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ABSTRACT
uman resources are an organization's
greatest assets because without them,
everyday business functions such as
managing cash flow, making business
transactions, communicating through all forms
of media, and dealing with customers could not
be completed. Human resources and their
potentiality they possess are key drivers for any
organization’s success. With globalization and
| technological advances, today's organizations
are continuously changing. Thus, organizational
change impacts not only the business but also its
.| employees. In order to maximize organizational
| effectiveness, human potentials, individuals'
capabilities, time, and talents must be managed
and developed. Within banks, a major
responsibility of the top management is to develop personnel through training and development. The
present study critically analyses on Evaluation of Training and Development of HRM.

KEYWORDS :Training, Development, Evaluation, HRM, Banks etc.

1.0INTRODUCTION

Training is the process of assisting a person for enhancing his efficiency and effectiveness at
work by improving and updating his professional knowledge by developing skills relevant to his work
and cultivating appropriate behaviour and attitudes towards work and organization. Training could be
designed either for improving present capabilities at work or for preparing a person for assuming
higher responsibilities in future, which will call for additional knowledge and superiors skills. Finally,
Training is the systematic modification of behaviour through learning which occurs as a result of
education, instruction development and planned experience. Training is the increasing of knowledge
and skill of an employee for doing a particular job Steinmetz (1996).
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Training in this context, can be thought of as an organizational process of assisting people in enhancing
their efficiency and effectiveness at work and cultivating appropriate behaviour and attitudes towards
work and people. Training is valuable to the employee in terms of better job security and greater
opportunity for advancement. A skill thus acquired by the employee through training is an asset to the
organization. Employee training represents a significant expenditure for organizations. Senior
management should recognize that the training function has valuable intelligence about employees’
core skills. The training unit, in a successful program, understands the organizations strategic direction
and can design and implement a creative way of moving people in that direction. As aresult, banks have
to continue to deal with two urgent challenges, first is to improve their competitive position by
reducing costs and the second is to learn how to manage the impact of technological development.

1.1 Conceptof Training

The term training refers to the acquisition of knowledge, skills and competencies as a result of
the teaching of occupational or practical skills and knowledge that relate to specific useful
competencies. The definition of training expands from training directly related to the performance of
official duties to any training that improves individual and organizational performance and assists an
agency in achieving its objectives and goals Hessling (1997), Scott& Spriegal (1996)Functional
definition of training is the acquisition of concepts, theories, knowledge, skills and attitudes. The
significance of training lies in making employees more effective and productive. It is actively and
intimately connected with all personnel or managerial activities. It is an integral part of the whole
management programme with all its activities functionally inter-related.Training has been seen by
scholars as an aid in adjusting to work environment which is designed to increase the capacity of
individual or group in contributing to the attainment of the organizational goals Van Buren, M. E., &
Erskine; W. (2002).

1.2 Concept of Evaluation

Evaluation of training is an attempt to obtain on the effects of training programme and assess
the value of training in the light of the information. This includes the investigation before and after
training. One cannot assess the effects unless one knows the before training situation for comparison
with the after training situation. The outcome of training programme seeks to depict how training was
effective. The question is to know if the results are in accord to the desired outcomes or not. It also
considers whether training programme was conducted or implemented according to the plan.
Evaluation helps the trainer to seek if any employee needs further training to perform his/her job
Nickols, FW. (2005). Evaluation is the process of systematically collecting information and using the
information to determine the effects and value of training programme. It is seeks to determine the
degree to which the programme has done what it was supposed to do. Evaluation ensures that T&D
programmes are accountable and are meeting the needs of employees and the organization in the
most cost-effective manner Beardwellland Holden, L, (1994).

1.3 Linkages Between Training and development

Consequently training and development has become one of the most critical aspects of human
resource effectiveness. No matter the way one looks at training and development, they help employees
to learn how to use the resources in an approved fashion that allows the organization to reach its
desired output. Training and development has grown concerned not only with helping individuals to
adequately fill their positions, but also with helping whole organizations and sub- departments to grow
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and develop. Every organization needs to have well trained and experienced people to perform the
activities that have to be done. It is necessary to raise the skill levels and increase the versatility and
adaptability of employees. Inadequate job redesigning or technological breaks through require some
type of training and development efforts.

1.4 Objectives of the Study
The present study is to critically analyses the different models of evaluation of training and
developmentin HRM in general and its relevance in particular.

1.5Sources of Data
The secondary data collected through books, articles and news bulletins, annual reports,
periodicals, journals, etc., In addition to this the study also made use of online journals and websites.

1.6 Models of Evaluation of Training and Development
This thesis standardizes the term as a model for the consistency and evaluation models included
are classified into five types as follows:

e Levels of evaluation include those models with causally linked categories.

¢ Formative evaluation includes those models that asses a programme at the design stage or in
implementation.

eModels in relation to performance evaluation cover those incorporating organizational performance
appraisal or evaluation.

*Models of learning and evaluation focus on learning process and intervention.

eCompressive and systematic evaluation models are characterized by evaluating training intervention
in a broader way, which integrates with phases of training and include many factors relating to the
individual and organization.

Table 1: 1 List of Models for Evaluation of Training Relevant to this Study

Levels of Evaluation
Models Four levels of Five levels of CIRO(context, input | ROI( Return On
Evaluation Evaluation reaction, output) Investment)
Sources Kirkpatrick Hamblin Warr, Bird and Phillips 2003
1994 1974 Rackham
Evaluation 1. Reaction 1.Reaction 1.Context 1.Reaction and
criteria/Method | 2. Leamning 2.Learning 2. Input Satisfaction
3. Behaviour | 3.JobBehaviour 3. Reaction 2. Learning
4. Results 4. Organization 4. Outcome 3.Application and
5. Ultimate value | -Immediate outcome implementatio
-Intermediate n
outcomes 4. Business impact
-Ultimate outcomes |5.Return on
Investment
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Models Formative Evaluation
Testing and Three stage Four Component | Integrative
Review of Evaluation Process Practice
Products
Sources Geis, 1987 Dick and Weston, Brown and
Carey, 1996 | McAlpine and Gerhardt, 2000
Bardonaro,
1995
Evaluation The 1. One to one | Clearly defined | Concept:
Criteria/Method | development | valuation components, Training subject
testing -Involving simplicity of matter and
-using individual conducting preliminary
learners as participant for | evaluation on objectives.
test subjects evaluating instruction. Design: Specific
and critics. programme. 1.Participants instructional
The expert 2. Small 2. Roles objectives and
review group 3. Methods activities.
-using experts | evaluation 4. Situations Prototype:
to examine - Getting usability and
instructional | feedback learner
materials. from a group satisfaction to
of training
participants. materials.
3. Field test Pilot: format and
-Real delivery
situation test
of instruction
programme.

1.6.1 Levelsof Evaluation

It’s argued by researchers and practitioners alike (Alliger and jank, 1998) that the most
influential contribution to evaluation theory and practice has come from Kirkpatrick's series of
publications in his late 50°s and 60°s in the journal of American society for training and development.
His four levels of evaluation model has been the basis for various levels of evaluation models.

1.6.2 Classic Model: Kirkpatrick's Four Levels model

Level 1. Reaction is a measure of how trainees think about the training programmes in terms of
subject, content, instruction and time schedule. Reaction is normally measured by using
guestionnaires, whichisalso called a ‘happy sheet’.

Level 2: Learning is to assess whether the trainees have acquired knowledge, improved skills, or
changed attitudes because of training intervention.

Level 3: Behaviour is the measurement of any behaviour change of the trainee on their job as a
result of training programmes. Kirkpatrick suggested a scientific and systematic approach to measure
on-the-job behaviour by collecting information on pre- and —post training performance appraisal of the
participants from different sources.

Level 4: Results is a measure of the impact of a training programme on the organization due to
change of participant’s on-the-job behaviour. However, Kirkpatrick does not offer a detailed
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description on how to conduct the measurements of results. He points out that it becomes more
difficult, complicated and expensive to measure the ‘results’ of training even though the measurement
at this level is more meaningful.

Kirkpatrick (1994)suggested that evaluation should be conducted from lower level to higher
ones in sequence if it is financially feasible (see figure 1.1). However, as the measurement is moved
from one level to the next, it takes more time, costs more money and becomes more complicated, but is
assumed to provide more valuable information than the previous level.

Some authors describe Kirkpatrick’s four level of evaluation as being based on four simple questions.

» Reaction: were the participants pleased with the training programme?

e Learning: what did the participantslearninthe programme?

® Behaviour: did the participants change their behaviour based on what was learned?
e Results: did the changein behaviour positively affect the organization?

Kirkpatrick's classic model is mostly used by practitioners and organizations as a result of
simplicity and ability to help trainers to think about the evaluation criteria of training programmes. It
hasledtoalarge amount of work in training evaluation.

1.7 Hamblin's Five Levels Model (1974)

Hamblin (1974) described his five levels model as a supplement to the other models rather than
a replacement for them. This model keeps the level 1: reaction, level 2: learning, level 3: behaviour
same as Kirkpatrick's, but refines the level 4: results into organization level and ultimate value level.
Hamblin is one of the first to modify Kirkpatrick's framework. Hamblin suggests the hierarchical links
among his five more explicitly. However the scholar suggested that “reaction” is not always constant,
but changing dynamically in the process of training. Further, Hamblin divides the last level of
Kirkpatrick's into two and makes a distinction between economic and non-economic values. The
concept of organizational climate is introduced which is concerned with the employees perception of
how their organization should work, and to which extent to which the employees feel satisfied with
their organization. Moreover, Hamblin develops an “objective-oriented strategy” in relations to each
level which suggests that training assessment could be done at any intermediate level to fit different
objectives, not necessary at ultimate financial level.

1.8 CIRO MODEL (Warr, Bird and Rackham 1970)

Warr et al (1970) argues that evaluation of a training programme is not an action done at the
end of the programme, but should be viewed in a wider context. In other words, evaluation is a
systematic process, which is well-planned before a training programme takes place and is integrated
throughout the programme. Warr et al’'s model is one of the first to incorporate into the evaluation
process inthe way of context analysis.

1.8.1 Context evaluation: to collect contextual information about organizational operations and
analyze business objectives in an attempt to identify the training needs.

1.8.2 Input evaluation: to collect information about possible resources such as budget, methods and
deliveryin order to make best choice on training procedures from the options.
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1.8.3 Reaction evaluation: to gather trainees opinions about the training programme they have taken,
which can be done in the way of end-of-course review, follow-up survey as well as informal
conversation.

1.8.4 Outcome evaluation: to measure the outcomes of training programmes at the following three
hierarchy levels;

e Immediate outcome- changes of trainees in knowledge, skills and attitudes, which can be measured
immediately after the training.

e Intermediate outcomes- changes of trainees on —the-job behaviour or changes in the job
performance, to which the attention should be paid to the layout of time and resources.

e Ultimate outcome- the impact of trainees departments or organizational due to the above mentioned
changes, which reveals great difficulties to measure specific outcomes at ultimate level.

The complexity of the evaluation of management training is identified and emphasis is given on
the immediate outcome level due to the intervening variable for the on the job behaviour change do
not provide an effective method to measure the ultimate outcome —organizational level.

1.9 ROl Model (Phillips 2003)

According to Phillips the ROI evaluation is result-focused systematic process. There is a chain
linkage of the above five levels, which echoes Kirkpatrick's casual interlink of his four levels of
evaluation. Phillips stresses that it is difficult to determine whether the final results are produced by the
HR initiative if the measurements are taken at each level.ROIl is an innovation in management and
evaluation which provides bottom figures and accountability for all types of training, performance
improvement, human resources and technology programmes. Phillips takes the lead in developing the
ROI evaluation frame work to meet the three main driving forces practitioners and training managers,
clients and senior managers and evaluation researchers.

This model tries to identify the effects of a training programme, isolate them from other factors
and convert data to monetary terms. Since its development in 1970s the ROl method has been
introduced into a wide range of business sectors. It’s arguable that the ROl model aims not only at
calculating the ROI of tangible results but also at addressing The intangible benefits, which could be
applied to HR initiatives with intangible outcomes, such as leadership development programme. It
might be the main reason to explain why Phillips claims ROl evaluation can be applied to different
settings.

1.10 Formative Evaluation Approach

Recently there have been more arguments for using different methods (Holton and Alliger
1997)traditionally formative evaluation models are instruction oriented. This model points out that,
the researchers and practitioners have largely focused on evaluating training outcomes by using a
summative approach, while formative evaluation is likely to be neglected. As per this study formative
evaluation approachisa useful way to bridge the gap between evaluation and training design.

1.11 Geis Method Model

Geis (1987)describes formative evaluation as aiming at obtaining feedback to improve
instruction materials during the development stage. It’s fulfilled by mean of a cycle of testing and
revision on products to be delivered. Particular feature of Geis ‘s formative evaluation model, is the
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involvement of various stakeholders in training design and development. This helps to build
commitment of managers, trainers and trainees towards programme implementation and reduce
apprehension regarding evaluation. Geis model focuses on two methods, development testing and
expert review which are presented below.

1.11.1 The Development testing: uses learners as test subjects and critics, which involve two
strategies, the clinical method and the-teach and test- method. The trainees are expected to mirror the
target population for whom the materials are being designed. The materials being evaluated is tested in
either aone—to-one or small group setting.

1.8.2 Expert review uses experts for critically for examining instructional materials. The expertise is
divided into eight categories: subject matter experts, designers, teachers/instructors, audience
specialists, gatekeepers, sponsors, former trainees and editors.

1.12 Dick and Carey Stage Model (1996)
In their systems Approach Model for instructional Design include three phases of formative
evaluation; one-to-one evaluation, small group evaluation and field tests.

1.12.1 One-to-one evaluation aims at eliminating errors in the instruction and determines whether the
training programme influences the participants in the intended pattern. The criteria are the clarity,
feasibility and impact on materials.

1.12.2 Small Group Evaluation verifies a step further the quality of instruction. More participants are
involved at this stage and feedback oninstruction materials is collected.

1.12.3 Field testis to decide whether effective changes have taken place after the first two stages.

The instructional materials, the number of learners and lecturers are setup as the real situation. The
responses from learners are lecturers are collected in order to make the final revision. It should be
noticed that Dick and Carey's systematic instruction design model suggests needs assessment in
identifying goal. For example conduct instructional analysis, analyze learners and contexts and write
performance objectives are designed: (i) to determine what skills and knowledge are required for
learners, (ii) to study learners characteristics such as learners present skills, attitudes as well as to
analyze the context in which they will implement their learning and the context they will apply their
learning, (iii) to define specific learning objectives and the criteria for successful performance after
learning are defined prior to instruction. The information from formative evaluation allows the
instructors to revise these important factors.

1.13  Four Component Model (Weston et al 1995)

Weston and et al model is specialized for its simplicity of implementing and clearly defined four
components. It’s also flexible of the scale of evaluation according to the purpose of evaluation. For
example, smaller number of participants provides more detailed information, while larger number of
participants provides less detailed, but more generalized information. The four components of this
model are;

1.13.1 Participants are categorized into two types, ‘novice’ who have no previous training and
experience in a specified domain and ‘experts’ who have specialized knowledge about different
training subjects and instructional design.

1.13.2 Roles refer to tasks that Participants are given during the evaluation, the role of an evaluator,
learner, criticand the role of areviser.

1.13.3 Methods are the tools and techniques used in the formative evaluation.
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1.13.4 Situation refers to the context defined by the participants when the evaluation occurs.

1.4 Integrative Model

Brown and Gerhardt’s integrated formative evaluation demonstrates scientific benefits to
evaluation of training. Brown and Gerhardt (2002) argues that summative methods are “useful for
establishing and assessing metrics representing the effectiveness of training”, while formative
methods are useful for collecting quantitative and qualitative data would suggest why the level of
effectiveness does or does not meet expectations and what can be done to improve it. This model
suggests that the merge of these two methods, which provides both assessment and improvement of
the effectiveness of training programmed. The model consists of four stages, concept, design,
prototype and pilot.

1.14.1 Concept describes the training subject matter and provides preliminary objectives of training.
The focus at this stage is to align training objectives with organizational business strategy and goals as
wellas trainees  work environment. A proper training needs analysis in the concept evaluation.

1.14.2 Design outlines the objectives, the subject matter, structure and methods of the training, which
supplements more specific instructional objectives and activities to the concept stage. Two criteria are
set up at this stage:

e Task to object alignment, which ensures the effective performance by aligning the training
objectivestothetrained task;

e Objective to instruction alignment, which ensures the consistence between the instructional
methods and the designed objectives.

1.14.3 Prototype includes some sections of training materials presented in the format to be used in the
final programme. Usability and learner satisfaction are the two criteria at this stage. Usability simulates
real instruction activity with designed prototype, trainer, sample trainees and critics. Learner
satisfaction evaluates trainee’s satisfaction to the instruction, both on instruction materials and
technology.

1.14.4 Pilot includes all subject matter using intended format and delivery. It consists of two criteria;
feasibility and learner engagement. Feasibility assesses the suitability of the resources required for
desired training outcomes. Learner engagement refers to trainees’ motivation to learn and their
attention to the programme, which helps to identify the reason if desired levels of learning are not
achieved.

1.15 Models in Relation to Performance Evaluation

Easterby Smith (1994)argue that evaluation of training consist of three main elements: people,
systems and things. Evaluation of people and their performance usually takes the form of examination
in the context of education establishments or of appraisals and performance reviews within the
organizations.

Smith research only finds five cases of formal management training which used system or
financial evaluation. It suggested that the reason is partially a lack of effective performance level
evaluation methods. However, some efforts have been made to link evaluation to performance
improvement as well as to employ the methods of performance evaluation which are relevant to
management training and development.
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1.16 Balanced Scorecard (Kaplan and Norton)

Kaplan and Norton (1992) introduced the balanced scorecard in 1992, a set of measures linked
to organizational performance, which is described as a check-and —balance system. It involves the
interpretation of the organization’s strategy into specific measurable objectives across four
perspective; customers, internal business process, learning and growth and finance and aims at
balancing business management.

In contrast to the traditional, financial based measurement systems, the balanced scorecard
consolidates organizations focus on long term win by centralizing business strategy and vision. The
other merit is that this approach is consistent with many new business initiatives such as cross
—functional integration, globalization, customer- supplier partnership and continuous improvement.
This approach provides a fresh thinking to assess the impact of management training on those
organizations which are underpinned by diversity and paradigm change.

1.17 The 360 Degree Feedback System (Nowack, 1993)

The term “360 degree feedback” refers to the process of an employee doing a self- assessment,
being rated by his/her supervisors, peers, subordinates and even customers. This model is more
popularin America and widely applied in business and industries, which can be used in a wide range of
HRD activities such as management development, training and organizational development
evaluations, style and leadership awareness, and career development.

Now argues that the 360 degree assessment provides intensive information about employees’
knowledge, skills and attitudes based on job-analysis, competencies, strategic planning,
developmental theory and personality theory. Its application to management training and
development is closely linked with training programmes and training needs analyses, which identify
critical KSAs factor, and cited different developmental stages and thus establish as a baseline for
evaluation of training and development.

CONCLUSION

Training is the process of assisting a person for enhancing his efficiency and effectiveness at
work by improving and updating his professional knowledge by developing skills relevant to his work
and cultivating appropriate behaviour and attitudes towards work and organization. Training could be
designed either for improving present capabilities at work or for preparing a person for assuming
higher responsibilities in future, which will call for additional knowledge and superiors skills. Finally,
Training is the systematic modification of behaviour through learning which occurs as a result of
education, instruction development and planned experience.
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