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An Urgent Need to Evaluate Training

Around the world, training and development is in a state of crisis. Training budgets are
among the first to be cut when economic times get tough. Whether you’re one of the in-
house survivors or a struggling consultant, you can no longer coast on lofty notions
about continuous learning and employee development. You need to provide compelling
evidence that training delivers bottom-line results and contributes to mission
accomplishment.

Training must reinvent itself and transcend the classroom to earn its budget and
maintain its existence. Savvy business professionals and enlightened organizations
know that training has no value unless what is learned gets applied on the job, and the
subsequent on-the-job performance contributes to key organizational outcomes.

The New World Kirkpatrick Model will show you how to create an effective training
evaluation plan for any program so that you can show the organizational value of your
work. At the same time, an effective plan will ensure that your valuable, limited
resources are dedicated to the programs that will create the most impact.

Employing these principles to your work will earn you a seat at the proverbial table with
business executives and secure your future as a valuable resource and key partner in
accomplishing organizational results.

There are three major reasons to evaluate training
programs:

e To improve the program
¢ To maximize transfer of learning to behavior and
subsequent organizational results
e To demonstrate the value of training to the
organization
A —

Why Evaluate?

Most training professionals are accustomed to evaluating training programs for the
purpose of improving the program. Using formative (during the program) and summative
(after the program) methods, they ask questions related to how participants enjoyed the
program, whether they learned key information and how the program might be improved
for future sessions. This type of information is useful to learning and performance
professionals to gauge the quality of their training programs, materials and presenters. If
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evaluation of the training program shows that the program was well-received and key
information was learned, then the program can be called effective training.

More savvy training professionals realize that even the most well-designed and well-
received training programs are of little use unless what is learned in training gets
implemented on the job. This is often called the transfer of learning to behavior. If what
was learned translates into improved job performance, then it is possible for better
organizational results to be achieved. If training evaluation shows that on-the-job
performance increased and results improved, then training effectiveness has occurred.

Finally, learning and performance professionals must be able to show the organizational
value of their training. Like any other department in an organization, training is not
exempt from showing how the resources allocated to them have been put to use. By
gathering data related to effective training and training effectiveness, learning and
performance professionals can credibly show the value that training has brought to the
organization.

THE KIRKPATRICK MODEL

Level 4: The degree to which targeted outcomes occur as a result of
Results the training and the support and accountability package

Level 3: The degree to which participants apply what they learned
Behavior during training when they are back on the job

Level 2: The degree to which participants acquire the intended
Learning knowledge, skills, attitude, confidence and commitment

based on their participation in the training

Level 1: The degree to which participants find the training favorable,
Reaction engaging and relevant to their jobs

The New World Kirkpatrick Model honors and maintains the time-tested four levels and
adds new elements to help people operationalize it effectively. We begin with Level 4, as
this is the way the model was intended.
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The New World Kirkpatrick Model

All you need to do is show that your training is effective and that it has created training
effectiveness. Sounds simple, doesn’t it? But, how can this be done, especially with
limited time, money and resources? A simple and time-tested model for accomplishing
this is the Kirkpatrick Model, or the four levels.

THE NEW WORLD KIRKPATRICK MODEL

LEVEL 1 MONITOR & ADJUST
REACTION

* Engagement
* Relevance
» Customer

satisfaction 7 \ LEVEL 4

LEVEL 2 | BRI RESULTS
LEARNING Evon - |
« Knowledge \ *Leading - Desired
indicators outcomes
« Skills g
e O
« Attitude K 65job |ea$<‘\

» Confidence
« Commitment

Level 4: Results

Level 4 holds the distinction of being the most misunderstood of the four levels. It is the
degree to which targeted outcomes occur as a result of the learning event(s) and
subsequent reinforcement.

A common misapplication occurs when professionals or functional departments define
results in terms of their small, individual area of the organization instead of globally for
the entire company. This creates silos and fiefdoms that are counterproductive to
organizational effectiveness. The resulting misalignment causes layers upon layers of
dysfunction and waste.

Clarity regarding the true Level 4 Result of an organization is critical. By definition, it is
some combination of the organizational purpose and mission. In a for-profit company, it
means profitably delivering the product or service to the marketplace. In a not-for-profit,
government or military organization, it means accomplishing the mission.

Every organization has just one Level 4 Result. A good test of whether or not the correct
Level 4 Result has been identified is a positive answer to the question, “Is this what the
organization exists to do / deliver / contribute?”
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While this definition of results is straightforward, frustration with the seeming inability to
relate a single training class to a high-level organizational mission is common.

Business results are broad and long term. They are created through the culmination of
countless efforts of people, departments and environmental factors. They can take
months or years to manifest.

Leading Indicators

Leading indicators help to bridge the gap between individual initiatives and efforts, and
organizational results. They are defined as short-term observations and measurements
that suggest that critical behaviors are on track to create a positive impact on the desired
results. Organizations will have a number of leading indicators that encompass
departmental and individual goals, each contributing to the accomplishment of the
highest-level results.

Common leading indicators include: - —

e Customer satisfaction
e Employee engagement
e Sales volume

e Cost containment

e Quality

e Market share

While leading indicators are
important  measurements, they
must be balanced with a focus on
the highest-level result. For example,
a company with excellent customer satisfaction scores could go out of business if it does
not maintain profitability, comply with laws and regulations and keep its employees
reasonably happy.

Note that customer satisfaction is an example of a goal that does not provide an
affirmative answer to the question, “Is this what the organization exists to contribute?”
No organization exists simply to deliver customer service alone.

Level 3: Behavior

Level 3 is the degree to which participants apply what they learned during training when
they are back on the job. The New World Level 3 Behavior consists of critical behaviors,
required drivers and on-the-job learning.

Critical Behaviors

Critical behaviors are the few, specific actions, which, if performed consistently on the
job, will have the biggest impact on the desired results.
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There are perhaps thousands of behaviors a given employee might perform on the job;
critical behaviors are those that have been identified as the most important to achieving
organizational success.

Required Drivers

The New World Kirkpatrick Model adds required drivers to Level 3. Required drivers are
processes and systems that reinforce, monitor, encourage and reward performance of
critical behaviors on the job. Common examples of required drivers include job aids,
coaching, work review, pay-for-performance systems and recognition for a job well done.

Required drivers are the key to accomplishing the desired on-the-job application of what
is learned during training. They decrease the likelihood of people falling through the
cracks, or deliberately crawling through the cracks if they are not interested in
performing the required behaviors.

Organizations that reinforce the knowledge and skills learned during training with
accountability and support systems can expect as much as 85% application on the job.
Conversely, companies that rely primarily on training events alone to create good job
performance achieve around a 15% success rate (Brinkerhoff, “Telling Training’s Story,”
2006).

Active execution and monitoring of required drivers is perhaps
the biggest indicator of program success for any initiative.

On-the-Job Learning

On-the-job learning is part of the New World Level 3 in recognition of two facts of the
modern workplace:

1. Upto 70% of all learning takes place on the job.

2. Personal responsibility and motivation are key partners to external support and
reinforcement efforts for optimal performance.

Creating a culture and expectation that individuals are responsible for maintaining the
knowledge and skills to enhance their own performance will encourage individuals to be
accountable and feel empowered.

On-the-job learning provides an opportunity for employees and their employers to share
the responsibility for good performance.

Level 2: Learning

The original definition of Level 2 Learning is the degree to which participants acquire the
intended knowledge, skills and attitudes based on their participation in the learning
event. Confidence and commitment have been added to Level 2 in the New World
Kirkpatrick Model. These dimensions help to close the gap between learning and
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behavior, and to prevent the cycle of waste when training is repeated for people who
possess the required knowledge and skills but fail to perform appropriately on the job.

Knowledge and Skill

Knowledge is the degree to which participants know certain information, as
characterized by the phrase, “I know it.”

Skill is the degree to which they know how to do something or perform a certain task, as
illustrated by the phrase, “I can do it right now.”

Many organizations make the common and costly mistake of inaccurately diagnosing
poor performance as a lack of knowledge or skill. Underachievers are continually
returned to training with the belief that they do not know what to do, when in reality, the
more common cause of substandard performance is a lack of motivation or other
environmental factors.

Attitude

Attitude is defined as the degree to which training participants believe that it will be
worthwhile to implement what is learned during training on the job. Attitude is
characterized by the phrase, “I believe it will be worthwhile” (to do this in my work).

q Confidence

bl Confidence is defined as the degree to which training participants
think they will be able to do what they learned during training on
the job, as characterized by the phrase, “I think | can do it on the
job.”

Addressing confidence during training brings learners closer to
the desired on-the-job performance. It can proactively surface
potential on-the-job application barriers so they can be resolved.

Commitment

Commitment is defined as the degree to which learners intend to apply the knowledge
and skills learned during training to their jobs. It is characterized by the phrase, “l will do
it on the job.” Commitment relates to learner motivation by acknowledging that even if
the knowledge and skills are mastered, effort still must be put forth to use the information
or perform the skills on a daily basis.
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Level 1: Reaction
Level 1 Reaction is the degree to which participants

react favorably to the learning event. ofg&\/\

Approximately 78% of training events measure Level

1 Reaction in some fashion. The current investment ;;“’f

in gathering this type of data is far greater than the o i

importance this level dictates. This investment

occurs at the cost of measuring Levels 3 and 4,

which would yield data more meaningful to the business; these levels are only measured
25% and 15% of the time, respectively (American Society for Training and Development
[ASTD], “The Value of Evaluation,” 2009).

The New World Kirkpatrick Level 1 Reaction has three dimensions: customer
satisfaction, relevance and engagement.

Customer Satisfaction

The original definition of Level 1 measured only participant satisfaction with the training.
Dr. Kirkpatrick, Sr., referred to this as the customer satisfaction measurement of training.

Engagement

Engagement refers to the degree to which participants are actively involved in and
contributing to the learning experience.
Engagement levels directly relate to the
level of learning that is attained.

Personal responsibility and program
interest are both factors in the
measurement of engagement. Personal
responsibility relates to how present and
attentive participants are during the
training. Program interest is more
commonly the focus, including how the
facilitator involved and captivated the
audience.

Relevance

Relevance is the degree to which training participants will have the opportunity to use or
apply what they learned in training on the job. Relevance is important to ultimate training
value because even the best training is a waste of resources if the participants have no
application for the content in their everyday work.
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Putting It All Together

Levels 1 and 2 of the New World Kirkpatrick Model provide data related to effective
training. These levels measure the quality of the training and the degree to which it
resulted in knowledge and skills that can be applied on the job. These measurements
are useful primarily to the training function to internally measure the quality of the
programs they design and deliver.

Levels 3 and 4 provide the needed data related to training effectiveness. These levels
measure on-the-job performance and subsequent business results that occur, in part,
due to training and reinforcement. Training effectiveness data is key to demonstrating
the value that the training has contributed to the organization and is typically the type of
data that stakeholders find valuable.

level 1 Llevel 2 Level 3
Reaction Learning Behavior

Level 4

Results

A Purposeful Approach to Training Evaluation

You may be wondering why this piece introduced Level 4 first, and not Level 1. The
reason is that this is how successful training professionals organize their work when
planning, implementing and evaluating training programs.

When you start training with a focus on the Level 4 Results you need to accomplish,
efforts are automatically focused on what is most important. Conversely, if you follow the
common, old-school approach to planning and implementing your training, thinking
about how you will evaluate Level 1 Reaction, then Level 2 Learning, then Level 3
Behavior....it's easy to see why few people get to Level 4 Results in this fashion.

Set yourself apart from and ahead of the crowd by using the four levels upside down;
start every project by first considering the leading indicators you plan to influence, and
articulate how this will contribute to the Level 4 Result of your organization. Then, think
about what really needs to occur on the job to produce good results (Level 3). Consider
next what training or other support is required for workers to perform well on the job
(Level 2). Finally, consider what type of training will be conducive to imparting the
required skills successfully (Level 1).
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A Call to Action

Learning and development professionals enter new territory in
the New World Kirkpatrick Model. They are no longer relegated
to only formal training and issues related to Levels 1 and 2. The
focus on Levels 3 and 4 encompasses factors other than
learning, such as business processes and systems, role-
modeling, resource availability and other workplace issues. This
expands the role of the learning and development professional to
that of a learning and performance consultant. This is the key to
a valuable and sustainable role as an internal training
professional or a sought-after training consultant.

This newly cast role may require some courage and a bit of
adjustment. Your responsibility is to seek the truth through
assessment and analysis. Then, you need to speak the truth
about true root causes and the type of intervention package that
will remedy the situation. You will need to lead a conversation
about the level of effort required by each party involved. You
may not always find an open door, but sharing your knowledge
and gathered data will build trust and eventually make you a
highly valued project team member.

The choice is yours. If you embrace this new world view of the
role of training and evaluation, you can become an indispensable
partner to the business you serve. View training evaluation as
mandatory, not optional. Redeploy your resources to involve and
embed yourself in the business. Use new world methods to drive
program results and demonstrate your role in contributing to
improved job performance and subsequent business results.
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About Kirkpatrick

Kirkpatrick Partners is proud to be The One and Only Kirkpatrick® company and
the only provider of authentic Kirkpatrick products and programs. The company
carries on the work of the late Don Kirkpatrick, Ph.D., and the four levels.
Kirkpatrick Partners offers seminars, consulting, impact studies, books and other
written resources on the Kirkpatrick Model and related concepts.

Kirkpatrick Partners is firmly grounded in the principles that Don Kirkpatrick is
credited with creating over 60 years ago. Originally called Kirkpatrick Consulting,
it was established in 2008 to respond to a growing need for companies to
rationalize the resources dedicated to training. The company was renamed to
better represent the full line of products and services it provides to the training
and business community.

Jim, Don’s son, is the company’s Senior Consultant. Wendy Kirkpatrick is the
Founder and President of Kirkpatrick Partners. Kirkpatrick Affiliates also facilitate
Kirkpatrick programs and provide additional thought leadership in the areas of
evaluation and business partnership.

Kirkpatrick Partners proudly continues to reinforce the importance of the
Kirkpatrick Model around the world. In addition, the newer Kirkpatrick Business
Partnership Model and Kirkpatrick Foundational Principles underpin all products
and programs the company provides.

60 Years of History

Dr. Donald Kirkpatrick (1924-2014) is credi
creating the Kirkpatrick Model in the mid-
was writing his Ph.D. dissertation. Hi

effectively measure the impact o
development programs he
University of Wisconsin Man

Dr. Kirkpatrick, Sr.’s,
published by a trade j
following 60 yea
Today, the Ki
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Author Bios

Jim and Wendy Kirkpatrick own and operate Kirkpatrick Partners, the One and Only
Kirkpatrick® company. They are proud to carry on the work of the late Dr. Don
Kirkpatrick, who is credited with creating the Kirkpatrick Model over 60 years ago.
Together they created the New World Kirkpatrick Model to illustrate how the four levels
are as relevant and practical as ever.

Jim and Wendy have written four books, including Kirkpatrick's Four Levels of Training
Evaluation, and served as the subject matter experts for the U.S. Office of Personnel
Management’s Training Evaluation Field Guide.

Jim’s charisma and passion, combined with Wendy’s business sense, make them
popular speakers worldwide, both individually and together.

For more information about Kirkpatrick Partners, go to www.kirkpatrickpartners.com;
email inquiries@kirkpatrickpartners.com; or call (770) 302-3500.

Don Kirkpatrick, Ph.D. Jim Kirkpatrick, Ph.D. Wendy Kirkpatrick
1924-2014
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MAXIMIZING RESULTS WITH KIRKPATRICK

Early part of the journey - Ensuring effective training

+ Register for FREE resources at kirkpatrickpartners.com

+ Watch Kirkpatrick webinars T —
KIRKPATRICK'S

¢+ Discuss effective training versus training effectiveness in FOUR LEVELS
your organization of TRAINING

+ Participate in Getting to Kirkpatrick® Levels 3 & 4 or Igniting EVALUATION
the Inner Fire workshops A |§IE e

¢ Join the Kirkpatrick Evaluation discussion group in LinkedIn JAMES 0. and NENBY KAYSER

KIRKPATRICK
+ Participate in the Kirkpatrick Four Levels® Evaluation

Certification Program - Bronze Level

Farther down the road - Building training effectiveness

¢ Connect Levels 3 and 4 through required drivers, critical
behaviors and leading indicators

How Workplace Learning
Must Reinvent [tself
to Remain Relevant

TRAINING
ON TRIAL

¢ Schedule a Kirkpatrick® Strategic Evaluation Planning
Certificate Program

¢ Implement a systematic evaluation decision-making
process

+ Obtain Kirkpatrick silver level certification

Nearing the final destination - Maximizing organizational ROE (return on expectations)

¢ Consider a Kirkpatrick® Business Partnership Analysis

¢ Schedule a Kirkpatrick® Impact Study & m

¢ Present your compelling chain of evidence to your I I I I
i level 1 Llevel2  Llevel 3 Level4
corporate jury Reaction Learning Behavior  Results

+ Obtain Kirkpatrick gold level certification
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FREE RESOURCES & INFORMATION

JOIN THE KIRKPATRICK COMMUNITY
Kirkpatrick Partners strives to provide the information you need, when and how you want it.
REGISTER WITH KIRKPATRICK PARTNERS

Register online at www.kirkpatrickpartners.com to receive access to the online Kirkpatrick Resource Library and
be automatically enrolled in our weekly newsletter.

Receive all of the following:

» Access to online Kirkpatrick Resource Library containing 100+ free
items on demand

» Articles, white papers, videos, podcasts, PowerPoint slides,
diagrams and tools

» One efficient weekly email containing:
«  Weekly Kirkpatrick Quick Tip
+ Latest articles
* News, specials and event schedules

 Ability to comment on features in The Official Kirkpatrick Blog

SELECT YOUR FAVORITE SOCIAL MEDIA FOR TIMELY UPDATES
Do you prefer to get your news as it happens?
Do you like your Facebook page better than your Outlook inbox?

If so, this step is for you! Follow Kirkpatrick Partners on your favorite social media network. Join
the discussion and receive the latest news by liking us on Facebook, following our Twitter account,
@TheKirkpatricks, connecting with us on LinkedIn, following our boards on Pinterest, or subscribing to The Official
Kirkpatrick Blog on our website.
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ADD CUSTOMIZED SUBSCRIPTIONS FOR MORE INFORMATION

w U B o

Do you want everything from Kirkpatrick Partners?

If so, follow Jim, @Jim _Kirkpatrick, and Wendy, @ WkKirkpatrick, on Twitter, join the Kirkpatrick Evaluation
Discussion Group on LinkedIn and subscribe to the Kirkpatrick Partners YouTube channel.
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