





I.  EVALUATION OF ACTIVITIES








          Some ideas expressed by various authors about the nature of evaluation are:





(1)	Evaluation is the most complex mental ability...and may take place effectively only after knowledge has been acquired, grasped, applied, analyzed and synthesized."





(2)	Evaluation is...a dual problem.  Training must be measured in terms of both its action as such and behaviour outside the training environment, on the job."





(3	"The most common reasons for undertaking evaluation is to determine the effectiveness of training so that future programmes may be improved."





(4)	Each country experiments with new programmes, but no country has made proper arrangements for evaluating them, retaining their strong points and eliminating their defects. We spend billions of dollars on exploring innovations and only a very few on determining whether any given step has produced the right results."








		These 4 ideas illustrate the situation which exists in respect to a systematic evaluation process:  special abilities are required; the work cannot be done by just anybody; the exercise involves not only the training environment but also the job environment in the telecommunications organization; the results of evaluation enable future programmes to be improved and, generally, very little attention and financial resources are devoted to the process despite its vital importance for determining the relative worth of the programmes implemented.





		A very brief description has been given of the (environmental) problem faced by the Training Centre with regard to the development of evaluation activities.  The other problem is conceptual and may be expressed as follows:  "What should a Training Centre evaluate?"  One might say that the following aspects, at least, should be evaluated and corrective measures taken if required:





each training programme or course should be evaluated, having regard to the 4 following levels (in accordance with the TDG):  trainees' reactions, achievement of training objectives (learning), achievement of job performance objectives (process and product), and achievement of the organization's objectives;





the actual process of development and design of training programmes and/or courses (CODEVTEL or similar);





the activity of the Training Centre as such, and the achievement of both its programmes and objectives and those of the organization as they relate to it;





the activity deployed by the Centre's staff, supervisors and instructors, as well as its management systems--in respect to its ability to adapt to new organizational situations or requirements.











		We shall now discuss these points, as well as any others which the participants in the workshop consider to have been omitted from this list.











II.  EVALUATION OF PROGRAMMES OR COURSES








		There are various ways of approaching the task of evaluating training programmes or courses, and one of them is suggested in the flowchart on the next page.  





		It is our contention that evaluation is only a very small part of a "measurement and evaluation" process; and that it is not possible to assess the success or failure of a programme in the absence of a policy, criteria, and implementation machinery.





		Evaluation, therefore, consists in reaching conclusions on the basis of data obtained.  It does not consist in compiling the data.  However, the process must start during the design phase and not after completion of the programme.  It must be understood clearly that evaluation has costs in terms of ideas, effort, time and money, and that these should be reflected in the budget and the Training Centre's plan of action. 











		We shall now comment briefly on each of the steps suggested on the flowchart which follows:





(1)	Why ask whether or not a programme needs to be evaluated?





	It is fairly clear that training experts agree on the need for evaluation.  However, when it comes to defining the concept and deciding how to proceed with the exercise, the views and recommendations of these experts and authors vary enormously.  Accordingly, we have suggested more than one method of carrying out the exercises, starting with the decision as to whether or not a given programme should be evaluated.





	Once again, we must review the internal and environmental situation of the Training Centre in order to decide which of our programmes are to be evaluated; setting priorities in the light of available resources, company interests, and the relative importance attached to the programmes by the organization.  If it is not possible to evaluate all programmes due to lack of resources, the ones to be left aside are those of less relative importance and smaller impact on the organization (possibly those to be carried out once only, etc.) but the decision must be taken when the Training Centre's activities are planned.





(2)	if it is decided not to evaluate, it will be necessary only to define needs and implement the programme (as suggested in box 2 of the flowchart).
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METHOD OF PERFORMING THE EVALUATION EXERCISE
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(3)	If it is decided to proceed with evaluation, a further decision must be taken, namely, whether all programmes should be evaluated on the basis of the same criterion.





(4)	However, there might be some programmes and situations which differ from those generally encountered in the Training Centre and which call for the establishment of special criteria.





	For example, one situation which differs from the norm in the Training Centre is this "Training Management Workshop", which clearly needs to be evaluated but calls for somewhat different criteria because of its special nature.  Briefly, it departs from the norm for the following reasons:  it is not one of the Training Centre's regular courses; it may be attended by participants from different countries and/or organizations, with internal evaluation policies that are unknown to the ITU experts administering it; a full preliminary study has not been carried out with a view to defining the indicators to be used for evaluation; it does not involve examinations or tests that are rated statistically; and finally, the ITU is not in a position to under- take permanent post-workshop follow-up.  This does not mean that the Workshop need not or cannot be evaluated; merely, that the criteria are not quite the same as those applicable to most of the programmes implemented by the Training Centre with which we are concerned.  This question will be discussed at a later stage.





(5)	It may be possible to evaluate most of the programmes on the basis of common criteria established in accordance with company policy and TDG standards (as suggested in box 5 of the flowchart).





(6)	Selection of indicators:  If a systematic design process of the CODEVTEL type has been followed for preparing the programmes, the indicators to be used for evaluation may possibly have defined during the "Preliminary Study" (identification of the problem, its causes and solutions), "Job/ Task Analysis" (process and product standards) and "Determination of Training Objectives" phases.





	If not, and as a reminder, every effort should be made to base evaluation on quantitative data such as, for example, the number of faulty units produced by the organization before and after the programme.  Such factors may be measured, and the role of evaluation is to ask the question: is the change sufficient?  A very general list of some key indicators is given below:





process and product standards                


work units per hour                


work units per employee                


number of sales


value of each sale                


relation between sales and calls                


percentage of set quotas achieved                


total value of sales                


number of complaints                


number of complaints settled                


percentage of problems solved                


total of late arrivals expressed in minutes                


total number of days' absenteeism                


number of incidents of absenteeism                


rejects, orders returned                


cost per order returned                -


asks completed                


percentage of tasks correctly completed                


estimates submitted                


estimates achieved (to the nearest x%)                


staff turnover                


inventory turnover                


machines out of service, expressed in time                


number of accidents                


cost of accidents                


letters and reports completed                


percentage of letters and reports producing the desired results





	There are many other indicators, and preselection must take place for each programme to be evaluated.  It is necessary to specify not only what to measure, but also when to measure it.  This means that evaluation must take place at various stages, e.g. pre-training, post-training, and post- post-training.  This is necessary in order to determine whether, under the defined measurement criterion, the programme has helped to achieve the goals and objectives set in advance.





	Neither should the cost-benefit aspect be overlooked.  In that connection, maximum use should be made of the concept of worth as the ratio between the cost of the problem and that of its solution.  Evaluation should enable the real cost of the problem to be determined from the savings which the organization is able to make by solving it completely or partially.  The meaning of the word "partially" has to be spelt out in quantitative terms in order to assess the real worth of the programme or course.





	The above-mentioned indicators are intended to measure contributions to achieving the organization's objectives, together with job performance levels.





	In the case of the first 2 levels, namely reaction and achievement of training objectives, the effort put into learning must be evaluated by measuring the observable behaviour related to each objective.








 (7)	The design of data collection and analysis methods is well covered in the TDG, Phase 14.





(8)	Once the programme or course has been evaluated, the necessary corrective action should be taken to improve it for the future.











�



Case:





		An example of the systematic procedure devised in country X for conducting post-training evaluation in respect to the third and fourth levels (job performance and organizational effects) is shown in the attached diagram.  In small groups, workshop participants should study this document and then analyze the 


procedure followed in their own Centre -- endeavouring to identify similarities and discrepancies in relation to the notions of evaluation described in the TDG and this document.  Please make suggestions for changes or improvements.  If there is no systematic, written procedure, the working groups should produce the bases for a process applicable in their Centre and Organization.
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POST TRAINING EVALUATION


(From 3 to 6 months after the end of the course)





TASKS�
MATERIAL�
OFFICIAL�
Department &/or Province to receive training�
�
�
�
�
�
�
�Look for the “List of Participants” in the Course Record file 3 months after the course has ended�
Course Record file�
Methodology


Coordination�
�
�
�
�
�
�
�
Open a “Post Training Evaluation” file for post-training communications and forms received�
Post-Training Evaluation file





List of Participants�
Methodology�
�
�
��
�
�
�
�
�Send an “Immediate supervisor’s post-training evaluation” form and an “Employee’s post-training evaluation” form to each trainee who has followed a course, setting a deadline for returning the forms�
Immediate supervisor’s post-training evaluation





Employee’s post-training evaluation





Official letter�
Methodology


Division�
�
�
�
�
�
�
�
File a copy of the letter accompanying the forms�
Official letter�
Methodology�
�
�
��
�
�
�
�
Check the number of forms received in relation to the number sent out�
List of participants�
Methodology�
�
�
��
�
�
�
�
If necessary, remind department heads to return the completed forms�
Official letter


Fax


Telephone


E-mail�
Methodology�
�
�
��
�
�
�
�
�Analyze the imme-diate supervisor’s and employee’s post-training evaluation�
Employee data record





Immediate super-visor data record�
Methodology���
�
�
�
�
�
�
�
TASKS�
MATERIAL�
OFFICIAL�
Department &/or Province to receive training�
�
�
�
�
�
�
�Ask the Division for permission to conduct the necessary investiga-tion in order to analyze innovations or difficulties encountered during the course evaluation process�
Memorandum�
Methodology


Division�
�
�
�
�
�
�
�
Carry out field investigation if necessary�
Observations


Interviews�
Methodology�
�
�
��
�
�
�
�
Prepare the final post-training evaluation report�
Final post-training report�
Methodology�
�
�
��
�
�
�
�
�Inform the Division�
Memorandum


Final post-training report�
Methodology�
�
�
�
�
�
�
�
�Immediately adopt corrective measures�
Final Report�
Division


Methodology


Instructors�
�
�
�
�
�
�
�
Place all documen-tation in the Post-Training Evaluation file�
Final post-training file�
Methodology�
�
�
��
�
�
�
�
File the Post-Training Evaluation File�
Final Post-Training File�
Coordination�
�
�



�






III.  EVALUATION OF THE TRAINING CENTRE'S ACTIVITY


AND THE COURSE DEVELOPMENT PROCESS








		Another of the aspects, which those in charge of the organization's training activities should evaluate systematically and continuously, is the activity proper of the Centre as well as the course development process.





		No attempt will be made here to discuss how this should be done since each country, administration and training centre has different processes and resources.  Our comments will be confined to some of the more important aspects to be taken into account.





		The purpose of this type of evaluation, is to form an opinion on whether or not the Training Centre's objectives are being achieved (in accordance with the policies discussed in Module 1 of this Workshop).  A first step consists in reviewing the annual programme of activities to see what has been done, what has not been done, the reasons and consequences for the Organization.  It is also necessary to analyze the non-programmed activities conducted, together with the reasons for which they were organized, their costs and their implications for the annual budget.  We will then be able to say whether we have met the requirements of the Organization and we will also be in a better position to prepare next year's work programme, particularly when it comes to defining the Organization's needs and priorities.





		Another matter which deserves close attention is the budget, particularly deviations from it.  For instance, it is necessary to seek the reasons for any under- or overestimates, to study the impact of non-programmed activities, etc.  Clearly, these 2 activities must not be undertaken once only during the year.  On the contrary, they involve ongoing work throughout the year in order to enable remedial action to be taken when necessary.  However, the entire picture must be evaluated and taken into account when the following year's budget is drawn up.





		A third, very important, requirement is to evaluate the effectiveness of the Centre's procedures in providing proper and timely service.  This needs to be done over and above the staff evaluation exercise.  





		One of the procedures which should be checked and monitored very carefully is that for course preparation and development--for this is the procedure which determines the quality and effectiveness of training, and consequently, the Centre's image.  The difficulties of implementation and their causes should be analyzed; and every effort should be made to avoid substantive departures from the procedure, and to solve problems of resources.





		In the final analysis, the entire operation of the Training Centre depends on its management, i.e. the heads of the various sections and the Director.  Consequently, their activities also need to be evaluated.





		Let us now put a direct question to you, the participant in this Workshop and reader of this document:  who is in the best position to judge his or her chief?  Calm reflection will show that there are 2 people who can do this, namely, yourself and himself/herself.  This answer immediately suggests the following procedures:  (a) self-appraisal, and (b) appraisal by subordinates.





		Having regard to the fact that the Organization's training activities as a whole are reflected in the Centre's Director and heads of section, and on the basis of the ideas expressed above, the following parametres are suggested for evaluating these officials.











EVALUATION OF TRAINING MANAGERS:








��
�
�
�












INTERNAL


(Training Centre Staff)�
Self-Appraisal�
of the manager himself, in respect to his management activities.  It must be borne in mind that he has at his disposal certain elements of appreciation which are not known to his subordinates�
�
�
�
�
�
�
Appraisal of the Manager by his subordinates�
�
�
�
�
�
�
��
�
�
�
��
�
�
�
�
Evaluation of the product�
the trainees of the job, since this reflects the manager’s work.  Conducted by super-visors and the Centre’s instructors�
�
�
�
�
�
ENVIRONMENT


(The rest of the Organization)�
Evaluation of the Organization’s Accep-tance of Training�
carried out by the other departments and the ex-trainees themselves�
�
�
�
�
�
�
Evaluation of Training Management and its adaptability to new situations in the Organization�
carried out, as a self-appraisal exercise, by the managers themselves and the higher officials (management, supervisor or the Centre’s Director, etc.)�
�
��
�
�
�



 


Case:  





		In small groups, participants should discuss whether these notions are either applicable or already being applied in their own Centre, and in what form.  Each group should produce a plan for the appraisal of training managers.


Evaluation of Activities of a Training Centre
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