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What to evaluate in a training programme – evaluation models and their application
For every trainer at a course, evaluation is the conflictual encounter of self-perception, the perception of others and what actually happened – verified by objective indicators. A lot of factors influence the success of a training activity: the group dynamics, degree of intercultural learning, conflicts in the group, the way in which the topic is explored, and many more. Each of them has a certain impact on the final outcome of the training activity. This implies that the crucial question in every evaluation strategy is, what to evaluate? The answer depends on the type of training activity, the organisation(s) and the purposes of the evaluation. The information collected during evaluation can usually be grouped into different categories or levels. 

The analysis can be done according to several different models. Similar to other elements of

training, there is no one dominant approach to evaluation. The following table brings you four different evaluation models*
:
	Model
	Training Evaluation Criteria                              Further explanation & comments

	Kirkpatrick model
	Four levels:

1. Reaction – were the participants satisfied with the activity?

2. Learning – what did the participants learn from the activity?

3. Behaviour – did the participants change their behaviour based on what they learned?

4. Results – did the changes in behaviour positively affect their organisation?



	CIPP model
	Four levels:

1. Context evaluation -are the chosen goals the right ones for this activity?

2. Input evaluation – is the program well planned? Are there enough resources to implement the activity?

3. Process evaluation – how was the course flow? The participant’s feedback?

4. Products (outcome) evaluation – were the objectives reached?)



	Brinkerhoff
model


	Six levels:

1. Goal setting – what is the need? Are these the real needs?

2. Program design – what is required to meet these needs? Is this design going to meet the needs?

3. Program implementation – how do we evaluate the program in practice?

4. Immediate outcomes – did the participants learn? What did they learn?

5. Intermediate or usage outcomes – are the participants implementing their learning?

6. Impacts and worth – did it make it a worthwhile difference to the participants’ organisations and their personal development?



	Systems
approach

(Bushnell)


	Four levels:
1. Input – what goes into the training effort? (trainee qualifications, trainer’s ability, resources etc).

2. Process – how are the planning, design, development and implementation of the activity?

3. Output – what are the participants’ reactions, knowledges, skills gained, behaviour reflected on, attitudes changed?

4. Outcomes – what are the effects on the participants’ organisations?



It is noticeable that these four models have many common features, but also some different

emphases. Their use depends on the contexts, evaluation needs and ‘depth’ of evaluation that the training requires. It would be possible to provide an extensive list of similar evaluation models, but at this point it is more important to illustrate a detailed implementation. The Kirkpatrick evaluation model is a straightforward yet highly effective model that is widely used in the trainers’ community. 

An evaluation model in practice

The Kirkpatrick model suggests four different points of focus: the reaction of participants,  learning, behaviour after training and the results achieved as a result of the changed behaviour. In comparison with other models it has one clear flaw – not evaluating the actual training process. That said, if evaluators are aware of this weakness and consider the process separately, it provides a strong framework for approaching a youth activity.

Level 1. Reaction – Were the participants pleased with the activity? Did the participants like  it?

Level one measures feelings, energy, enthusiasm, interest, attitude and support. However, what is reflected at this level is words, not deeds (usually in evaluation forms or oral evaluation). As with any exercise in interpersonal feedback there is a possibility of dissonance between what people say and what they eventually do. The daily evaluation groups, mid-term evaluation and final evaluation form are the most common methods used for evaluation on this level. Some examples of final evaluation forms and a design for daily evaluation groups are presented in Appendix 2.

Level 2. Learning – What did the participants learn in the activity?

Assessing learning in non-formal education and in youth training is a rather complicated task. On these training courses the knowledge and skills transferred are very much interrelated with the changes in awareness, attitudes and reflection of the participants. For formal training courses, tests and various certified forms are used. In non-formal youth training based on voluntary participation this can have counterproductive effects.

In non-formal contexts the evaluation of participants (whether they have learned a certain theoretical concept, or a certain skill) can be implemented by giving opportunities to the participants to demonstrate their knowledge and skills. It might be in workshops run by them, role-play and simulation, accompanied by reflection and feedback.

Level 3. Behaviour – Did the participants change their behaviour based on what they learned?

Levels 3 and 4 focus the evaluation on the participants’ reality. It is not easy to analyse behavioural change in participants. In youth work especially, where short training cour-ses are an everyday reality and funding organisations are not eager to finance ex-post evaluation, this situation is heightened. During many youth training activities, the focus is mainly cast on self-realisations and self-knowledge, and their relevance in the context of European youth work. This is very hard to evaluate. How can we tell whether somebody has become a trainer after participating at a ‘training of trainers’ course? Is it even a question we can ask? There is a continuous need to track the participants’ development and achievements. The only reasonable thing that can be done is ex-post evaluation, where after longer periods of time the trainer or the organisers of the training contact the participant and co-assess developments in the meantime. Usually this is done by a questionnaire, due to restrictions of finance and time. Without these restrictions, direct observation or in-depth interviews with the participant would generate more useful data.

Level 4. Results – Did the changes in behaviour positively affect their organisation?

This level of evaluation focuses on the participants’ organisation and the benefits of trained participants to them. Did the participants implement the knowledge gained during the training activity? Did they make an impact on the overall work of the organisation or conditions of their target group?

The main disadvantage at this level is the near impossibility of singling out the long-term impact of the specific training activity as opposed to other learning experiences and stimuli. Participants follow their own path and in the process of their development learn new things which consolidate, refine and challenge what has gone before. It is also important to bear in mind that an impact on an organisation cannot be accomplished by a lone individual, but by people collectively involved in the whole organisation. In this context it is problematic to try and indicate the exact impact of individual participation. 

Note: A long–term training gives an opportunity to evaluate between sessions which can include evaluation on levels 3 & 4.
Final comment

Levels 1 & 2 can be found in the evaluation designs for almost every training activity today. Levels 3 & 4 are clearly more complicated and time, effort and money consuming, but ultimately crucial in assessing whether a training has really made an impact or not. Therefore, with the environment and limitations of youth work training in mind, evaluations on level 1 and 2 should be executed as a normal standard. Partial coverage of evaluation on level 3 is achievable, in the form of a questionnaire distributed some time after the activity for example.

It is important to be aware of the existence of evaluations on levels 3 & 4 and whenever possible to implement them. Available results can indicate huge justification of the training program and inform a needs assessment for future training activities.
*  J.J.Jackson, Training and Evaluation and R.L. Simone and D.M. Harris, Human Resource Development
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