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Training Evaluation 

 

How to evaluate learning & development 

programmes 
 

 

A short paper by Andy Matheson & Ann Akers  
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Training Evaluation  

What do we need to evaluate 
 

Spend on learning and development is rightly put under scrutiny. As with any costs for a business we should take a look at it and see 

whether it delivers value for the money we spend. This short document aims to provide some perspectives on this challenging topic. 

In this document we will consider the following areas and will conclude with a few perspectives. 
. 

1. Reaction - did people enjoy the learning and feel it was professional and a valuable use of time? 

2. Learning - did they learn anything? 

3. Behaviour change - did they do anything differently as a result of attending? 

4. Business relevant - was the learning relevant to the organisation? Did it help achieve organisation priorities? 

5. Results - can we measure the results of the learning?  
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Reaction 

What can we measure? How? 
 

At the end of the day, when we attend a training programme, we are customers and we should capture the thoughts and feelings of those 

who have experienced a learning event. We should use this information to improve the customer experience (or in this case the 

experience for our delegates). 

This diagram shows the key areas we should capture within a week of a learning event. 

This evaluation needs to consider the core of the programme - the learning content, design, structure and appropriateness, as well as the 

wider perceptions on the venue, admin and materials used. 

 

The data is unlikely to be perfect. Delegates will often rush to complete this, especially if asked for at the end of the event.  It does 

however provide and interesting and valid snapshot of perceptions and it is easy to create simple numeric scales around these. 

 

 

 

 

 

 

What to measure Outcome 
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Learning  

What can we measure? How? 

 
It is possible for someone to enjoy the experience of a training programme and be full of admiration for the facilitator but not actually 

learn anything. Our education system shows that learning can be evaluated by constantly subjecting students to tests, examinations, 

assessed presentations and observations. When it comes to corporate learning and development programmes, there are many options 

open to us to show whether people have learned what we hoped. The method we use 

does depend on the nature of the programme: 

 

Knowledge - If people are expected to acquire knowledge then we can use written 

tests or structured interviews or discussions to ascertain the level of understanding 

 

Skills - When evaluating peopleôs ability to demonstrate new skills, then we would 

need to see these put into action. For example, on a coaching skills programme, we 

could create a role play which enables a simulation of a coaching session to be 

observed and evaluated 

 

Attitudes - This is a tough one to evaluate. Not least because what people say and 

what they think can be very different. For example we might be looking for people to 

have a more positive attitude towards customers. This  is very hard to measure 

 

 

Key Issues for evaluation of learning 

 

¶ How much time do you have? On a one day programme where time is 

precious you may not have time to do this without sacrificing the 

learning itself 

¶ Could it appear ópatronisingô - can you not trust people to take away the 

what they want from the learning 

¶ How formal should the evaluation be? Should you issue certificates? 

Should people now be óauthorisedô or óapprovedô in some way? 
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Behaviour Change  

What can we measure? How? 
It is possible for someone to enjoy a learning event that aims to change their 

behaviour and to learn the lessons from it. However they may return to 

work and not make any changes to their behaviour even if óintellectuallyô 

they see why this might be a good idea.  

Part of the learning process therefore involves taking the learning and 

applying it at work and dealing with the reality and potential barriers that 

prevent us from implementing new ways and behaviours. 

When we return to work, there can be considerable pressure not to apply the 

learning: 

¶ culturally, participants may be trying to work in a way that doesn't fit 

with the organisation 

¶ they may be simply too busy to try. The day job and reality of the 

pressure gets in the way 

¶ they may have little or no support from their line manager or other areas and feel isolated as they try to introduce new ways of doing 

things 

¶ they may experience peer pressure (group norms and expectations) not to change 

 

How to evaluate? 

A critical question here is ówhose role is it to work carry out evaluation at this level?ô. There are some behavioural indicators but by 

definition these occur once the training is over. The diagram shows some of the 

available methods available. The most obvious person to judge the success of any 

learning is the participantôs line manager. We can also capture perspectives of others 

including customers, colleagues or employees. 

In many instances these observations remain anecdotal. But we can turn this into 

objective data by using 360 feedback scores, organisation climate or opinion surveys. 

By comparing data before and after a learning event we can look for evidence of 

progress. 

The downside to this is that again it can be time consuming and resource heavy to 

capture the data.  

It is also difficult to prove that improvements arise directly from the learning. It is 

possible that there are other reasons for the improvement. 


