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Purchase or Design Decision

Packaged Programs
-High quality
-Immediate delivery
-Ancillary services
-Potential to customize
-Benefits from others’ experience
-Extensive testing
-Often less expensive

Internal Programs 
-Security & confidentiality
-Use organization’s jargon
-Incorporate organization’s values
-Use internal content expertise (if exists!)
-Understand audience
-Pride & credibility

Purchase or Design- 
Is it better to deliver a training program yourself or outsource it? There can always be a middle ground where you design your own training materials and methods and hire a trainer to deliver it, or buy the materials “off the shelf” and then deliver it yourself.


Request for Proposal
-RFP’s include sections such as:
-Description of company and opportunity
-Scope of project and statement of work
-Instructions on how to respond
-Level of service required

If your organization decides to find a vendor to design or deliver the program, the process of finalizing this vendor begins with a Request For Proposal (RFP) , which usually consists of:
-Clear vision
-Budget
-Pre-qualification checklist (like prerequisites for what prospective training supplier must be able to offer)
-Avoid overstatements (If you ask the moon, you’ll get astronomical bids) 
-Allow time for responses

In a way, for this course, you can consider your student groups as consultants responding to an RFP that I have issued for this semester. 

Why Should a Training be Evaluated?

1.To determine whether it’s worth the investment
-& for Whom? (Which trainees benefited most or least from the program?)
2.To use this data to 
-Compare the costs & benefits of different training programs 
- Market the training programs 

Tactics to market the Training Function

1.Designate an account rep: Designate “someone” in the training function as an account representative between the training designer and internal customer.

2.Involve your target audience: Assign that account rep  to involve the target audience in developing the training or learning effort (obtain “buy in”)
-Listen and act on feedback received from clients, managers and employees.
-Identify a ‘champion’ who actively supports training

3. Advertise: on e-mail, on the organisation’s websites and in employee break areas.

4. Give Evidence: of how training has been used within the company to solve specific business needs.
-How can you give evidence without having the evidence?  You can’t. 
-Evidence helps to sell. Whether you’re selling a training program internally or externally (eg. As an HR consulting firm offering T&D services)
-Testimonials are helpful, but having a structured, systematic, scientific way of documenting geniune training effectiveness is what will make the sale. 

2 Kinds of Evaluations You Need to Be Aware Of

Focus: Formative Evaluation
1. Goal is to inform the training provider how to make the program better from the perspective of trainees’ experience
2. It helps to ensure that:
a. the training program is well organised and runs smoothly
b. trainees learn and are satisfied with the program.

The first is Formative Evaluation (Largely about reactions to the training)
-the planned evaluation of training that will take place as the training is being formulated (i.e., during program design &  development)
-Gives feedback on the instructional experience (clarity with which the instructor explained complexity, relevance of training content & how they are presented (including how it was ordered), perceived utility of training context to ability to learn)

Pilot Testing

It can be used: 
-as a ‘dress rehearsal’ to show the program to managers, trainees and customers 
-for formative (and ltd summative) evaluation.

-Pilot Testing is the very useful process of previewing the training program with potential trainees and their managers, or with other customers
-The pilot testing group is asked to provide feedback  about the content of the training as well as the methods of delivery. This feedback enables the trainer to make needed improvements to the training.
-It also allows the trainer to assess the potential benefits of the training from a small group of trainees before an organization commits more resources.
-You can conduct a pilot test to assess the potential utility of an in-house or an outsourced training program.

Focus: Summative Evaluation

-This is evaluation conducted to determine the extent to which trainees have ACTUALLY changed as a result of participating in the training program.
-It may also measure the return on investment (ROI) that the organisation receives from the training program.

Calculating ROI
1. Place a monetary value on each desired outcome (“criteria” for utility analysis)
2. Determine the Benefits 
·  actual incremental change in operational outcomes (criteria) achieved (or anticipated to be achieved) due to training
3. Determine training costs
4. Determine Net Program Benefits by subtracting costs from benefits 
5. Then ROI =  Net Program Benefits
 		        Cost of the Program

Desired Outcomes: Kirkpatrick’s four-level Framework of Evaluation Criteria

Kirkpatrick mainly focused on these outcomes:
1-Reaction outcomes: are trainees’ perceptions of the program, including their satisfaction with the facilities, trainers (this part is called the “instructor evaluation”), content, & methods of delivery.  In Canada in 2010, according to Saks & Haccoun (2013), < 50% of firms conducted evaluations, and >90% of those that did so focussed only on results outcomes. 

2-Cognitive outcomes (Learning –knowledge level)
These determine the degree to which trainees are familiar with the principles, facts, techniques, procedures or processes emphasised in the training program. They measure what knowledge trainees learned in the program. Usually measured using exams.
3-Skill-based outcomes (Learning – Behavioural level)
These outcomes assess the level of technical or motor or interpersonal skills.
They include acquisition or learning of skills and use of skills on the job.
Your needs analysis will be your guide to which specific skill based outcomes you are seeking; Remember all the methods for analyzing a job? Observing skilled performers (or interviewing them via the critical incident technique) can help you clearly identify what successful job performers do differently from unsuccessful job performers
4-Results
These determine the training program’s payoff for the organisation, e.g., client satisfaction
Or, if you’re conducting a program for people from diverse organizations (eg job skills for employment, or two university programs), one result might be the level of wages/salary achieved by trainee graduates (e.g., Telfer HR grads…how did they perform on different functional areas of the national knowledge exam?)
Why are levels 3 and 4 so important, but also so subject to being messed up?

Work Environment Characteristics Influencing Transfer of Training

1. Climate for Transfer (Manager and Peer Support)
2. Work Conditions

What kinds of poor climate an work conditions can really kill good results at levels 3 & 4? 
(1) Climate for Transfer: Lack of Manager & Peer Support: (For this reason, training that is clearly aligned with the org’s mission, and/or clearly contributes to performance behaviours for which people will be compensated, tends to be more effective)
· Do Supervisors and co-workers encourage and set goals for trainees to use new skills and behaviours acquired in training, or do they discourage use of new knowledge/skills on the job? 
· Do Supervisors/Peers  provide feedback (both extrinsic & intrinsic reinforcement) that supports the application of new skills and behaviours acquired in training?
· Do they ensure that they don’t inadvertantly introduce punishing consequences? (Inconsistent compensation system?)
· Do they discuss communicate the value of further training opportunities or do they talk about training like it’s a waste of time? 
· (2) Work Conditions can also short-circuit the transfer of trained competencies to the job: (Make measuring level 4 particularly tricky)
· - Competing Time pressures (a REALLY funny thing to struggle with if the training course was about time-management!)
· Inadequate equipment (technology) or supplies (supplier issues)
· Few opportunities to use skills based on non-technological aspects of job design
· Inadequate budget

Utility Analysis

-Additional statistical considerations when calculating the benefits (utility) of a training program:
1. Effectiveness (effect size)
2. Standard deviation of job performance in dollars of untrained employees (SDp)
3. Number of employees trained
4. Duration that the training benefits will last

Barriers to the Credibility of Criteria
1. Reaction: 91%
2. Cognitive: 54%
3. Behaviour: 23%
4. Results: 8%
5. Return on investment (actual or projected) 3%


To avoid the futility of utility analysis…Be mindful of: 

1. Criterion contamination = the training evaluation measures reflect capabilities that were not covered in the training and/or the measurement conditions are different than the training conditions (e.g., Poor transfer climate exists in the post-training on the job measurement context, not in the training context)
2.Criterion deficiency refers to the failure of the training evaluation measures to reflect all that was covered in the training program
3.Reliability is the degree to which the training outcomes can be measured consistently, be it over time, across raters, or across parallel measures. Predominantly, we are concerned with consistency over time, such that a reliable test contains items that do not change in meaning or interpretation over time
4.Discimination refers to the degree to which trainees’ performance on an outcome discriminate on the basis of performance and not other things
5.Practicality is the ease with which the outcome measures can be collected. Learning, job performance, and results level measures can be somewhat difficult to collect. 
Criterion contamination (#1) and criterion deficiency (#2) are both indications of criteria relevance. Relevance refers to the extent to which training outcomes appropriately reflect the content of the training program. The learned capabilities needed to successfully complete the training program should be the same as those capabilities required to successfully perform one’s job.


When converting Measures to Monetary Values
Step 1: Focus on a single unit
Step 2: Determine a value for each unit
Step 3: Calculate the change in performance
Step 4: Obtain an annual amount
Step 5: Determine the annual value

Evaluation Design Methodologies
-Internal vs External Validity
-Sample threats:
-History
-Maturation
-Testing (Instrumentation/Priming)
-Selection
      -Mortality
-Ways to control for threats to validity (discussed on next few slides)
-Use of pre/post tests
-Use of a control group
-Random assignment
Factors that influence the type of evaluation design

	Factor
	How factor influences type of evaluation design

	Change potential
	Can program be modified?

	Importance
	Does ineffective training affect customer service, product development or relationships between employees?

	Scale
	How many trainees are involved?

	Purpose of training
	Is training conducted for learning, results or both?

	Organisation culture
	Is demonstrating results part of organisation norms and expectations?

	Expertise
	Can a complex study be analysed?

	Cost
	Is evaluation too expensive?

	Time frame
	When do we need the information?




Application Examples: CCT and Sustainability
The Status of Most Pre-Departure Cros-Cultural Training (CCT)

· Most organizations now believe CCT can effectively raise awareness in order to help people cope with unexpected events in a new culture
· US and European MNCs have increasingly clued into the importance of CCT, in contrast with their tendencies in the 1980s

The Effectiveness of Pre-Departure CCT?

-Research has been overly general in terms of outcome measures
-Difficult to compare apples with apples
 -Nil on CCT in on-the-job training methods
-Caveat emptor! (buyer beware)

The Effectiveness of Training for Sustainability

-Environmental training was effective during the process of certifying U of Gavle, Sweden for ISO 14001 (Sammalisto & Brorson, 2008)
-3kinds of Enviro-Mgmt training interventions about how to improve water quality were effective (Triana & Ortolano, 2005)
-Employee Participation in Enviro-Mgmt training significantly contributed to Continuous Pollution Reduction (Kitazawa & Sarkis, 2000)
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