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Abstract 
Evaluation of training effectiveness is the measurement of improvement in the employee’s knowledge, skill and behavioural pattern 
within the organization as a result of training program. This measurement help to match the cost incurred in the design and 
implementation of training with the associated benefits. Thus, it indicates whether the program has been able to deliver its intended 
goals and objectives. The purpose of this paper is to review the model of training effectiveness for the adoption by the human 
resources development executives in their planning, designing and implementation training program. 
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1. Introduction 
Training and human development activity has increase greatly 
over the past few decades. According to Fulmer (1988, p57), 
annual estimation of over $40 billion is spent on human 
resources development (HRD) and training in university and 
graduate colleges in USA. Such huge expenditure on HRD 
requires evaluation to determine the effectiveness of training 
and human resource development program whether it meets its 
desired objectives. It is very important to understand the 
fundamental differences between training and human resources 
development, this distinction is necessary when examine the 
methods of measuring training and human resources 
development.  
 
2. Different between Training and Development  
While measuring the effectiveness of training and HRD, it is 
necessary to point out their similarities and differences with 
respect to improving management skill. Training is generally 
regarded as a subset of HRD. Figure 1 indicates that training 
can be referred to as a structured learning experience. Training 
activities such as seminars and workshops are normally 
centered on improving specific skill, whereas HRD 
concentrates on the improvement of all the necessary skill 
required by the employees of an organization to be effective. 
However, training is regarded as a tool for HRD, on the other 
hand, training can be regarded as a short term activities and 
HRD are regarded as having long term horizon. Meanwhile, 
they might be defined differently but their goal and objectives 
are the same, their activities tend towards enhancing 
employees knowledge and skill for effective Organizations 
whether private sector or public sector are generally agree that 
training and development is very critical to the growth and 
development of the core activities in which the organizations 
engages in (Noe, 2002). Training is an aspect of human 
resources development function of the organization (Rajeev et 
al, 2009, p272). Dessler (2005) [15] defined training as a process 
that applies different methods to strengthen employees’ 
knowledge and skill needed to perform their job effectively. 
Other researchers on human resources development literature 
defined training with similar perspectives (Ivancevich, 2003; 
Mondy & Noe, 2005; Yong, 2003; Beardwell & Holden, 

2003). Hughe (1988) perceive training as a powerful agent that 
brought about organizational expansion, development of 
capability and performance improvement. For training 
initiative to be effective, organization need to examine the 
extent to which training and HRD system closely connected 
with the organizational strategy, and more important, the 
measure to ensure the effectiveness of training and 
development activities (Haslinda & Mahyidin, 2009, p.240). 
The evaluation is carefully designed to utilize the four levels of 
training effectiveness; reaction, learning, behavior and result 
derived from the program (Hamid Khan, 2002, 49). 
Organizations are increasingly lay emphasis on the 
contribution of the training program to organizational strategic 
goal and based the evaluation of training as the perquisite for 
investment in training program. Moreover, the effectiveness of 
training program in terms of its application to job is also given 
important consideration (Brinkerhoff, 2005). Organizations are 
unwilling to invest in training program that has not been 
sufficiently evaluated in terms of its potential contribution to 
the organizational strategic goals and mission, and its 
effectiveness and uses on job to achieve the desired objectives 
(Noe & Schmitt, 1986). Chang and Ho (2001) however, 
considered training and development as an expensive 
investment. They often stated that training is unnecessary 
because most organizations are not sure about the actual 
contribution of training and development toward 
organizational performance due to lack of evaluation. 
Furthermore, Bramley and Kitson (1994) define training as a 
planned effort by an organization to increase employee’s 
learning work related competence. Employees’ training has 
become an important tools through which organization can 
improve its service quality, decrease labor cost and increase 
productivity and profitability (Kim, 2006).  
Tracy et al, (2001) conceptualizes training effectiveness as 
comprises of training acquisition and transfer of training. 
Transfer of training is known to be good indicators of training 
effectiveness (Baldwin & Ford, 1988). Based on this, the 
behavioral changes that accompany training in work place 
could be a clear indication of training. According to Goldstein 
and Ford (2002) training is one of the most pervasive methods 
for improving job performance and enhancing employee’s 
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performance in a work environment. Kirkpatrick (2007) asserts 
that training is of little value to organization unless it translates 
into achieves its intended outcome, for instance to improve 
work performance (Krager, Ford & Salas, 1993). From another 
perspective, training evaluation is viewed as an important 
component of conceptualizing, designing, analyzing, 
developing and implementing an effective training program 
(IAEA, 2003, p13).Moreover, training evaluation has the 
advantage of identifying the area that needs further 
improvement and it may also provides an insight on methods 
of improvement (Goldstein & Ford, 2002).  
 
3. The General Structure of Successful Evaluation  
3.1 Evaluation of Training  
Phillips (1997) defined training as a systematic process of 
examining the worth, value, or meaning of an activity or a 
process. Since a particular method of evaluation can be applied 
in all cases there is the need to develop several method of 
measurement. While there are several model and format 
developed for measuring HRD and training effectiveness, the 
most accepted model is that developed by Kirkpatrick. He 
suggested that there are four areas that required measurement, 
when analyzing the effectiveness of training program- that is 
emotional reaction, achievement of objectives, behavioral 
changes and organizational impact.  
 
3.2 Emotional Reaction  
Emotional reaction refers to the attitudes of participants at the 
end of training. An employee who has considerably gained 
skill and knowledge from the training will be willing to apply 
it on job, thus bring positive reaction. This could be a 
barometer for measuring employee’s general attitude, 
expectations and motivation. Although subjective, reaction 
also provides feedback on training style and content. 
Measurement is useful in fostering management supports for 
the training program. Post training questionnaire can be used 
to measure emotional reaction. According to Baird, 
questionnaire should be directed towards measuring the 
training attitudes toward content, process (presentation style), 
definition of course objectives, attainment of course objectives 
and overall course value. The focus of the type of measurement 
is to investigate the attitudes toward the training material 
provided during training and obtain feedback from the trainee. 
The post training questionnaire methods have also received 
several criticism in terms of their accuracy and bias, also 
regarding forms ad type of questions included in the 
questionnaire can largely influence the answer provided in the 
questionnaire. Attempt at improving both pre and post training 
questionnaires have made with accuracy and bias issue in 
mind. The issue of quantification of measuring believes cannot 
be totally devoid of bias. At reaction level, employee reactions 
are understood to show their perceived and subjective 
evaluation of the relevance and quality of the training program. 
According to Kirkpatrick, training program should at least first 
evaluate at this level to help improve to help improved on the 
conceptualization and design of the training program. 
Employee reaction at this level measured satisfaction derived 
from training. 
 
3.3 Achieving Learning Objectives  
This is the second area of measurement, achieving learning 
objectives is a type of post training evaluation of knowledge 

and skill gained through the training intervention and which 
will ultimately translate to improving job performance. A 
positive emotional reaction and increase practical skill and 
knowledge of functional concept are indication of successful 
training and a requirement for meaningful HRD program.  
Pre and post-test methods of evaluating training effectiveness 
produce a result which are compared to a benchmark, the 
benchmark will help to show whether knowledge and skills 
have been obtained from the training experience. Pre and post-
test may be conducted sometimes in the class room workshop 
and simulation. Adopting this technique class room and 
simulation will yield direct result and provides less stressful 
and more positive learning environment. In either case, the 
result obtained should be compared to the learning objectives. 
Games simulation and in-class workshop will facilitate the 
process of measurement in two ways. First, they provide a 
creative and less stressful environment for entities. Second, if 
properly designed and applied, they closely aligned employees 
work environment and resolves several issues related to 
training and HRD, by this it provides positive training 
reinforcement. Learning can be described as the degree to 
which training has impacted on employee’s work related 
attitude. It also connotes the level at which employee’s skill is 
broadened and knowledge widened as consequences of 
training.  
 
3.4 Behavioral Changes  
The third approach to measuring the effectiveness of training 
focused on the training behavioral changes. The third level of 
evaluation is about work –related behavioral changes which 
reflects in performance. This entails studying the changes in 
employees work related behaviors as a result of training While 
emotional reaction and knowledge gain can be easily 
accomplished immediately after training sessions, measuring 
behavioral changes requires some time lag foe employee to 
fully implement the newly acquired skill and knowledge. 
Survey, observations and interviews of performance are some 
of the tools used in measuring behavioral changes. This is 
because the changes reflect most and best recognized in 
performance. The training measure can be linked with in-house 
employees’ appraisal system and functions. It is very important 
to understand the concept of behavioral changes resulting from 
training using employee appraisal system because appraisal 
method might be too general, however, when using appraisal 
method, it must be use in the context of behavioral changes as 
a consequences of training. A general appraisal method will not 
separate behavioral changes from other factors outside the 
HRD and training activities. A common method of measuring 
behaviors is to set initial performance objectives. 
Accomplishing the set objectives is a measurement of 
transferring emotional reaction and learned knowledge into 
behavioral changes.  
Management by objectives (MBO) is one of the several 
methods of measuring performance changes. MBO formats 
enable personal work related objectives to be set with specific 
reference and focus on implementing training experiences. 
Morrisey, G. and Wellstead, W (1980) usually request the 
training participants to set personal and work related objectives 
in written form at the end of training session. These objectives 
are formalized and sent to trainee after a period of one week of 
training. At approximately two months, follow up reports are 
sent to the trainee. The certificate of completion of training is 
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issued to the participants after the feedback is received. 
Meeting the objectives set while designing and conceptualizing 
training is one of the main methods of measuring behavioral 
changes. Performance appraisal suffers the same type of bias 
as measuring emotional reaction by questionnaire when 
applied to measuring behavioral changes. Here the trainee 
supervisor is the individual who might be bias. Performance 
appraisal literatures seem to be aware of this shortcoming. The 
techniques of reducing evaluator bias includes using 
subordinate, peer and trainee feedback. The subordinate 
feedback is important as the trainee’s subordinate is the direct 
recipients of behavioral changes and performance 
improvement. Peer feedback will give a closer analysis of 
behavioral changes since peer performed the same function 
alongside the trainee and finally, self-feedback in a time series 
manner can be cost effective ways of measuring program 
towards meeting behavioral changes objectives. By using the 
three techniques, the likely bias of evaluation will be reduced 
to insignificant level or totally eliminated.  
 
3.5 Impact on Organization  
The fourth area in Kirkpatrick model revolves around the 
impact of training and development on the organization. The 
measurement is based on the notion that training and human 
resources development must reflect the organizational culture 
and strategy. A training program is judge successful only if the 
training outcome aligned closely with the organization’s goals. 
Measuring the impact on organization can be informed of 
measuring improvement in profitability, safety measure, etc. 
Although measuring the effect on organization is apparently a 
difficult task because of complex structure of components part 
and it interaction with external environment. For example, 
separating pre and post training and development may not 
necessarily provide a distinct change in profitability or 
productivity. Also measuring trend in external environment 
impact may be a practical method of measuring training and 
HRD impact on the organization.  
 
3.6 Approaches 
An evaluation approach is a general way of looking at or 
conceptualizing evaluation; the main evaluation approaches 
according to Paul Duignan (“Introduction to Strategic 
Evaluation”) include notably: Utilisation-focused evaluation – 
determines methods on the basis of what is going to be most 
useful to different audiences; Empowerment evaluation – 
emphasises that the evaluation process and methods should be 
empowering to those who are being evaluated; Stakeholder 
evaluation – looks at the differing perspectives of all of a 
programme’s stakeholders (those who have an interest in it); 
Goal-free evaluation – in which the evaluator’s task is to 
examine all of the outcomes of a programme, not just its formal 
outcomes as identified in its objectives; Naturalistic or 4th 
generation evaluation – emphasises the qualitative uniqueness 
of programmes and is a reaction against the limitation of 
quantitative evaluation approaches; Theory based evaluation – 
puts an emphasis on detailing the assumptions on which a 
programme is based (intervention logic) and follows those 
steps to see if they occur; Strategic evaluation – emphasises 
that evaluation design decisions should be driven by the 
strategic value of the information they will provide for solving 
social problems. 

3.7 Distinction between Process and Result  
The traditional approach of determine the effectiveness of 
training program is to make an accurate estimates of the total 
benefits of participants derived from training and compared to 
their previous performance level. This is a way of linking the 
individual effect of training to Profit and Loss account of the 
organization. For certain categories of training it may be 
possible; the performance of employees regarding certain 
operational task can be measured before and after the training 
through different approach. It is actually possible to measure 
the improvement in organizational performance resulting from 
training program, although the opportunity to conduct this kind 
of study is very limited. The outcome of the task must be 
capable of accurate measurement and must have direct and 
immediate impact on the sales value of the product. For 
instance, in sales department, the increase in sales volume from 
a training program by sales representative can reasonably be 
related to training with allowance for other associated changes 
in organizational environment.  
 
3.8 Process of Training  
Besides focusing on the impact of training on organizational 
performance, it is possible to explore other approach by 
studying the organization and management of training. There 
are two major elements of training effectiveness, first is 
“output benefit” this is of course referred to as traditional 
approach of measuring training effectiveness, by this the 
individual performance improvement are measured as a 
consequences of training. Second is the training process 
effectiveness, this measured how well a training function 
delivered its services to the organization irrespective of the 
type of individual that attend the training. For example, at one 
end, the organization might have recruited high quality 
employee to perform training functions, however, despite huge 
investment committed to training not very much has been 
achieved in terms of desired outcome. On another hand, is a 
less resourceful organization but blessed with effective training 
personnel that assist the organization to get maximum returns 
from its training program. It presupposes that the quality of 
employee that attends the training determines the effectiveness 
of training, in such situation the training management has little 
or no control over the issue of selecting participants to attend 
the training. Thus the difference between two extreme 
scenarios previously described lies on the manner in which 
training is managed, not only in training department but in the 
organization as a whole. This is referred to as training process.  
 
3.9 Element of training  
Criteria for analyzing the effectiveness of training are not very 
obvious, but three element of measuring training can be 
identified. These are as follows; accurate identification of 
training needs; accurate selection of participants and 
appropriate course content. The initial step is to set up target 
criteria from which losses can be identified, this depend on the 
specific objectives of the training. We can measure the 
deviation from ideal of incremental losses due to poor 
selection, weak identification of training needs and 
inappropriate content and so on.  
 
3.10 Identification of training needs  
Training needs can be classified into two, organization and 
individual needs. Organization needs relates to how to succeed 
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in the market and the activities required for the success. The 
needs are met when the activities are structure to meet those 
identified needs. Individual needs are identified by matching 
the job specification with personal profile. Employee’s training 
needs can be identified through corporate system such as skill 
gap analysis, training needs assessment, performance 
appraisal, counseling session and job evaluation. For training 
to be very useful, it must be directly related to the core business 
activities. The best means of identifying employee skill gap is 
to rigorously match the job specification activity by activity 
with personal profile of the employee using an organizational 
modeling human resources management package. Through this 
training needs can be clearly revealed (Poulet, R. 2008).  
 
3.11 Selection of participants  
Training should focus specifically at employee who needs it, 
and should provide appropriate course to fill the identified gap 
with regard to the employee’s needs. Accordingly, training 
program should have a definitive statement about the target 
participants. This statement may be in form of brochure or 
annual training program. In most organization the actual 
selection of training participants is not done by the training 
managers, hence the effectiveness of training management are 
not definitely confined to training department. More so, there 
is the tendency to deviate from the ideal by feeding participant 
that is not truly fitted into the training program.  
 
4. Conclusions  
Training evaluation is the most important aspect of training and 
development. It is a subject which has been much discussed but 
superficially carried out. There are various reasons for that 
which has been discussed earlier. One of the main reasons is 
that all models are descriptive and subjective in nature, its 
indicators for evaluating training and development is not 
clearly given and explained. From the above discussion it has 
been found out that Kirkpatrick model is widely used model at 
reaction level but in this case also what should be the main 
indicators at reaction level and other levels is not explained 
properly. So after discussing a lot on the models for evaluating 
training and development, it can be suggested that there are 
enough model for training evaluation. They should be further 
modified by giving its main indicators and explained properly 
about each issue so that evaluation of training and development 
can be properly carried out with greater effectiveness. 
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