



Module 14.1 



Class and Trainee Evaluation





		Another instructor responsibility is to evaluate frequently both the class performance and the performance of individual trainees at levels 1 and 2.  But to be a successful instructor, evaluation alone isn't enough.  You must also take action on your results.  During this module, you will learn about some of the evaluation tools you have available and about some of the remedial actions you can take to improve trainee and class performance.



		When evaluating someone or something, you are simply measuring against a standard of some kind.  When evaluating your class's performance, you are measuring them against the standards for satisfactory performance provided in your course material.  For example:  If the passing score for the first 2 modules in your course is 80% and your class is averaging 87%, you may assume that you have little to worry about.  But, if your class is averaging 67%, you now have a problem and you better do something -- and quickly!



		Evaluating class performance according to course standards is a rather normal and easy process.  Reporting these results is, of course, a required part of all validated course materials.  But a good instructor wouldn't stop there.  He would do more analysis to find out how each trainee is performing according to the standards for each module.  You could feel comfortable with the 87% that your class is averaging when compared to the required 80% standard.  But if you analyze your individual trainees' results, and you find that 8 trainees are scoring in the 90's while 2 are scoring in the low 70's, that gives you quite another situation.



		Every instructor wants his class to have high scores and, at least, meet course standards.  But, the truly successful instructor pays attention to the individual trainee also, looks for problem areas and takes corrective steps to help every member of the class to achieve course standards.  The successful instructor knows that evaluation is an on-going process made up of 4 steps:



1.	Identify the problems (first by class, and then by trainee);



2.	Determine possible causes of the problems;



3.	Take remedial action;



4.	Check for results.





		You have a number of tools available to help you with these steps.  The following material is intended to help you identify these tools and to give you some suggestions on how to use them.













Step 1:  IDENTIFY PROBLEMS



		The most common tools you have available to  help you in this step are:  test scores, trainee course evaluation results, and your own observations of class performance.



1.	Test Scores:



	To evaluate test results properly, you should:



(a)	Accurately record trainee and class (average) scores at the end of each unit or module;



(b)	Compare class results against the standards provided for each unit/ module in your Instructor Guide;



(c)	If the class is falling below, or just meeting standards, determine what objectives and intermediate-objectives are being missed by these trainees and summarize in notes for later analysis;



(d)	Check to see if only a few trainees are bringing the class results down.  Again, note what objectives and intermediate objectives are being missed by these trainees and summarize in notes for later analysis;



(e)	If the class is achieving or surpassing standards, you must still check for trainees who are falling below acceptable performance.  Again, summarize the objectives or intermediate objectives being missed by individual trainees for later analysis.





2.	Trainee Course Evaluation Results



	Review and summarize the trainees' course evaluations (Form 23) for each module.  Quite often they will tell you about specific parts of the course with which they are having trouble.  Compare their remarks against the correspond-ing test scores and look for trends in the complaints.  Again, make notes to summarize your findings for later analysis.





3.	Class Performance:



	During each module, you will have made observations on both individual and class performance for each lesson.  You should have notes or, at least, remember situations where the class or individual trainees had problems answering questions during class, or who asked a lot of questions.  Summarize these notes for analysis in Step 2.







Step 2:  DETERMINE POSSIBLE CAUSES



		To do this analysis, you will need your results from Step 1 (tests, completed Forms 23, and your own observations) plus information you can get from the course trainee population analysis, and notes from your discussions with indivi-dual trainees.  During this analysis, you should:





1.	Review your summary notes on test scores to determine:



(a)	What trends are there in missed objectives by class and trainees.  Look for:



1.	Common objectives missed by several trainees;



2.	Objectives on similar topics leading to the present module with which the trainees may have had difficulty.



(b)	Check results of the corresponding intermediate objectives in unit tests to determine if certain areas are causing problems.  Make notes.  [This can be very important.  For example:  an objective may be to ride a horse for 10 minutes at full gallop.  You don't get far, however, if you haven't achieved the intermediate objective "to get on the horse".]



(c)	Review the corresponding tests and lesson material:



1.	Do the tests accurately reflect the objective?



2.	Were any parts of the lesson material confusing or lacking?



3.	Was any of the lesson material missed or rushed through in class?



(d)	If the class average is good, determine which trainees, if any, are falling below standard and repeat Steps 1 to 3 above.





2.	Review your notes summarizing trainee course evaluation (Form 23):



	Compare these notes to the results gathered from your analysis of test scores.  Look for simple indicators of problems from the trainees' responses.  Look for trends and confirmation of your analysis.





3.	Review class performance notes:



	These, too, should confirm your analysis of results and can give you additional information on which points trainees seem to be having the most difficulty and why.







4.	Review trainee population analysis data:



	You surely did this at the beginning of the course, to help you understand the individual trainees.  However, you should review this material very carefully again for trainees having difficulty.  Look for such things as:



(a)	Trainees not having the proper background or previous training to enter this course;



(b)	Trainees assigned to class whose job has no relation to the training.  [They may feel, correctly, that the course is a waste of time.]



(c)	Trainees with possible problems, e.g.:  severe problems at home or work; language difficulties (speech problems, reading problems, course taught in a "foreign" language, etc.)  This analysis is usually required only when specific trainees are having problems.  It will usually provide you with valuable information and help you prepare for the next step in your analysis.





5.	Discuss problems with class or individual trainees.  Make notes, again, for planning remedial action:



(a)	If the total class is having problems, have an open discussion asking them what they think the problem is.  After getting their feelings, present any new or different ideas you may have gathered during your present analysis for discussion.  Remember:  present your opinions in a positive way.  Avoid being negative or punishing.



(b)	If an individual trainee is having problems, review the results you gathered in your analysis and schedule a private meeting to discuss your findings.  Note items you wish to pursue and confirm.  Use "open-ended" questions during the discussion to allow the trainee to express himself.  Again, be positive and helpful, not punishing.





6.	Summarize all of your findings.  Plan and schedule your remedial actions:



	Some of the remedial actions you may take will be covered in the next section.  This is a good place to stop for a discussion and clarification; and then complete Exercise 1.





�



REMEDIAL ACTION



		Now that you have completed the first 2 evaluation steps, it is time to take corrective action on the problems you identified.  This corrective (or remedial) action must be carefully planned, and later, checked to be sure your action was correct.  This section will give you suggestions on some of the most common actions you can take to cure, or remedy, problems.  There will be other things you can do, of course, depending on the peculiar problems you encounter or your specific class/ trainee situation.  But these solutions you will learn through experience, trial and error.  Again, the following are steps you can take either individually or in combina-tion to resolve the problem.





Step 3:  TAKE REMEDIAL ACTION



		Since the choices of action available can be very different (depending on whether the problem is with the class or individual trainees), the suggestions listed will be listed separately.  Please note:  the suggestions are listed at random and not in order of priority.



1.	Class not meeting objectives, consider:



(a)	Adjust next day's schedule to spend about an hour discussing problem with the class.  Assign available supplementary material on the subject for after hours study.  Schedule a brief test on the missed objective at a later date.



(b)	Suggest the class come in, or stay, after hours to review and practice the missed lesson materials.  Schedule more practice and brief test at the end of the session(s).



(c)	If possible, adjust course schedule to give another version of the unit/ module again.  Consider:



1.	Stressing or expanding on portions that were missed.  [Reduce or eliminate parts achieved.]



2.	Changing methods or media used to teach lessons, e.g., provide alternative materials:  available films, reading materials, etc.; more practice and discussion, etc.



3.	Provide a test at the end of the session.  (!!)



4.	If small and obvious problem of misunderstanding the lesson content, schedule short discussion and review with the class.
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2.	Individual trainee(s) not meeting objectives, consider:



(a)	Reviewing missed objectives with trainee and assigning available supple-mental material for study.  Follow up with test.  [Study can usually be done "after hours".]



(b)	Offering to spend time tutoring trainee on off-time.  Review trainee's back-ground and consider using different methods and techniques.



(c)	Assigning another trainee who is doing very well as a tutor.  Be sure you know that both trainees are willing to work together.  Again, test for results.



(d)	If trainee is normally performing well and it is a small and obvious problem, schedule a private meeting and review the missed objectives.  Discuss problem thoroughly to be sure that the trainee understands afterwards.





		These are, of course, the most common remedial actions you will use.  Others you will acquire with time and experience.  We also haven't addressed the occasional trainee with an "attitude problem".  Occasionally, you may find the trainee who, for whatever reason, can't seem to pass the course no matter what you try.  But this is no excuse to give up.  You owe it to the trainee, the class, and yourself to give it your best effort.





Step 4:  TEST AGAIN TO BE SURE OBJECTIVES ARE ACHIEVED



		There is no sense in putting the trainees and yourself through the extra effort to learn the course material unless you test to be sure they accomplished the learning.  Since you obviously cannot use the same test that was used in the original lesson, you must make some adjustments to be sure they have learned the material.  Some things you can do are:



1.	Use some of the original test questions by changing examples and requiring slightly different answers;



2.	Construct some of your own test questions using the same type of question as the original (True-False, multiple choice, etc.);



3.	If working with individual trainees, give the test verbally.  As the questions missed on the test but, when possible, change them slightly.  Be sure to discuss the answers or give feedback to the trainee.
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