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Abstract  Effective training is considered as an important factor in determining the efficiency of an organization which 
depends upon the capability of its employees. For training evaluation to be truly effective, the training and development itself 
must be appropriate for the person and the situation. Even though evaluation is listed at the last phase, evaluation actually 
happens during all the phases. It is used during the training process to evaluate the training process itself. Evaluation is not 
just for the trainer or organization it is absolutely important for the learner too. The purpose of this paper is to provide in-
formation to evaluate and improve the effectiveness of training. One new model was found namely Back planning model. 
Which is same as Kirkpatrick’s model but the process occurs in the reverse order and continues in a cyclic process. 
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1. Introduction 
1.1. Training 

Training can be stated as the methods which are imparted 
to the employee in fulfilling theorganizationalgoals. Or-
ganizations involving in the evaluation of training effec-
tiveness are not only responsible for what the employees 
learn but they need to see that the knowledge which the 
employee gained is being applicable in their work perform-
ance.so, Training and its regular evaluation would definitely 
make an organization to stand in the lime light in achieving 
the objectives. Organizations invest huge amounts for their 
employee training ex: Infosys and many other MNC’s. 

1.2. Key Elements of Training Program Effectiveness 

1. Training environment 
2. Training Design and Development 
3. Training Delivery  
4. Training Implementation 
5. Training Evaluation 

1.2.1. Training Environment 

The knowledge and skills of the trainee would also contrib-
ute in identifying whether the training process is effective or 
not. It also depends upon the organization to what extent it 
supports its employee in the training process. If the company 
refers to training as basic this won’t yield much results. On 
the other hand if it refers training as advanced it would make 
trainees get motivated resulting in good performance. 
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1.2.2. Training Design and Development 

In this stage, the organization should identify the skills and 
knowledge of the trainee. For this it requires properly de-
signed and developed training. Even though properly de-
signed and developed, the training would go waste for those 
people who already have knowledge on that job resulting in 
waste of time. 

1.2.3. Training Delivery 
This involves some set of activities and methods to 

evaluate training delivery effectiveness. 

1.2.4. Training Implementation 

This is in fact a critical step in getting the resources allo-
cated by the management in an effective manner. It addresses 
some activities and methods which ensures that training to be 
developed for better performance of the employee. 

1.2.5. Training Evaluation 

This helps in assessing to what extent the training and 
development efforts contribute to improved performance and 
results (it evaluates the employee basing on his perform-
ance).Evaluation is the fundamental aspect of good program 
management at all levels. In the process of evaluation we 
first need to monitor the things. So both monitoring and 
evaluation come together. 

2. Literature Survey 
2.1. Levels of Monitoring and Evaluation Include 

Input (resources, supplies, staff) 
Process (activities) 
Output (services knowledge) 
Outcome (risk behavior, handling the situations) 
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2.2. Purpose of Training Evaluation 

The five main purposes of training are: 
Feedback: It helps in giving feedback to the trainees by 

defining the objectives and linking it to their learning out-
comes and performance. 

Research: It helps in finding out the relationship between 
acquired knowledge, transfer of knowledge at the work place, 
and training 

Control program: It helps in controlling the training 
program because if the training is not effective then it can be 
dealt with accordingly with some advancement. 

Power games: At times, the top management (higher 
authoritative employee) uses the evaluative data to manipu-
late it for their own benefits. 

Intervention: It helps in determining that whether the 
actual outcomes are matched with the expected outcomes. 

2.3. Process of Training Evaluation  

Before Training: The learner's (trainees) skills and 
knowledge are assessed before the training program itself. In 
the initial stage of training, candidates generally consider it 
as a waste of resources because most of the times they are 
unaware of the objectives and learning outcomes of the 
program. Once aware, they are asked to give their opinions 
on the methods used and whether those methods are pre-
ferred and applicable of their learning style. 

During Training: It is the phase at which instruction is 
started. This phase usually consist of short tests at regular 
intervals and monitoring their daily performances. 

After Training: It is the phase when learner’s skills and 
knowledge are assessed again to measure the effectiveness of 
the training. This phase is designed to determine whether 
training has had the desired effect at individual department 
and organizational levels. There are various evaluation 
techniques for this phase 

3. Techniques of Evaluation  
The various methods of training evaluation are:  

Observation 
Questionnaire  
Interview 
Observations: The work behavior of the trainees is ob-

served before, during and after the training. The trained 
observer observes and records the behavior of the trainees. 
The evaluation would be regarding communication and 
speaking, presentation skills, time management and produc-
tivity, customer service, negotiation, creativity and critical 
thinking etc. 

Questionnaire: It consists of some questions in the form 
of multiple choices or rating scales which would be given to 
both the trainer and learner. In some cases this would also be 
given to the supervisors in order to evaluate the effectiveness 
of training regarding the learner. 

Interview: Interviews can be either structured or un-

structured. Structured interviews consist of predetermined 
questions where as unstructured questions starts with basic 
questions and would go on depending on the interviewer in 
response of the learner. Though it is time consuming it gives 
the exact mind map of what the learner thinks. at times in-
terviews can also be done in groups of 5-12 in order to obtain 
qualitative information. 

4. on Temporary Training and 
Development Techniques 

As there is always a scope for continuous development, 
several training methods have proven highly effective and 
are widely accepted in improving the Technical Skills and 
communication skills of the employee. These training 
methods include on-the-job training, role playing, self- in-
struction, team building games and simulations, com-
puter-based training, mentoring, and job rotation. Any fur-
ther development to these methods would yield good results. 

4.1. On-The-Job Training 

This is one of the most common and least expensive 
training and development techniques which is followed by 
most of the organizations. On job training is the process of 
learning skills while working where the employees obtain 
the knowledge and skills for the completion of their tasks 
through a systematic training program. Research indicates 
that employees gain approximately 80 percent of their 
work-related knowledge and skills on the job itself. Struc-
tured OJT involves having an experienced employee train a 
new employee at the work site and having the new employee 
receive feedback, advice, and suggestions from coworkers 
and trainers. Implementing a structured OJT program in-
volves five basic steps: 

(1) Analyzing the tasks and skills to be learned 
(2) Selecting, training and supervising trainers. 
(3) Preparing training materials. 
(4) Conducting an OJT program; and 
(5) Evaluating the program and making any necessary 

improvements or modifications.  

4.2. Role Playing 

In role playing, trainees are put into various roles and play 
out that role within a group in order to learn and practice 
ways of handling different situations. A trainer creates a 
scenario that is to be acted out by the trainees and is guided 
accordingly by the trainer. Here the trainees receive imme-
diate feedback from the trainer and this helps them allowing 
better understanding of their own behavior. 

4.3. Self-Instruction 

Self-instruction refers to an instructional method that 
emphasizes on individual learning. In self-instruction pro-
grams, the employees take the responsibility for their own 
learning. This helps the trainees to have a great control over 
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topics, the sequence of learning, and the pace of learning. 
Forms of self-instruction include programmed learning, 
individualized instruction, personalized systems of instruc-
tion, learner-controlled instruction, and correspondence 
study. For self-instruction programs to be successful, em-
ployers must not only make learning opportunities available, 
but also must promote interest in these learning opportunities. 
Self-instruction allows trainees to learn at their own pace and 
receive immediate feedback. This method also benefits 
companies that have to train only a few people at a time. 

4.4. Team Building 

Team building is the creation and maintenance of effective 
work groups with possesses similar goals and objectives. 
Team building is a formal process of building work teams 
with objectives and goals, facilitated by a third-party con-
sultant. Every individual working in teams share the work 
equally. Team building provides a structured, guided process 
whose benefits include a greater ability to manage complex 
projects and processes, flexibility to respond to changing 
situations, and greater motivation among team members.  

4.5. Games and Simulations 

Games and simulations are structured competitions and 
operational models used as training situations to reflect the 
real-life scenarios. The benefits include improvement of 
problem-solving and decision-making skills, a greater un-
derstanding of the organization the ability to study actual 
problems, and the power to capture the trainee’s interest.  

4.6. Computer-Based Training 

In computer-based training (CBT), computers and com-
puter-based instructional materials act as the primary me-
dium of instruction. Computer-based training programs are 
designed to facilitate the learning process for the student. 
Primary uses of CBT include instruction in computer hard-
ware, software, and operational equipment. The last is of 
particular importance because CBT can provide the student 
with a simulated experience of operating a particular piece of 
equipment or machinery while eliminating the risk of dam-
age to costly equipment by a trainee. The use of com-
puter-based training enables a training organization to reduce 
training costs, while improving the effectiveness of the 
training.  

4.7. Mentoring 

Mentoring refers to programs in which companies select 
mentors also called advisers, counselors, and role mod-
els—for trainees or let trainees choose their own. When 
trainees have questions or need help, they turn to their 
mentors, who are experienced workers or managers with 
strong communication skills. Mentors offer advice not only 
on how to perform specific tasks, but also on how to succeed 
in the company, how the company's corporate culture and 
politics work, and how to handle delicate or sensitive situa-
tions. Furthermore, mentors provide feedback and sugges-

tions to assist trainees in improving inadequate work.  

4.8. Job Rotation 

Through job rotation, companies can create a flexible 
workforce capable of performing a variety of tasks and 
working for multiple departments or teams if needed. Fur-
thermore, employees can cultivate a holistic understanding 
of a company through job rotation and can learn and appre-
ciate how each department operates. Job rotation duties 
encompass typical work performed under the same condi-
tions as the employees of the departments experience. Be-
cause of the value some companies place on job rotation, 
they establish permanent training slots in major departments, 
ensuring ongoing exposure of employees to new tasks and 
responsibilities.  

4.9. Performance Appraisal 
Appraisal is the evaluation of worth, quality or merit. In 

the organizations context it is the systematic evaluation of 
personnel by superiors or others familiar with their per-
formance. The role of performance appraisals is not limited 
only to make decisions about salary increase but it helps to 
arrive at many decisions which include: salary increase, 
Promotion, Training and Development, Feedback, Pressure 
on Employees. 

5. Kirkpatrick’s Four – Level Training 
Evaluation Model 

This is the best method for evaluating the training effec-
tiveness and widely accepted and followed by many or-
ganizations. Kirkpatrick's Training Evaluation Model con-
sists of Four-Levels. According to this model evaluation 
should always start from the basic level and further evalua-
tion of other levels would be done basing on the need for the 
situation. The four levels include: 

Reaction - This determines how the reaction of the train-
ees during the training process. 

Learning - the extent to which the learners gain knowledge 
and skills 

Behavior - capability to perform the learned skills while 
on the job 

Results - includes such items as monetary, efficiency, 
moral, etc. 

There are three problematic assumptions of the Kirkpa- 
trick model: 1) the levels are not arranged in ascending order, 
2) the levels are not causally linked, and 3) the levels are 
positively inter-correlated. 

6. New Model 
6.1. Backwards Planning 

Many organizations consider this to be an old model as it 
is not properly arranged so here we come out with a new plan 
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called “Backwards planning”. 

 
Figure 1.  The backwards planning model 

Thus, planning and analysis needs to work backward by 
identifying:  

The desired impact (outcome or result) that will improve 
the performance of the business 

The level of performance the learners must be able to do to 
create the impact 

The knowledge and skills they need to learn in order to 
perform 

What they need to perceive in order to learn (the need to 
learn). 

6.1.1. Reaction 

This states the reaction of the employees towards the 
training. This level measures the learner’s perception of the 
course. Learners here are aware of what they are supposed to 
do in order to accomplish their task. This level is not in-
dicative of the training's performance potential but it helps 
the employees to get motivated to engage in achieving their 
goals. When a learning package is first presented, rather it be 
e-learning, classroom training, CBT, etc., the learner has to 
make a decision as to whether he or she will pay attention to 
it. This differs somewhat from Kirkpatrick (1996) who 
writes, “Reaction may best be considered as how well the 
trainees liked a particular training program.” 

6.1.2. Learning 

This learning process helps the employees in changing 
their attitudes &mindset in order to make them improve 
knowledge and increase skills as a result of participation. 
Measuring the learning that takes place in a training program 
is important in order to validate the learning objectives. 
Evaluating the learning that has taken place typically focuses 
on such questions as:  

What knowledge was acquired? 
What skills were developed or enhanced? 
What attitudes were changed? 
Learner assessments are created to allow a judgment to be 

made about the learner's capability for performance. As-
sessment and Evaluation are completely different where 
Assessment is about the progress and achievements of the 
individual learners, while evaluation is about the learning 
program as a whole. 

6.1.3. Performance 

This involves in testing the students capabilities to per-
form learned skills while on the job, rather than in the 
classroom. In Kirkpatrick's original four-levels of evaluation, 
he names this level behavior. However, behavior is the ac-
tion that is performed, while the final result of the behavior is 
the performance. This is an important factor to be measured 
as the primary purpose of training is to improve results by 
having the students learn new skills and knowledge and then 
actually applying them to the job.  

7. Results 
This is the final results that occur. It measures the effec-

tiveness of the training program. That is, “What impact has 
the training achieved?” These impacts can include such 
items as monetary, efficiency, moral, teamwork, etc. As we 
move from level one to level four, the evaluation process 
becomes more difficult and time-consuming; however, the 
higher levels provide information that is of increasingly 
significant value. 

Planning it backwards will help to ensure there is a cir-
cular causality:  

 
Figure 2.  Circular causality of backwards planning 

8. Survey 
This survey was done in a software company. The or-

ganization assesses its training methods and develops a ro-
bust and effective practice. 

The following are the courses offered in the training pro-
gram: 

S.No Courses Offered No.of participants 
1. Essentials of software Design 30 
2. Essence of 30 
3. C and Data structures 30 
4. Operating systems 30 
5. OOPS Systems 30 
6. Essence of Database Design 30 
7. Client/Server Concept 30 
8. Networking essentials 30 
9. Software Engineering 30 
10. Quality review 30 
11. Testing 30 
12. Core Java 30 
13. Advanced java 30 
14. Configuration Management 30 

15. Personality Development Skills 
Course 30 
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The survey was conducted on a sample of 30 associates. 
Feedback from the trainees on the training in each individual 
course and on the overall training was taken from the asso-
ciates. 

8.1. Questionnaire on Effectiveness of Training on Each 
Course 

Given below are some statements. Indicate your opinion 
on the statement in the rating scale of 5 to 1 based on your 
experience. The rating scale: 

5- Excellent 
4-Very Good 
3-Good 
2-Poor 
1-very poor 
Feedback form: This has filled by the trainees after the 

completion of each course during the training program. 
Trainee ID: Trainee NameCourse Code: nstructor Name: 

S.No Contents 
Excel-
lent (5) 

Very-
Good (4) 

Good 
(3) 

Poor 
(2) 

Very 
poor (1) 

1. 
Content of 
the course 

     

2. 
Time allotted 

for the 
course 

     

3. 
Quality of 

the material 
provided 

     

4. 

Instructor’s 
knowledge 
about the 
subject 

     

5. 
Illustration 
by practical 
examples 

     

6. 
Presentation 

methods 
     

7. 
Communica-

tion Skills 
     

8. 
Questions 
handling 

     

9. 

Interaction 
of the trainer 

with the 
trainees 

     

Three learning’s from the course: 

1. 
2. 
3. 

Comments/Suggestions: 

 

To evaluate the effectiveness of overall training, a ques-
tionnaire has been collected from the associates after the 
completion of 3-months training: 

S .
No Different questions Exel- 

lent(5) 

Very 
Good 

(4) 

Good 
(3) 

Poor 
(2) 

Vey 
poor 
(1) 

1. 
Extent to which 
training environ-
ment is favorable 

     

2. 

Training helped in 
getting awareness 
of the latest trends 
in software field 

     

3. Access to the online 
material      

4. Sharing of informa-
tion      

5. 

Time allotted on 
“my first pro-

ject” ,the project 
done during the 

training 

     

6. Evaluation of the 
project      

7. 
Extent to which you 

are satisfied with 
the postings 

     

8. 

Relevance of the 
training to the 

currently pursued 
job 

     

9. 
Opportunity pro-

vided to implement 
the skills learnt 

     

10. 
Extent to which you 

are satisfied with 
the domain 

     

11. 

Suggestions pro-
vided by the in-
structors during 
evaluation of the 

project 

     

12. 

Extent to which 
training program 
brought out the 
change in my 

behavior(PDC)  

     

13. 

Extent to which 
training program 
brought out the 
change in my 

techniques 

     

14. 

Support of the 
organization 

to the continuous 
contact with the 
training Institute 

     

15. 
I would sometimes 
be provided with 

the training I ask for 
     

16. 
Extent to which 
training met my 

expectations 
     

17. 
Extent to which 

training helps me in 
my future career 

     

9. Results 

Responses For the questionnaire: 

 
Figure 3.  The content of the course 
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Figure 4.  Time allotted for the course 

 
Figure 5.  Quality of the Material Provided 

 
Figure 6.  Instructors Knowledge about the Subject 

 
Figure 7.  Illustration by practical examples 

 
Figure 8.  Presentation methods 

 
Figur 9.  Communication skills 

 
Figure 10.  Questions handling 

 
Figure 11.  Interaction Of the trainer with the trainee 

10. Conclusions 
This(Back planning) causality should continue in a cir-

cular fashion in that the results achieved should now drive 
the performers' perceptions of the need to learn more and 
perform better in order to achieve even better results. Of 
course this assumes that not only the customer understands 
the level of impact achieved, but also the perform-
ers/learners' perception on how close they came to achieving 
the desired result. From the above feedback the conclusions 
that were drawn include: 

1. Training environment is favorable. 
2. Material provided was good. 
3. Training offered a mix of pedagogical and technologi-

cal experience to deliver effective solutions. 
4. The learning phase is evaluated by conducting test be-

fore and after training. 
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