





“WHAT YOU ALWAYS WANTED TO KNOW ABOUT 


INDICATORS – BUT WERE AFRAID TO ASK








		To those working in HRD, especially “CODEVTEL graduates”, we automatically think of tests as our measuring tools.  We are very anxious to ensure that the measuring tools we have in training are valid and reliable, that is to say:  (a) that performance, conditions and standards of the training and tests are identical, and that (b) even if 2 different instructors correct a trainee’s test, or if a trainee were to take the same test on 2 different days (but taking it only once) possessing the same knowledge and skill, that the resulting grade would be the same.





		In your organization’s HRM/HRD subsystem, however, it is of critical importance to identify other measuring tools which will be used by the enterprise:  i.e., the indicators.  These measuring tools will be used, along with others identified in other specialities, by the entire organization in order to identify its general state of health during the year; and to measure whether it is meeting its goals in the 


immediate-, short- and long-term.





		The first time we came across indicators in CODEVTEL was in the phase of Problem Analysis (Phase 1), before initiating a course design project.  This is where we identify symptoms and causes, and then recommend and prioritize possible solutions which the organization can adopt.  Naturally these solutions might or might not include a training component.  During the phase of Problem Analysis, the HRD officer (along with other officers in the organization) identifies symptoms of the organization’s “malady”:  i.e., that the number of customer complaints is increasing, that the number of faults is increasing, productivity is decreasing, etc.  The instrument to measure these symptoms is the indicator.  Should it be decided that the symptom is serious enough to be treated then subsequent objectives at the organizational level (Hamblin’s level 4) would have to be defined.  The objectives at this level would be expressed in terms of improved service and productivity, reduced fault rate, improved job satisfaction, etc. – using observable and measurable indicators.  To achieve these organizational objectives, there may be performance improvement through training as well as through reorganization of the job, introduction of information systems, provision of new equipment and/or changes in the job environment, etc.  The success of the objectives will be measured by comparing the indicator(s) at the time the Problem Analysis was carried out with those desired and expected at the end of the planned period.





		As we know from our years of experience of training development projects, evaluation is an integral part of the HRD process.  Whilst we analyze the “situation”, in Phase 1 (Problem Analysis), we identify indicators which we will use later on during the evaluation phase.  When we analyze the job and tasks, we identify indicators (or standards) which we will use again in the evaluation process.  The marvellous thing about the training development process is that it is a systematic approach to development and therefore the indicators are identified right at the beginning of the process.  It is only fair, in any project, to know from the beginning how our efforts are to be evaluated.  The measuring instruments or indicators should be known to all the people involved, and they should not be changed once the project or activity has been started.  It must also be understood that evaluation has costs in terms of ideas, effort, time and money; and that these should also be reflected in the budget and the Training Centre’s plan of action.  
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		At the training subsystem, i.e., the Training Centre, what should we be evaluating?





We automatically think of the 4-level evaluation (Hamblin) as described in the previous drawing:  trainees’ reactions, achievement of training objectives (learning), achievement of job performance objectives (process and product on the job), and achievement of the organization’s objectives (e.g. improved productivity);





The Training Centre is naturally interested in evaluating the actual process of development and design of the training programmes and/or courses;





The activity of the Training Centre as such – is the training programme responding to the organization’s needs, and if not, why not;





The activity deployed by the staff of the Training Centre, as well as its management systems – in respect to its ability to adapt to new organizational situations or requirements.








		If we are considering the evaluation of the Training Subsystem, there are several very important questions to ask.  As all programmes cannot be evaluated due to time and cost, which programmes will be evaluated?  Should all programmes be evaluated on the basis of the same criteria?  Obviously not; and so which criteria for which programmes?  Which indicators?  After this, methods will have to be defined/ designed to collect data, carry out the programme, collect and analyze data, and then evaluate the programme.  But the decision to evaluate, and the measuring tools/ indicators to be used, must all be decided and chosen at the beginning of the course design project.
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