a in ing  P rogramme i s  the  most  power fu l  ac t i v i t y

fo r  employee empowerment. A repor t stated that

the tota l  do l la rs  spent  for

training programmes alone by US

organ izat ions was about  $59.8

b i l l i o n .  I t  s h o w s  t h a t  i t  h a s

phenomenal growth rate dur ing

last 20 years. Training programmes

are specif ical ly used to suppor t

human resources for the purposes

of improving overall effectiveness

of the organization and creating

p r o f e s s i o n a l  r e l a t i o n s  a m o n g

individuals and groups within the

organ iza t ion .  The re  i s  a  w ide-

rang ing and la rge ly  unreso lved

deba te  r ega rd i ng  t he  p rec i se

contribution of formal and informal

t ra in ing act iv i t ies  to the overa l l  per formance of  the

organization (Campbell, 1999; Johnson, et al, 2000).

In recent years, companies have

very clear thought that HRD has to

b e  a l i g n e d  w i t h  p r o c e s s e s ,

s t r a t eg i e s  and  ove r a l l  o r g an i -

zat ional system. And, the entire

system has been aimed towards

organization development (OD),

which can happen only through

people development.  As a per-

formance technology,  i t  serves

many  pu rposes  i n  t he  o rgan i -

zation. Some of the purposes are:

promoting change, increasing job

pe r fo rmance ,  bu i l d i ng  t e ams ,

developing ski l ls and knowledge,
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disseminating information etc. The ult imate aim of any

training program is to fulfil l its objectives after intervention.

The success of the programme can be judged only through

e v a l u a t i o n  o n  t h e  t r a i n i n g  b y  e m p l o y i n g  c e r t a i n

methodolog ies .  The methodolog ies  can be used to

evaluate a training course or training depar tment or a

c e r t a i n  s e t  o f  i n s t r u c t i o n a l  m a t e r i a l s  o r  t r a i n e r s ’

competencies or t ra inees’  competencies,  or t ra in ing

mechan i sms  o r  phy s i c a l  env i ronmen t  e tc .  Tr a i n i ng

evaluation makes the best judgment about value of the

training program. This paper has been aimed at  formulating

a framework by referring some reviews and cases, with

regard to training measurement.

A Brief Historical Perspective

Kirkpatr ick prepared the most inf luentia l  f ramework in

1959. This framework includes four levels of evaluation

such as reaction, learning, behaviour, and results. Building

upon this foundation, J.Phil ip has added one more level

with four levels of Kirkpatrick model and that being the

ROI (Return on Investment) produced by the tra in ing

program. ASTD’s sur vey repor ts state that a lmost 67

percent of organizations (out of 300 HRD executives and

m a n a g e r s  s u r v e y e d )  p r e f e r  K i r k p a t r i c k  m o d e l  f o r

eva lua t ion .  On  the  o the r  hand ,  under  the  sy s tems

approach, the most influential models include: Context,

Input, Process, and Product (CIPP) model (Wor then and

Sanders, 1987); Training Validation System (TVS) approach

(Fitz-Eng, 1994); and Input, Process, Output, Outcome

(IPO) model (Burshnell, 1990). Goal based and systems-

based  approaches  a re  p redom inan t l y  u sed  i n  t he

e v a l u a t i o n  o f  t r a i n i n g  ( P h i l i p s ,  1 9 9 1 ) .  T h e  o t h e r

approaches such as performance based evaluation and

task based evaluation are quite common approaches for

training evaluation. Performance based evaluation is being

used to assess the performance of the project and task

based eva lua t ion i s  be ing used to assess  the tasks

under taken for the project.

Literature Survey

Today the hottest issues in the HRD are evaluation; results

based training, and ROI analysis (J Phil ip, 2004). National

HRD Executive Survey was conducted by the American

Society for Training and Development (ASTD) in 1997.

The result from the survey indicated that determining the

impact of training on financial performance is the top most

challenge for HR professionals. Phil ip McGee E.D., in his

paper, has stated that the training program has to pay

more attent ion on two dist inct measures in order to

improve the productivity of the training systems. They

are: Quality of instruction and Quality of resources needed

to deliver the instruction. The author has collected some

of necessary aspects from the reviews of Gorden (1991)

and Rossi , et al (1979) with respect to evaluat ion on

ins t ruc t iona l  ma te r i a l s .  The  aspec t s  a re :  Cove rage ,

Sequence, Common Knowledge, Rel iabi l i ty, Simplicity,

P ract icabi l i ty ,  T imel iness ,  Guidance,  Readabi l i ty ,  and

Pictorial representations. An efficient training mechanism

is essential to produce a better result. It is applied to

help the trainees to acquire their knowledge suitably. A

cer ta in set of t ra in ing mechanism tools ident i f ied by

B i s w a j e e t  Pa t t a n a y a k  ( 2 0 0 1 )  i s :  A u d i o -V i s u a l s ,

B ra ins tor ming,  Case Study,  Computer  Based Tra in ing

Communicat ion games,  Creat iv i ty  games,  Delegat ion,

Doub l i ng  games ,  I ce -B reake r s ,  I n  baske t  exe rc i ses ,

Induction program, Leadership games, Lectures, etc. All

these mechanisms are used for the purpose of problem-

solving, awareness on using software, building bias-free

listening and talking, evolving multitude of solutions to

problems, learning the impor tance of decentral ization,

learning sel l ing techniques, teaching different types of

l e ade r sh ip  s t y l e s ,  i n s i gh t  i n to  a  g i ven  i n te r ac t ion ,

deve lop ing  ba rga i n i ng  s k i l l s ,  deve lop ing  ana l y t i ca l

ab i l i t ies ,  test ing abi l i ty  to p lan ahead and exerc ises

requiring collaborative effor ts.

Training facil ity is one of the impor tant pre-requisites for

the successful implementation of any training program.

Many training facil it ies are identif ied from the views of

War r et al (1999) and Wagner and Roland (1992). In al l ,

s ixteen tra ining faci l i t ies are ident i f ied for analys is on

training facil it ies. They are: Classroom, Library, Television,

Audio System, Chamber, Transpor t, Water, Venti lat ion,

Computer Laboratory, OHP, Power Point, Black Board and

Chalks, Dining Room etc. The training staff must possess

required qualif ication and experience in subject matter

to handle the subject in the training. Developmental and

instructional qualif ication of instructors include theory,

practical knowledge and work experience in analyzing,

des ign ing ,  deve lop ing ,  conduct i ng ,  and eva lua t i ng
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training, as appropriate to their job requirements (Ross

and Mor rison (1997). Subject matter exper ts should be

involved periodically in the training. The instructional skil ls

t r a i n i n g  p r o g r a m  i s  c o n d u c t e d  u s i n g  a p p r o v e d

i n s t r uc t i ona l  ma te r i a l s  t h a t  a r e  ba sed  on  l e a r n i ng

objectives derived from job performance requirements

a n d  w h i c h  p r o v i d e  f o r  e f f e c t i v e  a n d  c o n s i s t e n t

presentations (Hamblin 1974). The competencies of the

trainers are identif ied with the help of some reviews of

Roy  and Do lke  (1971)  and Cote  (1969) .  There  a re

seventeen competencies for trainers, which are identified

from reviews. They are: Coverage of topics, Clar i ty in

presentat ion, Involvement in the training, Commitment

level, Flexibil ity, Assistance to learn, Interaction, Practical

orientation Sequence of lecture, Clarifying doubts, Usage

o f  t r a i n i n g  f a c i l i t i e s ,  S u m m a r i z a t i o n ,  F r i e n d l i n e s s ,

I l lustrating, and Entrepreneurial orientation.

Some Cases

C a s e  1 :  M a g n a v o x  E l e c t r o n i c s  S y s t e m s

Company in Torrance

Magnavox Electronics Systems Company in Tor rance had

conducted 18-week l iteracy programme covering verbal

and ma th  s k i l l s  fo r  t he i r  emp loyees .  The  f i ve - leve l

approach was adopted to evaluate the programme and

also to calculate ROI (level 5). The approaches followed

in the study were: Level 1: Reaction was measured by

post-course surveys, Level 2: Learning was measured

through testing of Adult Basic Education, Level 3: Changes

in behaviour were measured by daily eff iciency ratings,

L e v e l  4 :  B u s i n e s s  r e s u l t s  w e r e  m e a s u r e d  t h r o u g h

improvements in productivity and reductions in scrap and

rework, and Level 5: ROI was calculated by conver ting

productivity and quality improvements to monetary values.

The result ing ROI was 74 percent.

Case  2 :  An Integrated  Model  of  Training

Evaluation and Effectiveness

The model  had been const ructed to invest igate the

relationships between the evaluation and effectiveness

with regard to post  training attitudes. Evaluation measures

related  to post training attitudes were: cognitive learning,

training  performance and transfer per formance. Training

effectiveness  variables related to post training att itudes

were:  pre-training self-eff icacy, experience, post training

mastery  orientation, learning principles, and post-training

interventions.  Results from the study stated that are two

areas  i .e .  react ion  measures  and t ra in ing  mot iva t ion

needing fur ther  development and research.

Case 3: City of Phoenix, AZ-Training Evaluation

The  C i t y  o f  Phoen i x  had  approx ima te l y  1 .2  m i l l i on

residents and 12,000 employees.  It had conducted three

different types of training to its employees. They were: 1.

Catalogue classes: Employees receive a class catalogue

every six months and approximate numbers of classes

were 150. The topics covered in the training were: pre-

supe r v i so r y  and  supe r v i so r y  deve lopmen t ,  c a ree r

enhancement, computers, safety, f inancial management,

office professional development, quality and productivity,

a nd  we l l ne s s .  2 .  C i t y -w ide  c l a s se s :  C l a s se s  we re

managed by the City Manager ’s Office and sessions were

customized for all city employees 3. Depar tment-specific

c l a s ses :  C l a s ses  we re  cus tom ized  fo r  a  pa r t i cu l a r

depa r tmen t  and  o f f e r ed  to  wo r k  g roup .  The  c i t y

conducted evaluations of training sessions by using the

rating Scale 1) Poor 2) Fair 3) Good, and 4) Excellent.

Evaluation was done on the basis of information provided

in the classes, oppor tunity for class par ticipation, content

and format of handout materials and overall presentation.

Some of the results from the evaluation were presented.

(1), 97 percent of employees believed that the City of

Phoenix was a good place to work,  (2) , 81 percent

indicated they received the training that they need for

their jobs, (3), 77 percent felt that they had been given a

fair oppor tunity to attend training program and (4) 71

percent of employees agreed they received adequate

computer training.

Case 4: Question Mark Case Study

In 2003, training evaluation on an information technology

s k i l l s  t r a i n i n g  p r o g r a m me o f  R e g e n c e  I n f o r m a t i o n

Techno logy  Se r v ices  ( R I TS )  was  done  us ing  on l i ne

assessments. This training was administered by the Oregon

Depar tment  o f  Commun i t y  Co l leges  and Work fo rce

Depar tment  (CCWD) .  The  CCWD reques ted t r a in ing
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par ticipants and their supervisors to assess the training

both immediately after training intervention and following

several weeks. The evaluation tool was developed by

ASTD. Immediately af ter each class, par ticipants answered

the questions of Par t A through online. Par t A questions

consisted of a one to five scale to measure reactions to

statements about administration and logistics; content;

des ign ;  i n s t ruc t ion ;  pe rce i ved impac t ;  and  ove ra l l

satisfaction from the class. Several weeks after each class,

pa r t i c ipan t s  took  a  “ Pa r t  B ”  a s ses smen t  answer i ng

quest ions about thei r  use of sk i l l s ,  conf idence level ,

barriers and enablers of transfer and impact. The results

f rom the s tudy a re presented here .  Employees and

supervisors evaluated the training for RITS very posit ively

during the assessments.

Case 5: Evaluation of a Novel Case-Based Training

Programme (D3web. Train) In Hematology

A case-based s imu la t ion- t r a i n i ng  p rog ramme o f  17

hematology cases was offered for the students of medical

profession using the novel training system (d3web. Train).

The measurement on the Internet course was done after

the training intervention. The result after analyses was:

out of 150 students, 47 students worked through at least

one case and solved 435 cases in total. In average, the

students had solved 9.5 cases. The main results were:

the students found the cases very helpful (1.5 ± 0.6 on

a scale from 1 = very helpful to 5 = not at all), the training

system very good (1.4 ± 0.5 on a scale from 1 to 6) and

want to work with it fur ther (1.2 ± 0.4 on a scale form 1

to 5). During the final examination, students were able to

solve more than 5 from the 17 cases, scored signif icantly

better in the hematological par t of the exam.

Training Measurement Tool

Evaluation tradit ionally represented as the final stage, is a

sys temat ic  approach fo r  the  purpose o f  improv ing

inter vention or making a judgment about the wor th and

effectiveness – Goldstein (1993)  and Bushnell (1990).

   Training Measurement Tool

Evaluation involves in collecting data from trainees with

regard to wor thiness of the program. It is basically done

wi th  the a im of  improv ing  in te rvent ion or  mak ing  a

judgment about value of the training. Any training program

should have proper justif ication for the reason why it has

been cons t ruc ted .  I t  shou ld  run  w i th  p rog rammed

instruct ion and proper arrangements.   The Evaluat ion

could be star ted before or during or af ter and through

combinat ion of them. Evaluat ion object ives can have

multiple purposes at various levels in order to compare

the results at the end of the programme. They are: Level I:

Evaluating factors associated with the training programme

s u c h  a s  c o u r s e  c o n t e n t ,  u s a g e  o f  t h e  c o n t e n t s ,

instructional materials, trainers’ ski l l  sets, teaching aids,

facil it ies at training program etc. Level I I : Measuring the

programme in terms of the par ticipants’ level of learning,

LEVEL III :

Impact of Tra in ing

 Evaluation

(During the programme

or after the programme

o r  c o m b i n a t i o n  o f

them)

LEVEL I:

U s e f u l n e s s  o f  t h e  c o u r s e  c o n t e n t ,

coverage of the topics,  teaching- learn ing

p r o c e s s ,  c o u r s e  m a t e r i a l s ,  t r a i n i n g

f a c i l i t i e s ,  l i b r a r y ,  c l a s s r o o m ,  O H P / L C D

Phys ica l  env i ronment ,  t ra iners  sk i l l se ts  -

S u b j e c t  k n o w l e d g e ,  p r e s e n t a t i o n ,

coverage of the por t ion, ass istance to the

par t ic ipants etc

LEVEL II:

P a r t i c i p a n t s ’  l e v e l  o f

l e a r n i n g , T r a n s f e r  o f

know ledge ,  a t t i t ud i n a l

development and beha-

v ioura l  changes etc.
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transfer of knowledge, attitudinal development etc., And,

Leve l  I I I :  Ana l y s i ng  impac t  o f  t r a i n i ng  i n  t e rms  o f

innova t i veness ,  human re la t ion ,  knowledge sha r ing ,

competitiveness, level of confidence, number of projects

done, number of projects in progress, productivity. These

variables help the researchers to find out the impact of

the training. The impact of training can also be measured

after few months of the training intervention. For which, the

delayed questionnaire method could be adopted to collect

the feedback from the participants. All these various aspects

may be rated on the basis of five-point rating scale method

to find out significant difference among aspects. Some of

statistical techniques such as factor analysis, ANOVA, SERQUAL

and discriminated method may be used to check the validity

of the programme.

Conclusion

Different approaches to training evaluat ion have been

discussed and it shows that approaches are not well

structured and it could be altered according to the needs

of eva luators .  Many organ izat ions have exper ienced

problems with respect to training evaluation approaches

(Deniz Eseryel, 2002). But, the success of the training

program is based on the appropriate use of key factors

such as training manuals, physical environment, trainers’

sk i l l -sets, etc.  These resources can be appropriately

combined and used on the basis of training objectives.

Monitoring the programme should be done at frequent

intervals to maintain its core competencies. Immediate

action may be taken wherever the change is needed.

Experience in training evaluation always helps to frame

approach and make consistent evaluation.
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