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A practical guide to managing the training process 

training of their people very seriously. Of course this is not a simple cause-and-effect relationship. Good training does not guarantee spectacular results; otherwise we could simply sink vast amounts of money into training and immediately have highly profitable companies. It sounds too easy and it is too easy. The relationship between training and business results is very complex. This is because results are affected by many differing and varying influences. Economic influences are some of the most prevalent. For example, in 1973 many companies had a spectacularly successful year and managing directors congratulated themselves on how well they had managed their companies. What they had failed to realize was that VAT was introduced on 1 April 1973. The increase in revenue was due to the demand for equipment and services that would help cope with the introduction of the new tax. Identifying training’s contribution to a business would involve the training department in the immensely difficult task of filtering out the effects of all these other influences. Although it is doubtful whether this calculation could ever be done with any sort of accuracy, this situation is one in which training managers often find themselves – simply because they are asked to justify their current training curriculum. Another approach is to assess regularly the business needs. The skills required are then identified and a training plan is developed to eliminate the skills deficiencies. In this way training becomes an essential and integral part of the business strategy and plans. Even though training makes an essential contribution to the business, it should be remembered that training does not provide the complete solution for the development of a company’s employees. I estimate that putting people on to training courses probably accounts for about 10 per cent of their development, with experience accounting for the remaining 90 per cent. Sometimes people are surprised at how low this estimate is – especially coming from a training manager! However, I would maintain that this is a vital 10 per cent. Unless people have the skills, knowledge, and theoretical framework to make sense of what is going on around them, how can they make the right decisions and take the right actions? Total quality management is an example of a business strategy that cannot succeed without a huge investment in training. The quality principles were first put forward by Deming and Juran, taken up with shattering success by the Japanese, and now being used by increasing numbers of Western companies. 

Managing the Training Process: Putting the Basics into Practice 
Mike Wills 
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Introduction 
Training and education are now being given the prominence and priority that they deserve throughout business and industry. 

Well, perhaps such an optimistic statement might be a headline from a future newspaper, but recently I have been getting the impression that many companies have been putting, and keeping, training on the agenda. The reason for this is not altruism, but a growing realization that companies which are successful take the 
This article is adapted from a book entitled Managing the Training Process – Putting the Basics into Practice, by Mike Wills, published by McGraw-Hill in the McGraw-Hill Training Series. 

Quality is defined as meeting customer requirements. This can only be achieved by every single person in the organization taking individual responsibility for the quality of their work. People cannot take responsibility for their own quality if they are not able to use the new quality processes and technologies. A one-off injection of training is not enough because quality means continually improving business processes. Improved processes require new skills and knowledge. Additionally, skills can quickly go out of date because customer requirements are becoming more stringent by the day. Competition is becoming fiercer, and the pace of change is ever accelerating. If this is not bad enough, the older style of organization is just not responsive enough to cope with today’s changing environment because no one in the organization dares to make a move until decisions have been made and received from the people at the top of the hierarchy. Organizations are also becoming flatter, with technology helping people to take on more work and greater spans of control. This kind of structure can be very cost-effective. However, the flatter organization can be effective, flexible, and responsive only if the workforce is highly motivated, trained and educated. Another effect of flatter organizations is that responsibility for training becomes fragmented throughout the organization. Different processes and standards start to emerge, and there is a consequent fall in quality coupled with a waste of meagre training resources. Often, exactly the same training need is met by different courses in different parts of the company. For example, it is said that one large multinational once had 37 different courses on “presentation skills” running throughout the world. Apart from wasting resources this approach leads to confusion and poor communication because people from different parts of the company end up using different processes and terminology. The instinctive reaction to this situation is to centralize heavily the training operation, but this approach can create an inflexible and unresponsive bureaucracy. In 1990 my own organization had realized that work needed to be done on co-ordinating our training effort. This was a problem which was further aggravated by language differences and geographically dispersed locations (UK, France, The Netherlands, and Spain). Training and human resource development (HRD) representatives for the three main sites met to define and solve the problem. 

The situation in which we had found ourselves was that demands for training were coming from a wide range of diverse sources. This resulted in us having: 
q q q q 

no overall training plan for the organization; no agreed training process; poorly understood roles and responsibilities; a sub-optimal use of the slim training resource. integrate the training into the business; set agreed standards for training; be able to measure the level of training delivered. develop a process for managing the organization’s training; establish a training forum to integrate training plans and resources; establish roles and responsibilities. 

What we had to do was to: 
q q q 

The solutions that the group proposed were to: 
q q q 

I then developed a “strawman” training process which the group of training and human resource managers further refined. The advantage of this approach was that, instead of having to force and then “police” the process from the centre, all the HRD and training managers reached consensus on the process. In this way we had defined the standards to which we would all be working, while at the same time giving the local training departments the flexibility to meet their own local needs. While we were developing this process I was approached by McGraw-Hill to see whether I would be interested in writing a book on “managing the training process”. So, the process described here arose out of a real need. In fact, writing the book helped us to refine our process further. The first draft was a training process with elements that all our training and human resource managers recognized. Although all the steps were familiar, very few of us had seen the entire process put together on one sheet. The power of this was that we could quickly and easily see where our current processes fell short of this benchmark. Having a benchmark process solved only part of the problem; the process still had to be locked into the organization’s business cycle, and responsibilities for each step of the process had to be assigned. The development of the process and the writing of the book then proceeded together – the one feeding off the other. 

Part 1. The Process of Training 
When people talk about the training process they usually mean the day-to-day activities that make up the annual training cycle. Concentrating on the process is the best place to start if you want a quick and significant improvement in training efficiency. There are, however, several dangers in considering the training process in isolation. The most obvious is that the training provided will have little or no relevance either to business requirements or to the development needs of the people. Another danger is that maintaining the process can become an end in itself. Then training becomes inflexible and insensitive to change. It is very easy to say that effective training has to be aligned with a company’s business directions and values; that the training department has to provide courses which support the company’s goals; and that anyone who is involved in managing the training process has to have a clear idea of where the business is going. All this assumes that those involved in running the business have a clear idea of where they are going. Unfortunately, this is not always the case and proactive training managers will often find themselves involved with senior management in getting the basics right. If this foundation is not firm, no training process can successfully support the business objectives. As well as giving an overview of the training process this section also describes how successful companies define their businesses and how they clarify their attitudes towards training. 

Figure 1. Misalignment of Company Organizations 

ment is pursuing its own interests, and spends more time on in-fighting than fighting the company’s competitors. Without the alignment shown in Figure 2 no company can make progress; no training department could provide efficient and effective training. Training provided for one organization would not be suitable for another, and little of the training would align with the company’s business direction. Philosophy A philosophy is a statement of what the company stands for. It is a set of values and beliefs by which actions can be judged. A philosophy makes it clear which behaviours are appropriate – and which are unacceptable. The following is an example of a typical company philosophy. It is based on a large multinational’s core values: 

Getting the Basics Right 
Not every company uses the same method to ensure the business is built on firm foundations, but the following is a summary of current thinking on the subject. Much of this thinking comes from Japan. If you are interested in reading about the Japanese approach in more detail, Masaaki Imai’s book Kaizen: The Key to Japan’s Competitive Success[1] gives a detailed account. Alignment The key to getting the basics right is making sure everybody has the same understanding of the current situation and that everyone is pulling in the same direction for the future. The large arrow in Figure 1 represents the company’s intended business direction. The small arrows show the directions of the individual organizations. Each depart- 

Figure 2. Alignment of Company Organizations 

q q q q q q 

We succeed through satisfied customers. We value our employees. We aspire to deliver quality and excellence in all that we do. We require premium return on assets. We use technology to deliver market leadership. We are responsible members of society. 

Examples of visions are: “There will be a time when generations of people have lived, died and been born on Mars” and “Every household will have its own winddriven generator”. Describing events in pictorial terms, and from a future viewpoint where success has already been achieved, greatly enhances the probability of a vision coming to fruition. Like the philosophy, a vision provides a basis for deciding which actions should be taken. Goals Goals are quantitative figures, such as sales, profit, and market share, that are established by top management. Goals put the flesh on to the vision. Without goals the vision will remain only a dream. Policies A policy is a medium- to long-range course of action comprising a goal and a strategy. A strategy is the means of achieving the goal. Without the means a policy is only a slogan like “Work harder” or “Think smarter”. Imploring people to improve without providing the means cannot, and does not, work. Be careful of how the word “policy” is used, as it is often used interchangeably with “philosophy”, which is quite a different meaning of the word. Policy Deployment Policy deployment is the process of ensuring that the company’s policies for quality, cost and delivery (QCD) are understood from the highest to the lowest levels in the company. The way the system works in practice is that the policy is communicated across the organization as well as being cascaded down through the line managers. Cross-functional communication of the policies is very important because it binds the functions together in pursuit of the company goals. It helps functions to cooperate instead of selfishly pursuing their own objectives at the expense of others. It is this subtle but important distinction that separates policy deployment from managing by objectives (MBO). As a policy cascades down, line managers are expected to discuss and agree their goals with their managers. They then interpret the policy in the light of their own responsibilities, and identify the necessary strategies to achieve the goals. Policy deployment is a cyclical process. Progress against the goals should be checked, the reasons for any 

Missions A mission is a statement of what a company or organization is here to do today. It is the reason for its existence. A mission should describe what is done for whom in such a way that it could not be confused with anybody else’s mission. An example of a mission for a training department might be: “To provide training for XYZ’s UK-based sales staff”. Communicating the mission to every employee ensures everybody knows what business they are in. It also helps to highlight any duplication or gaps in a company’s structure. If you think a company’s mission is so obvious that it hardly warrants the effort of defining it, be prepared to shock yourself. Try asking a selection of people what they think is their department’s mission: 
A company had just embarked on the development of a new product. The design team was brought together to define their mission. Half of the team thought their mission was to look after the product from “cradle to grave”. The other half of the team thought they were there to “caretake” until the real design team was formed. 

Assessment The mission is about maintaining today’s processes, but training and surviving in today’s business environment are also about encompassing and loving change. Change always has its roots in the past and has to start in the present. There is not much point in deciding where you are going, if you do not know from where you are starting. Assessment is very much about understanding where the company is today, and determining the reasons for both success and failure. Visions A vision is a “picture” of where the organization wants to be in the future. By describing the future in emotional rather than measurable terms, a vision can exert a strong pulling force which helps to keep the organization aligned. 

deviations (both positive and negative) diagnosed, and the policies modified in the light of the diagnosis. Making Change Happen There are two basic approaches to bringing about change. The first is through innovation and the second is through continuous improvement. Western cultures concentrate on innovation, but Eastern cultures put more importance on continuous improvement. In Japan the word for continuous improvement is kaizen. Innovation causes leaps in efficiency and productivity, but competitors can copy the innovation, and the competitive advantage is soon whittled away. Innovation is often dramatic and causes resistance to change. Continuous improvement helps you to keep ahead of the competition until your competitors introduce an unexpected innovation. The most successful companies get the best of both worlds by both innovating and continuously improving. Change is occurring far more rapidly than ever before. Companies have to adapt to change or become extinct. Resistance to change has to be overcome. The single most important factor for successful management of change is the leadership shown by the people at the top of an organization. A company’s employees rarely do what management exhorts them to do. Instead, they follow the lead given by successful managers. If leaders do not model the new behaviours and attitudes, their followers cannot be expected to change. Successful leaders provide vision and direction. They understand their people. They understand the factors that are working for them and those that are working against them. Making change happen in an organization is like trying to light a bonfire. Although change cannot happen unless the “logs” catch fire, you would not dream of lighting a fire by holding a match to the logs. You light the paper, add more fuel, and fan the flames until the logs are consumed in the blaze. Training plays a vital role in making change happen. Skills that once lasted for generations are now redundant. New skills have to be identified and trained. Work Processes Ultimately a company has to produce something, whether it be goods or services, that customers are willing to buy. No sales means no income and no company. Although much work has to be done to determine which products meet the customers’ requirements, it is the work processes which ensure those requirements are met every time. So an essential part of getting the basics right is to 

identify the critical work processes and constantly strive to improve them. 

The Company’s Attitude towards Training 
So far we have talked about the company getting its own house in order. A company which has already gone to this amount of trouble is very likely to be committed to training. However, it would be a mistake to take this commitment for granted. Commitment which is taken for granted often turns to apathy or resistance. It is not worth going any further without obtaining a high level of commitment to training. Senior management’s actions and behaviours are crucial to the success of any venture. Senior management commitment to training is not enough by itself. The training department has to get its own house in order and the organization has to be aware of the importance that is attached to training. 

Getting the Training Function’s House in Order 
The process for getting the basics right for any department is the same as for the whole company. This is no less true for the training function. Training Function Alignment As previously stated, training has to be aligned with the business direction of the company. If the company has got its basics sorted out, and communicated them effectively, the training function should be in no doubt as to which business directions and values should be supported. In most companies, whether large or small, it is very rare for all training to be delivered by one department. This gives ample opportunity for fragmentation and misalignment of the training effort. It would not be unknown for several different versions of the same course to exist within the same organization. One multinational corporation was said to have had 37 different “effective presentation” courses! Variability in the training process, as with other processes, increases the chances of poor quality products. The answer to this is to ensure that all the key players within the training community agree on: q the missions of the various training departments; q a training philosophy; q a training policy; q training standards; q definition of training; q the training process; and q accountability and responsibilities. 

The Training Forum In our own organization we tackled this problem by forming a training forum which comprised the following key players: q total quality manager; q human resource director; q site human resource managers; q group training manager; and q site training managers. The forum first met to reach consensus on the basics. Once these had been established, the forum then met twice a year to ensure continuing alignment on business direction and training needs. Obviously, the composition of a forum will depend on how the company is organized. Training Department’s Mission Where there is more than one training organization within a company it becomes imperative that the “coverage” provided by each training department is understood and well defined. This helps to avoid duplication and prevents training needs falling between the cracks. An example of a training department’s mission could be: “To provide sales and customer care training for all the sales representatives who work in the corporation’s telecommunications division”. Notice that this mission states what types of training are provided for which population of students. It can be inferred from the statement that this training department does not do technical training, but provides sales and customer training for telecommunications staff wherever they are located. If this is not true then the mission statement would have to be modified. For example, in a large multinational corporation the end of the statement might be modified to: “…who are based in France and work in the corporation’s telecommunications division”. Training Philosophy The training philosophy is a statement of a company’s or organization’s attitude towards training. It has to define clearly the importance that is attached to training. It has to be communicated, with conviction, to every employee. If the philosophy is just a set of words without the backing of real and practical commitment, the authors of the policy will soon be “found out” and the damage will, perhaps, be irreparable. The first paragraph of the following statement on training is a typical example of a training philosophy: 
q 

q 

We are committed to defining clearly the minimum training requirements which are related to the job holder’s role, responsibilities and needs, including Total Quality and customer satisfaction. All new employees will be oriented in the philosophy, ethics, values, principles and business priorities of the company, including total quality management and induction into their own organization, within three months of their employment. Employees will only take up new job assignments when they have completed the minimum level of training specified for that job. All newly hired or first-time people managers will successfully complete specified supervisory training within four months of appointment. Managers will successfully complete functional knowledge and skills training to coach, inspect and reinforce the work of their employees properly. 

q 

q 

q 

q 

Training Policy In the same way that a business policy has a goal and the means to attain the goal, a training policy should also have targets and measures. For example, having all employees oriented to the company’s philosophy, ethics, values, principles and business priorities is a goal. Having new employees attend induction and quality training within three months of joining the company is the measure that will achieve the goal. Following the principles of policy deployment, these measures now become the goals of the new employee’s managers and for the training department. The managers will have to provide the means for releasing new employees for training within three months. The training department has to take measures to ensure the availability of training. Training Standards The training policy will incorporate many of the training standards such as: q hours of functional training per employee; q additional hours of training for managers; q minimum level of training before starting a new job; and q the amount and timing of induction training. There are many other standards that have to be agreed and met, for the training process to run smoothly. The following are just a selection: q trainer-to-student ratio; q trainer training; 

We are committed to having a workforce prepared to meet current and future business objectives by providing its employees, at all levels, with appropriate education and training opportunities. 

q q q q q q q q 

trainer accreditation; face-to-face percentage; delivery-to-preparation ratio; cost per student-day; cost per trainer-day; classroom standards; administrative standards; and course development standards. 

spent on producing usable output should not be included in the training time. In Europe, and the USA, participating in quality circles would probably not be considered to be training because the prime purpose of a quality circle is thought to be solving the company’s problems. Any learning that comes about would be thought to be secondary. In fact this is another indication of how Western culture has misunderstood Japan’s quality revolution, because one of Japan’s main aims in starting quality circle activities was to enable factory workers to study together and teach themselves quality control. This is a fairly subjective method of deciding whether an activity should be recognized as training, and it still leaves a number of activities that could fall into either camp. To make this task less subjective a definition of training is required. The working definition of training that we use in our organization is: “Training is the transfer of defined and measurable knowledge or skills”. From this definition it can be seen that training activities should have objectives and a method for checking whether these objectives have been met. Training, defined in this way, deals with changes in behaviour and knowledge. Some definitions include changes of attitude as part of training. We do not include attitude change within the definition because, apart from being incredibly difficult to measure, it is the environment and culture of a business that primarily determine attitude. Training has an important part to play in this, and can help to create the environment in which attitudes can change, but training alone will not change anybody’s long-term attitude. Many different attempts have been made to define what constitutes a training activity, and these all vary, depending on the definition of training that is used. Agreeing one definition is more important than choosing the best of the many good definitions of training. This allows you to be aligned within your own company, and to make sensible comparisons with other companies. If you have not already done so, this would probably be a good time to consider which of the activities in your company should be considered as training. For example, the French Ministry of Work, Employment and Professional Training considers that training activities are those activities which are paid for by employers and take place in accordance with a programme which: q has predetermined objectives; q specifies the teaching methods; q specifies the personnel to be used; 

Definition of Training While it is essential to have a training philosophy, policy and standards, it is impossible to judge whether our training is in accordance with these if there is not a clear definition of training. For example, a company might have a target to give each of its employees five days of training every year. Depending on what is considered to be training, one company might say it is providing three days of training and another company might claim nine days – even though both company’s employees have actually received exactly the same amount of training and development! There are an amazing number of activities that might be considered as training. The following is just a selection: q classroom (trainer-led); q distance learning; q computer-based training; q on-the-job training; q external courses; q large-scale workshops; q attending seminars; q attending exhibitions; q attending conferences; q attending communications meetings; q evening classes; q further education; q assignments; q participating in quality circles; and q reading articles and books. Some of the above activities, such as classroom training and computer-based training, would always be considered as training. Activities such as exhibitions, conferences, assignments, and reading would not usually be classified as training. Clearly, on-the-job training should be considered as training, but surely not all the time spent under supervision should qualify for employees’ “hours of training”. The conclusion we came to was that the time 

has an implementation plan; q assesses the results; q is given in premises separate from the production area, unless it includes practical training; and q can include correspondence courses, safety and security training, and training outside work hours. The French ministry specifies no set, minimum duration for a training activity and any duration of course can be included in the minimum statutory time per worker (1.2 per cent), if the training agency agrees. However, in practice, the French authorities do not often allow a training activity lasting less than a day to be included. 
q 

centre of the universe. The effect of this training-centred approach is that the business will see training as either a panacea for all problems or as having no direct relevance to the business. Neither of these impressions will help you to manage the training process effectively. A better approach is to extend the boundaries of the system so that training is an integral part of the business (Figure 4). 

The Training Process 
Having established where training really fits into the business, we can now take a look at the training process itself. The fundamental elements of any process are: q accountability (ownership); q identification of stakeholders; q definition and documentation of the process; q checkpoints; q responsibility for the steps of the process; q continuous improvement of the process. Accountability and Responsibility No process will work efficiently unless somebody “owns” or is accountable for the process. The accountable person is the person whose telephone rings when something goes wrong with any part of the process. This person is like the captain of a ship, ultimately accountable for everything that happens on board even though the crew are responsible for carrying out most of the tasks. Although the captain holds individual crew members accountable for their responsibilities, the captain’s own accountability cannot be abdicated. The difference between an ordinary organization and a “quality” organization is that in a “quality” organization people feel accountable for their own responsibilities. The training manager is the “owner” of the training process. This makes the training manager accountable for every step as well as the entire training process. Being accountable for every step is difficult because the responsibility for carrying out many of the individual steps lies with other people. It is the training manager who has to make sure nothing falls down the cracks between the steps of the process. Identifying the Stakeholders A stakeholder is a person who has a vested interest in the outcome of the process. Stakeholders often have a positive or negative impact on the outcome of a process even though they might not take a direct part. This is especially true if the process involved “treading on their turf”. 

Training as Part of the Business 
A useful approach for understanding the training process is to consider the process to be a system whose boundaries interact with the rest of the business (see Figure 3). Training needs are identified, training is provided to meet the needs, the output is compared with the requirements and any necessary changes are made to the system to obtain the desired output. While this approach helps you to understand how training processes operate, it does put training at the 

Figure 3. Training as a System Whose Boundaries Interact 
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Figure 4. Training as Part of the Business System 
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This makes it vital for you to involve stakeholders during the early stages of process design. Managing directors, heads of departments, and human resource managers are all stakeholders in the training process. Defining and Documenting the Training Process Definition of a process involves establishing the boundaries of the process. In theory, any process could be traced back to the “Big Bang” or projected forwards to “the End of the Universe”. In practice, this makes the process too large and cumbersome to handle, so you need to define the beginning and end points of your process. Although defining the boundaries is, to some extent, arbitrary, the following guidelines should help you to decide: 
q q 

Figure 5. Top Level Flow Chart of the Training Process 

Identify needs Evaluate needs Select courses Recruit trainers Develop trainers Determine workload Select trainers Identify location and resources Finalize budget Finalize training plan Certify trainers Pre-course administration Develop courses 

the beginning of your process is where you take over control from someone else; the end of your process is where you hand over control to another person. 

The easiest way of documenting a process is to tape some sheets of flip-chart paper together and use Post-its to represent the steps of the process. You already have the beginning and end points, so these can be stuck on to the sheets straightaway. Stick additional steps on to the sheets until you have a series of related steps that connect the end point to the beginning point. Make sure you use a verb and a noun to describe each step in the process. This clarifies what is involved in each step and separates one step from another. “Select course” is different from “Develop course”, which in turn is different from “Deliver course”. The flow chart (Figure 5) shown is an overview of the overall training process. My book expands on this “level 1” process by describing a “level 2” process for one or more of the steps. In the interest of clarity and simplicity, checkpoints, decision boxes and feedback loops have been left out at this stage. A brief overview of the steps of the training process follows. Identify needs: The process begins by identifying the business needs and turning these needs into training requirements. Evaluate needs: A check is made to ensure that the requested, or mandated, training is suitable for the people concerned. A check is also made to make sure that training can meet the identified need. In the cases where training is not a suitable approach, the need has to be analysed further so that alternatives to training can be suggested. 

Prepare course Deliver course Validate training Post-course administration Transfer learning Evaluate training Revise courses 

Select courses: Given that the business need is one where training can make a contribution, the next step is to identify suitable courses. The choice will be between: 
q q q 

using an existing company course; buying-in an external course; developing a new course. 

Develop courses: If no suitable courses are available, new courses have to be developed and piloted. Determine workload: At this stage you should be able to make your first estimate of the resources you will require to meet the training need. Recruit trainers: If you do not have sufficient trainers to meet the expected workload, you will need to start the process of recruiting new trainers. It often takes three months or more to recruit a new trainer, so you will need to start this step as early as possible. 

Select trainers: Before a course can be delivered, suitable trainers need to be identified. Develop trainers: It is likely that the trainers you select to run new courses will need further development of their own skills and knowledge. It is even more likely that trainers recruited from outside will require development. If you are developing people to be trainers, you will need to put them through a programme of training and experiences before you allow them to train unassisted. Depending on the level and frequency of the courses, this could take from three months to a year. Certify trainers: If a course is new to the trainers, they should undergo a programme of observation and practice to ensure that they reach the required standard before they are allowed to deliver the course by themselves. Identify location and resources: Before advertising the dates of the proposed course, make sure that appropriate locations and resources are available. Finalize budget: By this stage you should have enough information to know how much it is going to cost to meet the training need. Negotiations over the actual budget are started. Finalize training plan: After budget negotiations are complete you will need to make adjustments to the training plan. Often there will be more demand for a course than there are places available, so it will be necessary to prioritize the candidates. Prioritizing should still be done even if sufficient places are available, so the people most in need of the course will still get trained if budgets are cut later in the year. The training plan is built up throughout the early steps of the training process and it is at this stage that the finalized plan can be put together ready for presentation to senior management. Pre-course administration: Once the training has been concurred the course administrator has to ensure that the identified people get to the right course, at the right time. Prepare course: Before the courses can be delivered the trainers need to prepare themselves, the materials, and the training rooms. The trainees also need to prepare themselves for the course. Del iver course: Although course delivery is the manifestation of all the efforts that have been put into the previous steps, it should be remembered that, as far as the rest of the organization is concerned, this is only the start of the change process. 

Validate training: Validation is the process of ensuring that the course meets and continues to meet its stated objectives. Tests, observations and student feedback are all data which have to be analysed to determine whether the objectives are being met. Post-course administration: As soon as the training has been completed attendance on the course should be noted on the students’ training records. Transfer learning: The students then have to use the knowledge and practise the skills to ensure that the learning is transferred into the business. Evaluate training: As with any process, the training process should have a method of ensuring that the process has had the desired effect. Revise courses: The courses then need to be revised to incorporate the changes identified during evaluation. Establishing Checkpoints You need to establish checkpoints to keep the process on track, under control, and producing the required outputs. Checkpoints can occur at the beginning, during, and at the end of the process. Checks at the beginning answer the question of whether the correct outputs will be produced. Checks during the process answer the questions of whether the correct outputs are being produced. Checks at the end answer the question of whether the correct outputs have been produced. Deviations that you detect early on in the process are easier and cheaper to correct than those found at the end of the process. The major checkpoints of the training process shown in Figure 5 are: q needs analysis and evaluation; q pilot courses (within course development); q trainer certification; q finalize budget; q finalize training plan; q course preparation; q validate training; q evaluation. The most important checkpoint is evaluating the needs. If we identify the needs incorrectly, all else that follows is built on sand. Each process step has its own checkpoints and these will be discussed in the following chapters. Responsibility for the Steps of the Process The training manager should identify, by name, the people responsible for carrying out each task or step in the process. Attaching a person’s name to a responsibility 

is a sure way of flushing out conflicting responsibilities, gaps and potential overloading. If more than one person is involved in a process step, one of the people should be given the prime responsibility so that nobody can ever say: “I thought it was somebody else’s responsibility to make sure that the task was completed”. Table I shows how responsibilities could be allocated for the steps in the training process. This table gives job titles 

in the responsibility column. In practice you would also identify the people’s names. Additional responsibility matrices should be drawn up if there is more than one training organization in the company. The additional matrices should show clearly which courses or types of courses are covered by the responsibilities. Improving the Training Process We should always be looking for ways of continually improving the training process. There are two main ways of improving a process: q reducing errors; and q reducing cycle time (the time it takes to go from the beginning to the end of a process). To do this you should take a close look at your process by documenting what actually happens at every step of the process. When you design a new process it is very likely that you will have designed an ideal process. It will not show gaps, duplication, dead ends, confusing responsibilities or activities which add no value to the end product. You can now compare your actual process with the ideal and make sure that gaps are plugged, duplication and dead ends eliminated and responsibilities clarified. Activities which add no value to the end product are: q correcting errors; q waiting time; q storage; and q transport time. By reducing these activities to a minimum you will reduce the cost of, and the time for, providing training. Training Strategies The training process is a cycle which you need to manage continuously. You respond to needs. You ensure that the training is aligned with the business. The process has a relatively short cycle time – usually no longer than a year. Managing the training process is essentially operational or tactical. If we always manage training at this level we are in danger of being reactive rather than proactive; starting and stopping training programmes or perhaps even failing to deliver anything. We need to have a clear idea of how we are going to deliver training over a longer period. Training needs analysis and training policies provide the “what” and the “how much”. A training strategy provides the long-term orientation. To put a training strategy together you should have a “vision” of what training in your organization should look 

Table I. Possible Responsibilities for the Steps in the Training 
Process Step Identify needs Evaluate needs Select courses Develop courses Determine workload Recruit trainers Select trainers Develop trainers Certify trainers Responsibility Training manager Training administrator Training manager Training manager Training administrator Course developers Training manager Training manager Training manager Training manager Course developers 

Identify location and resources Training manager Training administrator Finalize budget Finalize training plan Pre-course administrator Prepare course Deliver course Validate training Pre-course administrator Transfer learning Training manager Training manager Development committees Training administrator Trainers Trainers Trainers Training administrator Participants Managers Trainers Trainers Training manager Course developers Trainers 

Evaluate training Revise courses 

Process: the training process Process owner: training manager 

like in, say, five years. You should then map out the years and the key milestones along the way. When you are putting a training strategy together you should ask yourself the following questions: How much training will you need to do each year? q What type of courses will you need to provide? q What types of people will you put on what type of course? 
q q q 

the reason managers give for pulling their people off courses; q the standard of the training rooms; q whether people are allowed to start a new job before they have been trained. 
q 

Part 2. Validation 
Validation ensures that training courses meet, and continue to meet, the aims and objectives you set for them. Validation is an internal check on the course. The following is the definition of validation used in this article: 
A systematic analysis of data and judgemental information collected during a training course, which is designed to ascertain whether the course achieved its specified aims and objectives. 

What resources will you need in terms of space and trainers? 

Who will you use to do your training? q Will you use full-time, part-time or consultant trainers? What delivery methods will you use? q How will changes in technology affect delivery methods? 
q 

What business, social or environmental changes are likely to take place? Every time you cycle through the training process you should re-examine your training strategy to see if it still holds up in the light of new training requirements and corporate policies. Try to make your strategy as robust as possible, and only change strategies when there are significant business, social or environmental changes. If your strategy is really robust you will find that you can respond to many changes by adjusting your tactics rather than throwing away your strategy. 
q 

Validation does not give you information on whether the students will use the skills and that knowledge. It does not tell you whether those skills and that knowledge contribute anything towards business effectiveness. Nor does it tell you whether the objectives were right. I might have learned how to play Rachmaninov’s 3rd piano concerto, but will this help me to manage a group of salespeople when I get back to work? It is evaluation which deals with these questions. Validation is critical because learning cannot be transferred to the business unless the course has met its objectives. Good validation systems not only show us what needs to be changed, but also prevent us from changing a course for change’s sake. They give an early warning of a drift in the course’s standard before disaster occurs. Validation tells us whether the course has had the desired effect. There are two perspectives from which this can be done: (1) validating against student perceptions and comments; and (2) validating against the course objectives. 

It is difficult but essential to find the right balance between constantly chopping and changing strategies, and sticking with a useless and out-moded strategy. Communicating the Importance of Training Having a training philosophy and policy is the startingpoint for communicating the importance of training and it is very important that everybody is aware of them. Posters, in-house magazines, staff briefings, and memos are all methods of putting the message across. But no matter how much effort is put into communicating through the usual channels there is still no getting away from the fact that the most powerful communication always occurs through the unwritten and unspoken channels: the amount of training that is done; q the budget allocated to training; q the status of training managers and staff; q how often a training event has to be moved to another location to make room for another business activity; 
q q 

Validating against Student Perceptions and Comments 
The first way of seeing whether the course meets its objectives is from the student’s point of view. This is often done using end-of-course feedback sheets (sometimes called “Happiness Sheets”) comprising a questionnaire and a comments section. The questionnaire asks how much the students liked the course, whether they thought they met the objectives, and what they thought of the trainer. It also gives them an opportunity to make openended comments. Figure 6 gives an example of a typical feedback sheet. Most courses get the students to complete a feedback 

how often training is postponed or cancelled; 

Figure 6. An Example of a Course Feedback Sheet 

Management Development Programme Feedback 

Directions: Please take a few minutes to respond to some of the statements about the course as a whole. Answer each statement by placing a tick in the appropriate box to the right of the statement. Space has been provided for any comments you might wish to add. 

1. 

Relevance of workshop to your present job 

Very Low Very High Comments: _________________________________________________________________________________________ ____________________________________________________________________________________________________ ____________________________________________________________________________________________________ 2. Confidence in your ability to use the skills and knowledge 

n 

n 

n 

n 

n 

n 

Very Low 

n 

n 

n 

Very High 

n 

Comments: _________________________________________________________________________________________ ____________________________________________________________________________________________________ ____________________________________________________________________________________________________ 3. Usefulness of the pre-work 

n 

Not Useful 

n 

n 

n 

Very Useful 

n 

Comments: _________________________________________________________________________________________ ____________________________________________________________________________________________________ ____________________________________________________________________________________________________ 4. Overall satisfaction with the course 

n 

Very Low 

n 

n 

n 

Very High 

n 

Comments: _________________________________________________________________________________________ ____________________________________________________________________________________________________ ____________________________________________________________________________________________________ 5. One change you recommend for improving the workshop: _________________________________________ ____________________________________________________________________________________________________ ____________________________________________________________________________________________________ 6. One aspect of the workshop that should be left as it is:_____________________________________________ ____________________________________________________________________________________________________ ____________________________________________________________________________________________________ 

THANK YOU FOR YOUR ASSISTANCE 

sheet at the end of the course. Notice that the sheet has a space for the student’s name. Some people feel feedback should be anonymous, so the students do not feel restricted in the feedback they give. Unfortunately, anonymous sheets prevent you from following up comments to get further clarification or to clear up confusion. Explain why it is useful to have the names on the feedback sheet, but let them know that their feedback can be anonymous if they prefer. If you have established trust and credibility during the course, the students should not feel they need to withhold their names. Feedback sheets give you data on how the students feel at the end of the course, but they do not tell you much about how they felt along the way. This interim information is essential for continually improving the training process. Avoid giving the students a questionnaire to complete after every course module. You might get away with this on a pilot course, but under other circumstances they will become rapidly frustrated. A technique we use is to provide the students with some cards. They write their comments on one of the cards whenever they feel they have some feedback to give us. A “postbox” is provided at the back of the class. Once a day we review the comments, give responses to the feedback, and, where necessary, clear up any misunderstandings. Halo Effect The danger with perceptions is that many different factors affect them. The halo effect occurs when a student judges a course in terms of a general feeling. For example, some trainers are skilled performers, they have the class eating out of their hands, and they receive amazingly good feedback regardless of how good or indifferent the course is. The students are judging the course in terms of how they feel about the trainer. The halo effect also works in a negative direction. Students might give a course poor feedback because they had a bad experience on a previous course or because they have had problems with accommodation, or they might not feel too good because of a hangover. Despite this weakness, student feedback is essential. Student perception is one of the major factors which determine a course’s credibility and reputation. Student perceptions and comments are also essential for identifying unexpected effects of the training. 

know what behaviours to test, the conditions under which to test them, and the standards that should be reached. Testing or measuring is implicit in validating a course against its objectives. A test does not have to be a “pencil and paper” examination. It can just as easily be an observed exercise where the trainer records the results on a check chart. 

Reacting to Validation Data 
Be careful how you respond to validation data. It is too easy to either overreact or to rationalize problems away. Overreaction can make the course lurch from one extreme to the other. For example, an exercise receives some negative feedback the first time you run a course, so you decide to remove the exercise. The next time you run the course you find that important objectives are not being met, so you reinstate the exercise. On the third course the exercise receives more negative feedback… It is similar to the way some people adjust the thermostat on a radiator. The room is feeling a bit cool so they turn the control up to maximum. After a while they start to feel hot, so they turn the control down to minimum. When the temperature drops… They end up spending all day adjusting the thermostat while the room temperature lurches from being too hot, to being too cold, and back again. What they should do is let the system settle down and then make minor adjustments only when necessary. What is needed is a light touch on the steering wheel. Although one piece of feedback may not mean anything by itself, you should not fall into the trap of ignoring obvious problems. Too often we avoid taking action because we do not have a “statistically significant” sample. How many plane crashes does it take for us to think that something is wrong? How many times does a coin have to come up heads before we suspect that something is wrong with the coin? Deciding when to react to feedback or a deviation is a difficult judgement to make. After the course has run several times you will begin to get a feeling for what is normal, and what is significant variation. The decision then depends on the intuition and experience of the individual trainer. The problem is similar to deciding when to adjust a machine on a manufacturing line. Until the introduction of total quality management, either the decision was left to the operator’s experience, or nothing was done until the product drifted out of specification. The entire batch would then have to be inspected, and as much as 20 per cent of the production would have to be scrapped. Statistical Process Control Manufacturing’s answer to the problem of when to react to deviations is statistical process control (SPC). The idea 

Validating against Course Objectives 
The second way of looking at validation is to see whether the students met the course objectives. Checking whether the students have met the objectives can be either very difficult or very easy – it all depends on the quality of the objectives. If the objectives meet the guidelines you will 

Figure 7. An Example of a Control Chart 
Top tolerance 10.10 10.08 10.06 Upper control limit 10.04 q 10.02 10.00 q q 9.98 9.96 Lower control limit 9.94 9.92 Bottom tolerance 9.90 9.88 9.86 9.84 1 3 q q q q q 

number of measurements required to define a course’s quality completely would be so large as to make any validation system unwieldy. This need not be a problem as long as we take care in choosing the measurements we use as prime indicators of quality. However, the moment a measure is turned into a target the underlying weaknesses of using a few measures become apparent. (This is compounded when a trainer’s pay increase is directly linked to measures such as student perception of “trainer effectiveness”.) Trainers will soon subconsciously realize which unmeasured indicators can be sacrificed to improve those measured. They will also learn which are the best times to make the measurements – such as just after telling the class they are the best students they have ever trained, or after breaking open a bottle of champagne! The way to deal with this is not to dispense with measures, but to make the trainers responsible for their own quality. 

Diameter (mm) 

5 Sample number 

7 

behind SPC is to collect data on a process and statistically determine what is abnormal variation. These data are displayed on a control chart. The chart has two lines drawn on it, an upper control limit (UCL) and a lower control limit (LCL). The operator takes no corrective action as long as the data remain between the two control limits. If the data go outside the limits, the operator knows the variation is significant and requires action before the process goes out of specification. This is similar to a driver turning the steering-wheel before the car hits the kerb. Figure 7 gives an example of a control chart for the manufacturing of a 10mm disc, the diameter of which should be a minimum of 9.90mm and a maximum of 10.10mm. Applying SPC to Training Validation When you are running the same course many times (such as when you are training every employee) it is possible to collect sufficient data to apply statistical process control to the validation results. SPC allows you to detect changes in the course performance which are due to significant causes. It allows you to check whether different trainers are training to the same standard. It shows you whether the course, in its present form, is capable of meeting the objectives. Most importantly, it gives you an indication of when you should not make changes to a course. 

Figure 8. The Validation Process 
Collect perceptions, comments, test results, and other performance measures 

Make a preliminary assessment of feedback data 

Organize and display data 

Check whether deviations are significant or due to normal variation 

Analyse and interpret the data 

Measurements versus Targets 
The very act of measurement has the effect of distorting the data. If we are sensitive in how we carry out validation, the distortion should not make a significant difference to the results. Measurements are essential for maintaining the quality of our courses and we should do everything to reduce distortion to a minimum. A single measurement is not a complete description of a course’s quality. At best it is a prime indicator. The 
Make minor adjustments to the course 

Check that adjustments have had desired effect 

It is very unlikely that they would, even subconsciously, deceive themselves. 

The Validation Process 
Figure 8 gives an overview of the validation process. First, the data have to be collected throughout the course. Student perceptions, comments, and test results are examples of validation data. A preliminary assessment is made at the end of the course, while the course and any incidents are still fresh in the trainer’s mind. Next the data have to be organized and displayed so you can see whether the feedback is significant or just due to natural variation. Then the data have to be analysed and interpreted so you can determine the causes of the significant variations. Once you have understood the causes it is possible to make changes to the course. Always make the smallest adjustment consistent with solving the problem. The next time you run the course you will need to go through the process of collecting and analysing the data again. This is to check that the changes have had the desired effect. The remainder of this article looks at these steps of the validation process in detail. Collecting Perceptions When collecting perceptions, it is common practice to use feedback forms with five-point response scales. The responses can be numbered or labelled. These responses have different labels depending on the type of questions asked. Table II summarizes some of the more common labels and relates them to the five-point scale. The following are examples of the types of questions that are used with the different labels: q A. What opinion do you have of the course? 
q q q q 

Deciding whether “1” represents “very poor” or “very good” is an arbitrary decision. I use the convention of “higher equals better”. The exception to this is scale “E” where the best score is “3”. Be careful when you are using this type of scale as it can lead to confusion. I also have the numbers running from “1” on the left-hand side to “5” on the right-hand side. This corresponds to the way Western cultures read across the page. It also makes it easier to use graphical display programs because this is the convention used for graphs. Always stick to the same convention, no matter which one you decide to choose. Always give a warning when the scale changes. Although rating questions against a five-point scale is a very popular format, it has the disadvantage of driving inconsistent definitions for the responses. People have varying views of what “very poor”, “poor”, “fair”, “good”, and “very good” mean. You get better consistency when it is possible to frame the feedback questions in the form of opposites (see Figure 9). This format produces a five-point continuum and the students put an “X” in the column which best matches their perception. The wording used in Figure 9 can have the effect of grouping the responses around the middle because of the “all or nothing” nature of the extremes. One way round this is to use a seven-point scale so there is more definition around the middle. Another way to avoid the problem is to reword the questions. Do not make the wording too weak as this will reintroduce the problem of inconsistent definition. Figure 10 gives an example of weak wording. (Does “most” mean 50, 60 or 80 per cent?) Figure 11 gives a better example. Make sure that the questions used are true opposites; otherwise this format becomes very confusing. Figure 12 gives an example of questions that are not true opposites. Collecting Comments Although feedback on a five-point scale is easy to display and analyse, it is restrictive because you will get feedback 

B. How satisfied are you with the course? C. What is the probability of you using the skills when you go back to work? D. The course is the best that I have attended. E. The length of the course is… 

Table II. Relationship of Different Labels to a Five-point Response Scale 
1 A B C D E Very poor Very unsatisfied Very low Strongly disagree Much too short 2 Poor Unsatisfied Low Disagree Too short 3 Fair Fairly satisfied Medium Neutral Just right 4 Good Satisfied High Agree Too long 5 Very good Very satisfied Very high Strongly agree Much too long 

Figure 9. Using Opposites as Feedback Questions 

1 
The trainer did not give satisfactory answers to any of my questions by the end of the course. 

2 

3 

4 

5 
The trainer gave satisfactory answers to all my questions by the end of the course. 

× 

Figure 10. Example of Weak Wording for Feedback Questions 

1 The trainer gave unsatisfactory answers to most of my questions. 

2 

3 

4 

5 The trainer gave satisfactory answers to most of my questions. 

× 

Figure 11. Example of Stronger Wording for Feedback Questions 

1 I was very dissatisfied with the answers the trainer gave to my questions. 

2 

3 

4 

5 I was very satisfied with the answers the trainer gave to my questions. 

× 

Figure 12. Example of Questions That Are Not True Opposites 

1 The trainer did not seem to care about whether I learned. 

2 ? 

3 

4 ? 

5 The trainer was very enthusiastic about the course. 

only on what you asked for. Nor does a cross on a one-tofive scale give many clues to the reasons for the response. To overcome this, each question should have a comments space for the students to expand on their responses. Also leave space at the end of the questionnaire for general comments which will give you feedback on aspects you never dreamed about when you were designing the questionnaire. Good questions for stimulating a response are as follows: 

q q q q q 

Is there anything that should be left out of the course? Is there anything that should be put into the course? What should be kept as it is? Is there anything that should be done differently? Any other comments? 

Collecting Test Results A test is a measure of whether the behavioural objectives of the course have been met. As tests should be based firmly on the objectives, your students should not be surprised by any of the test items. The objectives should also give you the required standard as in: “Given a list of 20 countries, you will be able to name the capital cities of at least 17 of those countries”. Many objectives, like that, lend themselves to written tests. Others are best tested through observations of practical exercises. The observations can then be compared with a checklist or a profile of behaviours. Good trainers constantly validate their training by asking questions as they go along. Although you can get a feeling for the level of knowledge by noting how many students want to answer, you can be sure that only one person knows the correct answer. One way round this is to ask multi-choice questions. Each student is given a device which allows them to display their response to the question. A Cosford responder (see Figure 13) is an example of such a device. A Cosford responder is a cardboard tetrahedron which has a different colour on each of its faces. Each colour represents a different response to the question. In this way the trainer can easily see which students responded correctly. Collecting Other Performance Measures Look out for other indicators which tell you how the course is progressing and whether you need to make any adjustments as you go along. Be as creative as you can. The following are some suggestions: q Room tidiness. A colleague of mine once said that the success of a course is inversely proportional to the tidiness of the room. At first I thought that was just a clever remark, but the more I think about it the more I an convinced it has a relationship with the participants’ energy level. 

Figure 14. Smiley Chart 
Monday Tuesday Wednesday Thursday Friday 

Smiley charts. A smiley chart is used to collect student perceptions during a course. The chart is drawn on flip chart paper and at the end of the day the students are asked how they feel. The trainer makes a mark or puts the student’s initials in the appropriate square. These feelings are then explored by the trainer (see Figure 14). q Stress level chart. A stress level chart works in a similar way to a smiley chart, but it is based on the premiss that everyone has an optimum stress level. If the stress level is too low, people become lethargic and are not motivated to learn. Too high a stress level interferes with learning. The stress level chart allows you to monitor the parts of the course which are too challenging and those parts which are too easy (see Figure 15). q Working-on. A measure of student interest and motivation is whether groups continue working on 
q 

Figure 13. A Cosford Responder 

Figure 15. Stress Level Chart 
Monday Tuesday Wednesday Thursday Friday 

Stress too high 

Optimum stress 

Stress too low 

projects after the “official” end of the day. This does not mean they have to “burn the midnight oil” every night. q Talking-on. On a residential course see whether your students make jokes or talk about the course content in the bar. This will give you a useful indication of interest and retention. It is even better if they impose cash penalties on one another for talking about the course. q Alertness. Note when the students start to drift off, start to be distracted, or their eyelids start to droop. q Quiz challenge. Asking questions is a good method of measuring learning. A variation on this is to split the class into three or four groups and ask them to write questions for one another. The number and quality of the questions will give you an additional measure. Make a Preliminary Assessment of the Feedback Data At the end of the course you should collect all the evaluation sheets and test results. Immediately count the feedback sheets to make sure you have received one from every person. Also check to see if there have been any omissions – sometimes people forget to complete part or some of the questions. It is much easier to collect the missing data now than after your students have returned to work. Incidentally, you should initially suspect that omissions are caused by the feedback form, rather than being a “student problem”. For example, we should not blame the student for failing to complete the second side of a feedback sheet if we have not printed “continued on other side…” on the first side of the sheet. Scan through the sheets, and look for obvious patterns and messages. Do not delay doing this – even if it means spoiling your evening or weekend! Timely feedback is the most effective feedback. Some comments are difficult to 

understand at the best of times. By the time you get back to the office, you will have even more difficulty understanding the comments. Preliminary Assessment of Comments Read the comments and try to recall any incidents that might have triggered the comment. Look for the same comment coming from different people. Make a mental note of those comments that will need further clarification, and those people you will need to give additional explanation of the concepts. Preliminary Assessment of Perceptions Look at the scores which have been given for the feedback categories. You will not be able to make many conclusions without doing further analysis, but make a mental note of those scores which stand out as being very high or very low. Check to see if these scores have comments associated with them. Preliminary Assessment of Test Results Look through the test results to see if the class was having the same type of difficulty throughout the course. (You should have already checked the individual test results immediately after each test to see what changes you needed to make during the course.) Detailed analysis of the test results can wait until you get back to the office. Organize and Display Data It is difficult to draw conclusions about data when the information is spread over 12 or more evaluation sheets. The raw data need to be organized and, where possible, displayed graphically. Organizing and Displaying Perceptions The usual way of organizing these types of data is with a frequency table. Table III gives an example of a frequency table. 

Table III. Using a Frequency Table to Organize Student Feedback 
Low 1 Relevance Ability to apply Probability of using Overall satisfaction Trainer effectiveness 1 High 5 5 3 1 6 10 

Question (a) (b) (c) (d) (e) 

2 2 

3 

4 9 

Total 16 16 16 16 16 

Average 4.1 3.9 3.4 4.4 4.6 

4 8 

9 6 10 6 

The process for constructing a frequency table is as follows: q Work through the evaluation forms and count the number of students who gave the course a relevance score of 1 (i.e. very low relevance). q Enter this number (if any) in the “1” (low) column on the relevance row. q Count the number of relevance scores of 2, 3, 4, and 5. q Enter these numbers in the “2”, “3”, “4”, “5” columns. 

q 

Add up the number of responses to make sure you have not missed any out. This number is put in the total column. Calculate the average relevance score and put it in the Average column. For the example given in Table III the calculation is: (2 × 2) + (9 × 4) + (5 × 5) 16 

q 

q 

Follow a similar procedure for each of the response questions. 

Figure 16. Histogram of Relevance Scores 
10 9 8 Number of responses 7 6 5 4 3 2 1 0 1 2 3 Response 4 5 

A computer with a spreadsheet program such as Lotus 1-2-3 allows you to make the calculations quickly and easily. Although it is possible to draw conclusions directly from the frequency tables, it is a lot easier when the data are displayed graphically. The best tool for displaying distributed data is the histogram. A histogram is a set of vertical bars which represent the number of responses for each category of feedback. Figure 16 is a histogram for item (c) “Probability of using”. 

Organizing and Displaying Comments Qualitative data, like the feedback comments, are the most difficult to organize and display. The simplest way of organizing comments is to list them by question. Table IV gives an example of this. This is better than having the comments spread between all the evaluation sheets, but it is still difficult to detect patterns in the feedback. 

Table IV. Organizing Student Feedback Comments 
Comments 1. Relevance of workshop to your present job – Very relevant having recently acquired the responsibility for tracking projects within C&SE. – Not for most day-to-day activities, but useful for two projects just starting. – Useful reminding – will be able to use positively in the future! Confidence in your ability to use the skills and knowledge – My only doubt is retaining the correct level of skills for when I have a specific projects to work on. – Useful reminder/revision of work previously covered at college. – Having learned how to implement CPA, etc. when setting up and running a project, would like to practise these skills. – This, I believe, will increase as I use these skills and knowledge. Usefulness of the pre-work – Owing to having no project to work on this was not completed. – Not relevant on this occasion. – Useful to have a project in mind to which to relate skills, increasing relevance and learning ability. – Would have helped if manager had given me proper terms of reference, information of what he actually wanted. – I received no pre-work. Overall satisfaction with the workshop – An excellent workshop especially with the introduction of monitoring and working through a related project. 

2. 

3. 

4. 

Be careful when you group similar comments because there is a temptation to interpret the comments to fit into one of the existing groups. This has the effect of moving away from the original intent of the comments. Where the same or similar comments are shared by more than one person it is possible to display this graphically as shown in Figure 17. Organizing and Displaying Test Results Much of what has been said about organizing and displaying perception data can be applied to test results. As with the student comments, a histogram gives a good display that assists interpretation. The histogram takes a long time to produce, so the temptation is to use the straight average. The problem with an average is that it does not give any information on the variability of the result. A good compromise is to display the average along with the lowest and highest scores (see Figure 18). The distance between the highest and lowest score gives an indication of the variability, and the 

position of the average indicates how the results are skewed. As the results are displayed in a compact format this method is ideal for showing trends over a number of courses (see Figure 19). Check Whether Deviations Are Significant or Due to Normal Variation It is essential that you make a judgement about whether deviations are significant and need action to be taken, or whether the deviations are due to normal variation and can be safely ignored. Checking Comments for Significant Variation When you read the comments there will be some feedback that “rings true”. You know it reflects a real problem, and you will not need a lot more data before you do something about it. There will be other comments that are not so clear-cut – others will be totally confusing. When you get confusing comments, go back to the students and ask for clarification. They might be surprised, but you will be demonstrating that you take their comments seriously. I once received this puzzling comment on an evaluation for one of the courses I had been running. “Keep the brown-throaters” away from normal people. Being confused by this comment, I contacted the student who made it and asked for clarification. “Oh! I meant separate the smokers from the non-smokers”, came the slightly embarrassed reply. Checking Perception Scores for Significant Variation You will need to run a course several times before you can definitely tell what are normal, and what are abnormal responses for the perception scores. As it can take many months to gather statistically significant data, I use the following guidelines to give a preliminary assessment of their significance. The guidelines are based on a fivepoint scale. 

Figure 17. Displaying Student Comments Graphically 
Number of comments 0 1 2 3 4 

Useful reminder 

Course right length 

Should be off-site 

Received no pre-work 

Pre-work not relevant 

Figure 18. An Average Displayed with Maximum and Minimum Scores 
5 

Figure 19. Tracking the Results over a Period 
5 

4 

4 3 

3 
2 

2 

1 0 21 Mar 

1 Minimum Average Maximum 

4 Apr Minimum 

19 May Average 

26 Jun Maximum 

13 Sep 

Many people are reluctant to give a very high or a very low score. They do this on the basis that nothing is perfect and nothing is totally useless. q People are more reluctant to give a “1” (very low) than a “5” (very high). q The score of “3” is neutral. It means that this aspect of the course had little effect on the person. Always consider a “3” to be a defect if you are aiming for your courses to have good reputations. q Taking the above into account, Table V indicates the significance that should be attached to individual responses. 
q 

Table V. Significance and Acceptability of Individual Scores 
Score 1 2 3 4 5 Significance Very poor score Poor score Neutral score Fair or good score Good or very good score Acceptability Totally unacceptable Unacceptable Not acceptable Acceptable Very acceptable 

Table VI. Significance and Acceptability of Averaged Scores 
Score 1.0-1.9 2.0-2.4 2.5-3.4 3.5-3.9 4.0-4.4 4.5-5.0 Significance Very poor score Poor score Neutral score Fair score Good score Very good score Acceptability Totally unacceptable Unacceptable Not acceptable Fairly acceptable Acceptable Very acceptable 

The average score gives an indication of how the course performed. It also allows you to track how course performance changes from course to course. Table VI gives an indication of the significance and acceptability of average scores. q Do not use the average by itself. The average smooths out the scores and hides problems. A person might be sitting on a block of ice and have their hair on fire, but on average their temperature would be just right. q Always check the spread (range) of the scores as well as the average. The range is the lowest score subtracted from the highest. It shows how closely the students agree on their perceptions of the course. A small range indicates a stable learning process. A large range indicates an unstable process. Table VII gives an interpretation for all the possible ranges on a five-point scale. Note that a course can be stable at the low end of the scale as well as at the high end. This is why the range should be taken into consideration along with the average. q “Overall satisfaction” and “Trainer effectiveness” usually score higher than other questionnaire items. q “Relevance” and “Probability of using” often score lower than the other items. “Relevance” scores lower than other items because of poor needs analysis and student selection. “Probability of using” often has a low score because we do not pay enough attention to learning transfer. The above guidelines reflect what are generally regarded to be normal responses. We should not be content with these. We should aim for zero defects (i.e. every student giving every feedback item a score of 4 or 5). 
q 

Table VII. Interpretation of a Score’s Range 
Range 0 1 2 3 4 Agreement Extremely high High Good Low Very low Training process stability Extremely stable Very stable Normally expected level Getting unstable Unstable 

Checking Test Results for Significant Variation Every test should have a standard attached to it. Any failure to meet that standard should be considered a defect. At this stage we are not assigning causes to the deviation. The cause might be that the student was not able to reach a sufficient standard or there might be a defect in the teaching of the course. We are simply noting that a significant deviation has occurred. Analyse and Interpret the Data Analysing and Interpreting Comments It is always difficult to receive negative feedback about one of your courses – doubly so if you wrote the course. A course is part of you. Feedback can feel like personal criticism. These feelings are natural but misguided. You should seek and welcome feedback. Students are your customers. Like other customers, they are reluctant to complain. Instead, they usually stop using your services, and then loudly let their friends and neighbours know about it. You 

are the last person to find out. Often this is too late to save the business from damage. When people complain, it is for one of two reasons. The first is when their frustration with the product or service overcomes their reluctance to complain. The second is when they respect you enough to want to help. You should always pay attention when people take the trouble to give you feedback. Good feedback is very rare. Reacting positively to a problem enhances your reputation. Customers are impressed by suppliers who correct mistakes quickly. Curiously, suppliers who never make a mistake are thought less of. Do not let this tempt you into making deliberate mistakes! There should be sufficient real mistakes to give you enough practice. Always consider negative feedback as a symptom of a problem you need to solve. Remember, no matter how trivial you think a problem is, it is always significant to your customer. Guard against rationalizing the feedback away. “He shouldn’t have been on this course anyway” is a typical rationalization. Even if this were true, it is not the student’s fault – it is a failure of our process. I find the principle of “guilty until proven innocent” helps me rationalize less. When I receive a piece of criticism I make the assumption that something is wrong with the course, or the way it was run. This does not mean I will change the course every time I receive criticism. This would throw the course into confusion and cause even more problems. Instead, I keep the feedback in mind and collect more evidence until I can reach a clear verdict. Criticism often comes in the form of a solution. An example of this is: “I think you should scrap the session on company objectives”. Taking this at its face value will 

lead to a poor training decision. Removing the session from the course will stop the negative feedback, but the course will fail to meet its design objectives. There was obviously something wrong with the session on company objectives. You need to investigate further and find out what is causing the negative reaction. Could it be that they sit, without a break, for two hours listening to a presentation? Is the presenter unprepared? Perhaps the session makes no link between the company objectives and their own objectives. Analysing and Interpreting Perceptions The shapes of the perception histograms are useful in analysing and interpreting student perceptions. The following is a discussion of what the different shapes indicate. The most common shape is the normal distribution which is symmetrical and bell-shaped (see Figure 20). Most of the results are close to one value. Provided that 

Figure 21. Negatively Skewed Distribution 
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Figure 20. Normal Distribution 
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Figure 22. Positively Skewed Distribution 
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Figure 23. Negative Skew with Wide Distribution 
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Figure 25. Twin Peak Distribution 
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Figure 24. Isolated Peak Distribution 
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Figure 26. Stratified Twin Peak Distribution 
6 5 4 3 2 1 0 1 2 Engineers 3 4 5 Salespeople 

the histogram does not have a large spread, it indicates a consistency in student perceptions. A negatively skewed distribution (see Figure 21) shows that the feedback is positive from the majority of the students. (I know this sounds contradictory but you will have to argue that one with a statistician.) The trainer or training has had a significantly positive effect on the students. A positively skewed distribution (see Figure 22) shows that the feedback is negative from the majority of the students. (Again, have a word with the statisticians about the apparent inconsistency.) The trainer or training has had a detrimental effect on the students. A negatively skewed distribution with a wide spread (see Figure 23) is often seen as a reaction to a trainer who has charisma but whose style is not liked by some of the 

population. We find that videos starring Tom Peters, the American business evangelist have this effect. The majority of the class is carried along with the energy of the presentation, but some are “switched off” by being shouted at. An isolated peak distribution (see Figure 24) indicates the inclusion of a small number of people from a separate population. For example, if Figure 24 represents a relevance score this would indicate the problem is more likely to be with the process for selecting students than with the course itself. The twin peak distribution occurs when the results of two distinctly different populations are mixed together (see Figure 25). For example, you might get this result when a course, originally designed for salespeople, is given to a mixed sales and engineering class. 

Figure 27. A Flat Distribution 
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Figure 28. An Example of a Positive Effect on Test Results 
20 19 18 17 16 15 14 13 12 11 10 9 8 7 6 5 4 3 2 1 0 10 20 30 40 50 60 70 80 90 100 Test results (%) 

2 1.5 1 0.5 0 1 2 3 4 5 

This interpretation can be checked by stratifying the data. Stratifying the data involves displaying the data so the two different populations can be easily identified. Figure 26 shows one way of doing this. A flat distribution usually results from a mixed reaction to the course (see Figure 27). It can also mean there are several different populations of students in the class. This is not a problem if you believe that the advantages of having a diverse group of students outweigh the disadvantages, and if the histogram does not have a wide spread. Analysing and Interpreting Test Results A normal distribution means just what it says. It is the kind of distribution you would normally expect when things are left to themselves. If we get a normal distribution it may mean that our training has little effect on the students. Some examination results force the result into a normal distribution, so 50 per cent of the students pass, 25 per cent get credits, and 25 per cent fail. As trainers we should be aiming for all our students to pass and to get the highest possible score. We want the distribution of our results to be skewed towards the top end (see Figure 28). Make Minor Adjustments to the Course After you have assessed all the validation data you will be in a position to know what alternations to make the next time you run the course. Do not try to change too many things at once; otherwise you will not know what changes caused which results. 

Corrections to Printed Materials Many of the minor adjustments will involve making revisions to the printed materials. These could be typographical errors, changes to exercises, or minor rewording of the text. You should correct these errors immediately or as soon as the course is finished. If the materials are held electronically, make the corrections and then make sure you replace the affected pages in the print masters. All this sounds obvious but failure to make revisions while they are still fresh in your mind is one of the major reasons for the same mistakes turning up on every course. Check Adjustments Have Had Desired Effect When you run the course the next time you should collect exactly the same data as those which led you to make the change. This will give you confidence as to whether the changes have had the desired effect. You should also check the other validation data to make sure your changes have had no unexpected side-effects. (It has been said that the biggest cause of problems are solutions.) 

Reference 1. Imai, M., Kaizen: The Key to Japan’s Competitive Success, Random House, New York, NY, 1986. 

Mike Wills is a Training Manager with Lucas Industries. 

Number of students 

2.5 

