https://doi.org/10.31871/WJRR.11.1.12

World Journal of Research and Review (WJRR)

ISSN: 2455-3956, Volume-11, Issue-1, July 2020 Pages 29-35

Evaluating Training Effectiveness: Critical Studies in
the Last Eight Decades

Mohamad Kenan Assi, Valliappan Raju

Abstract— The paper is an attempt to provide an influential
and critical discussion to a very wide range of papers which
could be ranged between the 1970s until 2020. A thorough
discussion that influences training, organizations, trainers, and
trainees was provided aiming at evaluating the training
effectiveness. The paper has concluded that training could be
more effective when organizations focus on the content of the
training that is aligned with the strategical goal of the
organization. The study has shown the effect of factors that
have the highest priority to achieve the best training
effectiveness.  These factors include motivation, attitude,
emotional intelligence management support, style of training
style, trainer’s open-mindedness, self-efficacy, and basic ability.
These factors were determined throughout many studies as the
dominant factors. This means that ensuring better training
effectiveness, managers have to allow employees to practice the
acquired skills due to training at the workplace. The attitude of
the trainees could be used as a criterion to make an initial
assessment of how much the training effectiveness has been
achieved.  However, the huge success of studies about
evaluating the training effectiveness, it seems that more studies
are still needed in at least three dimensions: influence of
motivation, the attitude of employees, and developing a better
model.

Index Terms— Training, Training Effectiveness, Motivation,
Psychology, Attitude.

. INTRODUCTION

The Human Resource Capital (HRC) has recently shown
an influence on structuring organizations in terms of size,
goals, and performance (Nankervis et al., 2019). To achieve
these goals, organizations, health facilities, government
agencies, and educational institutions have adopted training
on- and off-job locations (Pendi¢ et al., 2019). Having
organizations adopted training, the next step is to investigate
the impact of the training on the performance (creativity) of
those employees who were involved in at least one training.
However, organizations have been increasingly becoming
conscious regarding the incurred cost and the methodology of
conducting training (Noe & Kodwani, 2018; Cameron &
Green, 2019). In the first place, HR and training
professionals have found the status cumbersome due to
limited choices available. The most important challenge is
how to measure the effectiveness of the training (Johnston et
al., 2018). Since 1976, experts and researchers have been
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trying to develop suitable models for measuring training
performance utilizing first a “four-level evaluation model”
(Kirkpatrick, 1976) followed by other proposals (Sangwa &
Sangwan, 2018). There are two matters that have to seriously
considered; firstly, setting specific training objectives and,
secondly, preparing well the training material and the
methodology (Zatsiorsky et al., 2020).

Training is defined as: “educational activities within a
company to enhance the knowledge and skills of employees
while providing information and instruction on how to better
perform specific tasks.” (Noe & Kodwani, 2018). However,
amore recent definition of training proposed by Banfield et al.
(2018) states that training is: “an integral part of human
resource development.”

The training aims at fostering the growth of both the
individuals and the organization by adopting a sequence of
the well-ordered procedure through which gaining
knowledge and experience are carried out. The training was
described earlier by Flippo (1976) as “an application of
providing awareness of rules and guidance towards better
behavior,” and supported very recently by Zatsiorsky et al.
(2020). The basic goal of training is to provide the bridge that
connects job requirements and employee specifications (Hoel
& Mason, 2018). The most influential opinion concerning
the training was suggested by correlating training to
evaluation methods followed by showing results which are
considered as a sign of the success of the organization (Punia
& Kant, 2013). Individuals and organizations are benefiting
from training hoping to increase confidence and self-efficacy
and to improve competencies and skills (Hernawati et al.,
2018).

Training effectiveness refers to attaining desired objectives or
the expected results set by human resources because training
is an essential part of HR activities (Sitzmann & Weinhardt,
2018). It has been widely assumed that training supposedly to
increase the capabilities of employees and the organization as
well. Firstly, showing that the training has achieved the goals
should take into consideration for conducting training. Based
on this approach, the contents of the training and training
quality course have to be clearly defined before conducting
training and for this reason, they were highly considered as
key factors. Otherwise, training may lead to different
purposes away from the original plan resulting in ineffective
training and adding pressure on both the organization
regarding incurred cost and loss of reputation and on trainees
in terms of the bad experience and failure feeling (Wenger et
al., 2019). The other factor that affects the training
effectiveness is the motivation of trainees which has to be
honored always as the key element for improving the
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effectiveness of training outcomes (Sitzmann & Weinhardt,
2018).

Measuring the effectiveness of training has not empirically
set because there is no direct or absolute method to measure
this effectiveness; yet, this can be achieved by measuring the
difference of some criteria between pre- and post-training
(McDavid et al.,, 2018). The evaluating of the training
effectiveness can be performed to all industrial, commercial,
educational, and governmental organizations and/or agencies
(Morrison et al., 2019). The effectiveness assessments could
rely on considering the influence of training interventions
based on involving comparable data. This approach is no
easy task for the organization; however, a possible approach
can be performed by obtaining pre-training data or
benchmark using the same expected dimensions from
training interventions (Bowman et al., 2020). Historically,
Kirkpatrick's (1967) proposed a 4-level model for training
effectiveness training and then revised later by Aluko &
Shonubi (2014). The latest revision was based on
Kirkpatrick's model fused with Baldwin's Transfer of
Training Model creating the second level of Kirkpatrick's
model using a mixed-methods inquiry. Briefly, assessing
training effectiveness has been performed with the aid of
some combinations that were presented earlier by training
outcomes. The last approach is composed of four levels of
training outcomes include the reaction of the trainees the
program content and the process, acquisition of skill and
knowledge, changing behaviors, and the tangible improving
individuals and organizations, as well (Prifti et al., 2018).
The current paper discusses many factors affecting positively
and negatively training effectiveness in both ways by pointing
out models that are involved in training effectiveness. This
review sheds the light on the importance of the training as a
focal point that employees and organization developing their
effectiveness. The study benefits HR management to follow
an easy and possible approach to achieve the goal of the
training effectiveness in organizations. Another depth of this
study lies in solving training implementing successfully. The
review focusses on presenting the most important factors
towards achieving the best effectiveness.

Il. MODELS OF TRAINING EFFECTIVENESS

As mentioned earlier, there is no absolute procedure to
measure training effectiveness; however, indirect methods
could yield to the relative estimation of the training
effectiveness (Postolache et al., 2017). For this reason,
several models have been proposed to make measuring
training effectiveness plausible which was started as early as
by Kirkpatrick's (1967) and followed by other studies where
the focus was on various fields such education and others
(Landers & Armstrong, 2017). Kirkpatrick (1967) had
identified four levels for evaluating training effectiveness:
reaction, learning, behavior, and results as shown in Figure 1.
In Level-1, the reaction of participants to the training is
evaluated based on trainees’ attitudes. Level-2 evaluates the
acquired knowledge gained from the training materials by the
trainees according to the specified program. The behavior is
the next level, Level-3, in which the evaluation stresses the
extent that the trainees adopted the value of training into the
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behavior or, simply, how the performance of the trainees
being enhanced. The last level, the fourth, explains the
results or the outcome of the program given on both the
trainees and the organization's improvement.

=l Training effectiveness  determined by
% Kirkpatrick's (1967)
@ (a) Reaction Trainees' reactions to the

content and training process
(b) Learning: knowledge or skill acquisition
" (c) Behavior: Behavior change

(d) Results: Improvements in outcomes such
as turn- over, accidents, or productivity.

1080

¢ SSQUAAI

Figure 1. The four-level of training effectiveness (Adopted
by Kirkpatrick, 1967)

The second development regarding modeling the training
effectiveness was the improvement proposed by Noe (1986)
in which the motivation was added to Kirkpatrick’s model as
detailed in Figure 2. The model suggests that motivating
trainees are performing the tasks and perceiving high effort
leading to high performance, high performance leading to
high-job performance, and high job performance leading to
achieving desired outcomes and avoiding undesirable
outcomes. Motivation can be described in two ways:
motivation to learn and motivation to transfer training
(Homklin, 2014). The motivation to learn combined with the
self-efficacy influence Level 1 (the reaction) which has
already by Kirkpatrick's (1967). The motivation to transfer
training combined with the social support influence Level 2
(the learning) which was proposed by Kirkpatrick's (1967).
Meanwhile, Level 3 (behavior) interacts with the individual’s
and organization’s characteristics leading to enhance overall
behavior. The results (Level 4) are split into impacts one
influences individual and the other influences the
organization. Hence, Noe’s model is strictly correlated with
motivation which was implicitly mentioned in Kirkpatrick's
model. Moreover, a decade later Swanson & Sleezer (1987)
proposed another, simplified model to measure the training
effectiveness by setting a plan, required tools, and then
performing the evaluation report.

Figure 2. Noe’s Model (Adopted from Homklin, 2014)
The factors that affect the training were demonstrated earlier
by Shepherd (1999) and later by Sitzmann & Weinhardt
(2019). These factors include economy (direct cost and
indirect cost), outcome (efficiency, performance to schedule,
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and performance change), and procedure (reactions, learning,
and behavior change). In addition to these factors, Zaciewski
(2001) introduced social factors belong to the employee's
individual characteristics such as motivation, attitude, and
basic ability. The latest factors were supported recently by
Van Loon et al. (2018) who researched training in the public
service organization.  Recently, the influence of the
environment was presented as a major factor in making a
successful training programme (Noe & Kodwani, 2018). The
improvement of training was viewed by Burke & Baldwin
(1999) who proposed transfer of training can be enhanced in
real-world organizational problems, while Dahiya & Jha
(2011) proposed other means to improve training such as
planning, programme implementation, and programme
evaluation and follow-up.

I1l. FACTORS AFFECTING TRAINING
EFFECTIVENESS

In this section, the emphasis will be on literature that
explores the factors affecting training effectiveness. As a rule
of thumb, training is no different from all those issues
affected by either direct, indirect, or both factors. In reality,
there is a wide range of those factors that influence the
effectiveness of the training and the subsequent developing
organizations. As earlier indicated by Haywood (1992) that
the human resource policy of training and development was
the major factor. This conclusion was supported later by
several authors (Bisharat et al. 2017; Hammond & Churchill
2018; Berman et al. 2019; and Armstrong & Taylor 2020). In
the original study of Haywood (1992), most of the training
programmes have emphasized on ease and the purpose
behind the design of programs concerning learning, skill
development, and behavioral change while, on the contrary,
the original purpose and goals of the training are lost. In this
regard, it was found that poor management has played a
negative role in creating creative training and subsequent
implantation (Birdi, 2005). Open-mindedness was another
factor that was found to have a role in the training
effectiveness besides that it can be considered as a moderator
in the process (Punia & Kant, 2013). Moreover, Driskell et al.
(2018) have pointed out that the type of training implemented,
training content, and trainee expertise was also important in
training effectiveness.  The success of the training
programmes relies on the following three factors: training
quality, training content, and the capability of the trainer
(Collins et al., 2019). However, the success of training faces
challenges such as governmental support, employers, and
trainees’ attitudes (Haslinda & Mahyuddin, 2009).

The individuals’ attitudes during the training sessions were
found very important in providing service quality in banks as
reported by Beigi & Shirmohammadi (2011) and in public
services as reported by Lee et al. (2018). In addition,
psychological conditions such as motivation, self-efficacy,
perceived control, and the realities of the organizational
context affect the training outcomes (Saks & Haccoun, 2007).
Self-efficacy, in particular, was highlighted by Tai (2006) as a
determinantal factor affecting the relationship between
training motivation and training framing. Another opinion
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about the training factors was mentioned by Black &
Mendenhall (1990) who claimed that cross-cultural skill
development, adjustment, and performance.

IV. TRAINING MOTIVATION

The motivation was found as the main factor that affects
the effectiveness of training (McCandlish et al., 2018). As
early as the 1980s, the term “training motivation” was used by
(Steers & Porter, 1983) to show the strength that influences
enthusiasm of the training programs in terms of stimulating
participants to acquired knowledge in a training situation.
The concept of “training motivation” then was developed
through implementation in assessing the performance of both;
the training program and the trainee’s performance (Roberts
etal., 2018). Besides, between the 1980s and 2020s, there has
been plenty of research about the relationship between
motivation and training (Scaduto et al. 2008; Tabassi et al.
2012; Renah & Setyadi 2014; and Shaban et al. 2017) The
relationship between employees’ attitude and motivation was
proposed by Bumpass & Wade (1990) who emphasized on
the existence of such a relationship high-possibility to
estimate the performance of the employees in Australian
organizations. The authors concluded in their study that the
motivation towards training programme could bring about
changes in performance. About five years later, Tracey, et al.
(1995) conducted a study on the managers of 52 US
supermarkets and found that attitude and motivation could
improve the training quality and performance. Later, several
factors such as the locus of control, anxiety, cognitive ability,
and job involvement were found as predictors predicting
motivation (Colquitt, et al., 2000). In a different move,
Sahinidis & Bouris (2008) investigated the relationship
between employees’ perception and training effectiveness,
satisfaction, and commitment and found a strong correlation.
The choice of the employees to attend freely or not the
training program was studied by Tsai & Tai (2003) and later
by Mone et al. (2018). The results of these two studies
showed that those employees who voluntarily or willingly are
more motivated than those who were chosen to perform
training.

V. TRANSFER OF TRAINING

The training is the first stage where trainees acquire
knowledge and experience; however, transferring training is
also a very important stage to physically practiced and
experienced (Sridhar et al., 2017). Training passes from the
trainer, to the trainees, and to an organization, a company, or
an institution highlighted with better skill, deeper knowledge,
and enhancing the performance of the organization. However,
in 2014, Baldwin & Magjuka (2014) declared that “learned
behaviour” is the one that controls transferring of training due
to that that this behaviour carries skills as well as the
mechanism that the organization receives this skill.
Meanwhile, Saks et al. (2010) interpreted training transfer as
knowledge and skills generalization learned overtime before,
during, and after training.

Collectively, the factors that affect training motivation are
divided into behavioral such as emotional intelligence,
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employees’ attitude, the open-mindedness of trainers, and
trainees (Sahoo & Mishra, 2019). The second-factor category
is related to psychology such as the understanding level of
trainee, self-efficacy, perceived control, and basic ability
(Stajkovic et al., 2018). The last category of factors involves
training implementation, content, expertise, managerial
support, and job-related factors (Fadelelmoula et al., 2018).
Training plays an important role in development (Noe &
Kodwani, 2018).

The development takes place throughout several measures
such as knowledge increase, anxiety reduction, creation of
new demands, and skill, attitude, and behavior development
(Buchanan & Huczynski, 2019). Training is described as
effective when trainees, trainers, and organizations achieved
full awareness regarding methods, models, and style,
acquiring emotional intelligence, fulfilling the factors that
affect training (Glerum et al., 2020).

VI. IMPORTANCE OF TRAINING EFFECTIVENESS

The issue of training effectiveness is very important to the
organization which spends effort and money hoping the
trainees acquire enough skill to benefit the organization. This
approach was built on a commercial and economical equation
whose outcome should surpass the total cost of the training.
This surpass of the balance refers to the effectiveness. In
principle, the key aspect of the company's success should be
clearly identified and recognized (Noe & Kodwani, 2018). In
2011, Quesada, et al. (2011) has examined the first factor that

was widely considered as the key factor in company success, i.

e, the emotional intelligence training of the leaders. The
strength of the leader’s emotion is the criteria that any
company should implement. As noted by Lee et al. (2018)
that the training is tremendously important to effective
management. In addition, Mat et al. (2011) concluded that
training resulted in increasing the knowledge, skills, and
attitudes aspect of the trainees themselves after an industrial
training programme.

The other issue is the awareness of the trainers in the sense
of understanding the style of the trainees to achieve desired
outcomes as noted earlier by Robotham (1995) and very
recently by Sousa & Rocha (2019). However, the question of
evaluating the effectiveness, Rama & WVaishnavi (2012)
proposed that the effectiveness is directly related to achieving
the needs of an organization. In educational institutions,
Mooi (2010) has found that an effective teacher has shown
dependency on participants’ perception and research-based
practices. Concerning the management development
activities, Jayawarna et al. (2007) found a positive impact on
performance of manufacturing companies. The training was
found also to reduce the anxiety experienced by employees
due to the work environment as noted by Chen, et al. (2004).
Briefly, determining the effectiveness of the training is not a
simple task; it is rather, very complicated as described by
Santos (2003) and recently by Alageel & Aldoghmy (2018).

VII. MODELS FOR ESTIMATING TRAINING
EFFECTIVENESS

There are three models that are used to measure the
training effectiveness: Krikpatrick’s four level model
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(Kirkpatrick & Kirkpatrick, 2006), Noe’s model (Noe &
Schmitt, 1986), and Swanson & Sleezer’s three step model
(Swanson & Sleezer, 1987). Krikpatrick’s four level model is
explained in Figure 3 showing the four levels in inverted
pyramid starting with reaction, learning, impact and results.
In each level, there is an assessment for that level which
collectively turns the assessment into evaluation of the

training.
Level
44

Did the training

LTS igence performance?

Did the training
change behaviour?

Did learning
transfer occur?

e Level

Did the learners
enjoy the training?

Figure 3. Details of Kirkpatrick's four levels of training
evaluation (Adopted from Kirkpatrick & Kirkpatrick, 2016)

The second model is Noe’s model as shown in Figure 4.
The model seems much ore complicate than Kirkpatrick’s
model. The three elements of environment, motivation, and
reaction are the fundamental requirement to build Noe’s
model. However, there are more than one motivation and
likewise for reaction.

Environmental Favorability

— ~Social
Reaction to -Task
Skill Assessment
4
Motivation
to
Transfer
Locus of ) Motivation , Behavior
Gontral [ | E toLearn |T[-°8rMin Change [ | Results

!

Reaction
to
Training

Career/Job Al_titudaa

~Job Involvement

Figure 4. Noe’s model for evaluating training effectiveness
(Adopted from Noe & Schmitt, 1986)
The third model is Swanson and Sleezer’s model which was
proposed in 1987. The approach of this model was guided by
the fact that any gap between evaluation theory and practice
could be minimized by implanting a system that ensures an
effective methodology to evaluate a training program. The
other requirement for building an effective model is the
capability to implement such a model to any training program
in the industry, education, and public service. Swanson &
Sleezer’s model consists of three major elements: evaluation
plan, measuring training effectiveness, and preparing a report.
Throughout these three elements, a complete plan to assess
the achievement of the training by assessing the tools,
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satisfaction, and performance. The resulting report should
provide the management to make a suitable decision.
Transferring training has been recognized as one of the best
tools to benefit individuals (trainees or trainers) by increasing
clarity and getting motivation. Training is also considered as
an opportunity for trainers and trainees to work together
under a single mutual goal of improving the organization's
outcome and enhance probability. The last beneficial is the
society by improving the quality of the products, reducing
cost, and providing a free environment of pollution towards a
sustainable economy.

VIIl. FUTURE RESEARCH DIRECTIONS

Training is a complex matter that is subjected to everlasting
improvement in preparation, delivery, implementation, and
contents. Training could affect a very wide sector in industry,
education, government, sports, economy, military, and police.
The goal of training is to improve the capability and country’s
wellbeing. In the last eight decades, uncountable research
papers and studies have been conducted in all fields to
improve training and t achieve the goal of the effective
training procedure. All these developments encounter, to a
certain extent, some maodifications, and/or improving to
achieve that goal. The availability of so many studies has
opened the way to evaluate the current status of training and
move on towards better achievement by developing plans,
models, and/or designs. However, the most important part of
training -evaluating effectiveness- is still under consideration.
The most important issue is to make training much effective
and beneficial to all stakeholders and practitioners. Despite
all these developments, certain parts of training issues are still
looking for future improvement. The first issue is to study the
influence of motivation on training effectiveness. Secondly,
investigating the impact of attitude on the effectiveness of the
organizations.

The third issue is developing better, unique, and much wider
models that lead to a better understanding of the goal of
training.  Finally, the support of many organizations,
especially in industry, to spend more and require certain
annual hours of training to assure the best quality employees.

IX. CONCLUSION

In this paper, a discussion about training, developments, and
searching for models to evaluate training effectiveness. The
paper has provided very influential and critical discussion to
old papers as well as very recent papers. The factors that
affect training, organizations, trainers, and trainees were
exposed and thoroughly discussed. The most important part
was how to evaluate the training and decided whether training
is effective or not. The paper has concluded that training
could be more effective when organizations focus on the
content of the training and how to align this with the
strategical goal of the organization. The study has declared
that there were factors that should be considered immediately
and given the highest priority: motivation, attitude, and
emotional intelligence. These factors were determined
throughout many studies as the dominant factors. This means,
in particular, that managers have to motivate employees
hoping to acquire new abilities and skills. Also, regarding
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ensuring better training effectiveness, managers have to allow
employees to practice the acquired skills due to training at the
workplace. The attitude of the trainees could be used as a
criterion to make an initial assessment of how much the
training effectiveness has been achieved. Despite the huge
success of the tremendous studies about evaluating the
training effectiveness, more studies are still needed in at least
three dimensions: influence of motivation, the attitude of
employees, and developing a better model.
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