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Trouble-Shooting 
lour Training 

Here's a common-sense approach 
to finding out why trainees aren't 

implementing what you taught them and how you can fix the 
program so they d a 

Program 

If t ra inees fail to i m p l e m e n t on t h e j o b 
w h a t t hey have l ea rned in t ra in ing , it 

m e a n s you have to e x a m i n e t h e pro-

gram for weaknes se s in objec t ives , instruc-

t ional d e s i g n , or de l ivery and for e n -

v i r o n m e n t a l ba r r i e r s at t h e w o r k p l a c e . 

First let 's l ook at t h e t y p e s of eva lua t ion 

you'll have t o use . 

Evaluation types 
In t r o u b l e - s h o o t i n g t ra in ing you'll have 

to u s e b o t h f o r m a t i v e a n d s u m m a t i v e 

eva lua t ion . F o r m a t i v e evaluat ion f o c u s e s 

o n a s se s s ing t h e s u c c e s s of t h e individual 

s t ages a n d c o m p o n e n t s of t h e p r o g r a m . 

T h e fol lowing are s o m e bas ic f o r m a t i v e 

c o n s i d e r a t i o n s : 
• Was t h e n e e d s a s s e s s m e n t co r rec t ly 

a c c o m p l i s h e d ? 
• D i d t h e n e e d s a s s e s s m e n t co r rec t ly 

iden t i fy t h e t ra in ing n e e d s ? 

• Are t h e o b j e c t i v e s of t h e p r o g r a m 

cor rec t? 
• Is the cho ice of t ra inees for t h e p rogram 

o n target? 
• Is t h e t ra in ing c o n t e n t b e i n g de l ive red 

a n d rece ived as i n t e n d e d ? 

• D o t h e t ra inees actually apply t h e skills 

d u r i n g t h e t ra ining? 
• D o t h e t r a i n e e s t r a n s f e r t o t h e 

w o r k p l a c e t h e skills l ea rned at t h e 

p r o g r a m ? 
• Are t h e t r a i n e e s ach iev ing t h e pe r fo r -

m a n c e goals t hey have e s t ab l i shed? 
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T h e fo rma t ive evaluat ion is followed by 

a s u m m a t i v e o n e , w h i c h f o c u s e s o n t h e 

relative success of t h e c o m p l e t e d p rogram. 

T h e s u m m a t i v e evaluation focuses on con-

s ide r a t i ons such as t h e follow ing: 

• To w h a t d e g r e e is t h e p r o g r a m ac-

c o m p l i s h i n g w h a t it is s u p p o s e d to? 
• Was th is p r o g r a m cos t e f fec t ive? 

• Is it w o r t h w h i l e t o c o n t i n u e t h e 

p r o g r a m ? 
To t r o u b l e - s h o o t your p r o g r a m s , you 

m u s t u n d e r s t a n d t h e p u r p o s e of fo rmat ive 

a n d s u m m a t i v e eva lua t ions . F igu re I 

d e p i c t s b o t h eva lua t ions ' d i s t i nc t i ons . 

You usually will use a cr i ter ion- or n o r m -

r e f e r e n c e d m e a s u r e m e n t in y o u r evalua-

t ion . C r i t e r i o n - r e f e r e n c e d m e a s u r e s h e l p 

to es tab l i sh how t r a i n e e s or t h e p r o g r a m 

p e r f o r m in re la t ion to p r e s e t p e r f o r m a n c e 

cr i te r ia . C r i t e r i o n - r e f e r e n c e d m e a s u r e is 

b ina ry in tha t it p o s e s on ly o n e yes -o r -no 

ques t ion : D id the t ra inees achieve t h e skill 

c r i t e r ion level? 

You generally will establ ish t h e cri terion-

re fe renced m e a s u r e b e f o r e c o n d u c t i n g t h e 

p r o g r a m . T h e da ta you co l lec t can b e 

e i t h e r o b j e c t i v e or sub jec t ive . O b j e c t i v e 

da ta a rc obse rvab l e , m e a s u r a b l e , a n d 

verif iable while sub jec t ive data inc lude at-

t i t udes , o p i n i o n s , a n d va lues . S u b j e c t i v e 

da ta c a n b e c o m e obse rvab le , measurable , ' 

a n d ver i f iable if you es tab l i sh a sca le for 

o b s e r v e r reliability. 

N o r m - r e f e r e n c e d m e a s u r e s p r o v i d e 

d i s t i nc t i ons b e t w e e n t r a inees , g r o u p s , or 

p r o g r a m s . A n e x a m p l e may b e : How did 

th is g r o u p of t r a i n e e s c o m p a r e wi th o t h e r 
g r o u p s w h o w e n t t h r o u g h this p r o g r a m ? 

W h e n t roub le - shoo t ing you shou ld c o n -

sider the program according to Kirkpatrick's 

four levels of t ra in ing evaluat ion and locate 

t h e pa r t of t h e p r o g r a m that n e e d s cor rec -

t ion or m o d i f i c a t i o n . F igu re 2 s h o w s a 

p l a n n i n g m o d e l you c a n use . 

T h e p l a n n i n g m o d e l allows for a 

s y s t e m a t i c a p p r o a c h to t r o u b l e - s h o o t i n g . 

E a c h s t ep of your p rog ram shou ld build on 

t h e p r eced ing step. A w e a k n e s s at any s tep 

Figure 1—Dist inc t ions be tween evaluat ion t ypes 

Formative 

• Is the program adequate? 
• Is there a correction needed? 
• is the program working as planned? 
• Are the objectives being met? 

Summative 

• Do the results justify the input? 
• Can the resources be measured? 
• Is the program effective? 
• Is performance on target? 
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w ill c rea te diff icul t ies in success fu l ly c o m -

plet ing t h e nex t s tep . For i n s t ance , if t h e 

skill app l i ca t ion s t e p h a s a w e a k n e s s , 

t ransfer to t h e j o b p r o b a b l y will b e w e a k . 

L e t s look at e a c h of Ki rkpa t r ick ' s levels 

a n d h o w t h e y r e l a t e t o p r o g r a m 

t roub le - shoo t ing . 

Trainee reaction 
M e a s u r i n g t r a inee r e a c t i o n s is usual ly 

s u b j e c t i v e , u s i n g n o r m - r e f e r e n c e d 

measures of subjec t ive data . To collect this 

data, you usually u s e a survey or q u e s t i o n -
naire w h e r e t ra inees record their react ions . 

Figure 3 is a s amp le subjec t ive rat ing fo rm. 

Data f rom the t ra inees have implicat ions 

for t h e design and delivery of t h e p rogram. 

If t h e t r a i n e e s are no t m o t i v a t e d to learn 

the t r a in ing c o n t e n t , t h e r e m a y b e 

w e a k n e s s e s in your del ivery. You m u s t 

make t h e sub j ec t i ve da ta obse rvab l e , 

measurab le , a n d verif iable. T h i s r equ i r e s 

the fo l lowing s t eps : 

• Labe l t h e i n fo rma t ion co l l ec t ed a b o u t 

training in a way s t a k e h o l d e r s in t h e p ro -

gram can u n d e r s t a n d . 

• D i m e n s i o n t h e t ra in ing s t e p s in a 

meaningfu l way. 

• R a t e t h e t ra in ing by levels or s t e p s 

either by q u a n t i t y or n u m b e r of t i m e s 

used. 

Your ra t ings c a n go f r o m t h e low e n d of 

the s c a l e — t h e l e a s t - accep t ab l e leve l—to 

the high e n d . O t h e r ra t ings c a n b e 

es tabl i shed b e t w e e n t h e two e x t r e m e s , 

such as a m i n i m u m a c c e p t a n c e level. 

C o n d u c t i n g t h e ratings with an advisory 
c o m m i t t e e or s o m e g r o u p of s t a k e h o l d e r s 

in the p r o g r a m c a n he lp sub j ec t i ve da ta 

b e c o m e use fu l . O n e adv i so ry c o m m i t t e e 

revised t h e fo rm used in F igure 3 to c o m e 

Figure 3—Basic rating form 

Waste of 
t ime Okay Worthwhi le 

1. The training was: 1 2 3 4 5 

2. The objectives were: 1 2 3 4 5 

Figure 4—Expanded rating form 

Waste of 
t ime Okay Valuable 

1.1 found the t ra in ing 
program: 1 2 3 4 5 

Fuzzy Okay Clear 

2. The object ives of 
this p rogram 
were: 1 2 3 4 5 

Not 
relevent Okay Relevent 

3. The t ra in ing con-
tent was: 1 2 3 4 5 

Poor Okay Good 

4. The instructor was: 1 2 3 4 5 

Not 
addressed Addressed 

Fully 
add ressed 

5. My needs were: 1 2 3 4 5 

Figure 2—Planning model 

Formative Summative Criterion-Referenced Norm-Referenced Objective Subjective 

Trainee React ion 

Trainee Learning 
• Knowledge 
• Ski l l 
• At t i tude 

Behavior on the Job 

Organizat ional Results 
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GUIDED INDEPENDENT STUDY 
PROGRAM 

Bachelor, Master, 
• Business Administration 

• Engineering 
• Education 

• Health Services 
Management 

For profess ional admin is t ra to rs w i t h exten-
s ive exper ience who want to enhance their 
career pos i t ion by earning a degree through 
our G u i d e d I n d e p e n d e n t S t u d y P r o g r a m 
(GISP) . N o c l a s s e s . O n e - o n - o n e f a c u l t y 
counsel ing. Col lege credi t for work exper i -
ence For no-cost personal evaluation, send 
resume or call (213) 278-1094. 

• Send For Free Cata log 

Name 

Address 

City S ta te 

Z ip Tel.(Ho) (Wo) 

9 1 0 0 
' W i l s h i r e B l v d . 

D e p t . 7 , 

Beverly Hi l ls , Ca. 9 0 2 1 2 

" "Celebrating 
* Changes in HRD" 

Region 7 ASTD Conference 

October 4-7, 1987 » 
The Lincoln Excelsior Hotel 

¥ Tulsa, Oklahoma 
* 

» * 
* 

* 
Don't let the Confetti settle without you! 

* Fee: $245. 

* * * * 
Write ASTD, P.O. Box 921, Tulsa, 
Ok lahoma , 74101 or CALL H u g h 
Doher ty (918) 428-2271. Mas te rCard 
a n d VISA accepted . 
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u p w i t h t h e f o r m in F i g u r e 4 . You c a n u s e 

t h e i n f o r m a t i o n y o u g e t f r o m t a b u l a t i n g 

t h e d a t a f r o m e i t h e r of t h e s e f o r m s t o 

m a k e c o r r e c t i o n s o r m o d i f i c a t i o n s in 

f u t u r e p r o g r a m s . 

Trainee learning 
You c a n u s e da t a c o l l e c t e d d u r i n g t h e 

t r a i n i n g p r o g r a m t o m a k e m i d - c o u r s e ad -

j u s t m e n t s in r e l a t i on t o t h e t r a i n e e l e a r n -

ing levels . For e x a m p l e , if t r a i n e e s can ' t 

p e r f o r m t h e t a rge t ed skill u s i n g t h e co r r ec t 

m e t h o d s , too ls , e q u i p m e n t a n d p r o c e s s e s , 

y o u m u s t e x a m i n e the i r k n o w l e d g e level . 

O n t h e o t h e r h a n d , if t r a i n e e s can ' t 

d e m o n s t r a t e t h e i r u n d e r s t a n d i n g of t h e 

c o n c e p t s , p r i n c i p l e s , a n d skil l s t e p s , y o u 

m u s t e x a m i n e t h e i r a t t i t u d e level . If 

t r a i n e e s d o n ' t s e e m t o w a n t t o or b e will-

i n g t o l ea rn t h e t a r g e t i n g ski l l , you s h o u l d 

l o o k for w e a k n e s s e s in y o u r t r a i n i n g c o n -

c e p t o r d e l i v e r y or in t h e p r o g r a m p l a n . 

If t h e t r a i n e e s can ' t p e r f o r m t h e t a r g e t e d 

ski l l , y o u m u s t e x a m i n e the i r skill level by 

a s k i n g q u e s t i o n s s u c h as t h e fo l l owing : 

• D o t h e t r a i n e e s h a v e t h e i n f o r m a t i o n , 

c o n c e p t s , a n d p r i n c i p l e s r e q u i r e d t o p e r -

f o r m t h e skill? 

• D o e s t h e p r o g r a m al low for p r e s e n t i n g 

a n d e x e r c i s i n g t h e a c q u i r e d ski l ls? 

L e v e l two , in e s s e n c e , is c r i t e r i o n -

r e f e r e n c e d . T h e q u e s t i o n is: D i d t h e 

t r a i n e e a c q u i r e t h e t r a i n i n g c o n t e n t ? 

Trainee behavior on the job 
If t r a i n e e s a p p l i e d t h e skill d u r i n g t h e 

t r a i n i n g p r o g r a m b u t fai led to t r a n s f e r it to 

t h e w o r k p l a c e , t h e r e a r e t w o a r e a s y o u 

m u s t e x a m i n e . 

• Is t h e d e s i g n at faul t? 

• D i d t h e o n - t h e - j o b t a s k c h a n g e ? 

in e i t h e r of t h e a b o v e c a s e s , y o u m a y 

have t o m a k e c o r r e c t i o n s or mod i f i c a t i ons . 

T o s e l e c t t h e r igh t c o r r e c t i v e a c t i o n , y o u 

m u s t d e t e r m i n e w h y t r a i n e e s fa i led t o 

t r a n s f e r t h e t r a i n i n g c o n t e n t . 

T h e first q u e s t i o n y o u m u s t a n s w e r is 

w h e t h e r t r a inees ach ieved t h e skill app l ica -

t ion c r i t e r i o n d u r i n g t h e t r a i n i n g p r o g r a m . 

If t h e y d idn ' t , t h e r e is a w e a k n e s s in y o u r 

t r a i n i n g p r o g r a m . 

If t r a i n e e s d id a c h i e v e t h e c r i t e r i o n , y o u 

m u s t t a k e a l o o k a t t h e a p p l i c a t i o n e x e r -

c i s e s . It is i m p o r t a n t t h a t t h e e x e r c i s e or 

p r a c t i c e s i m u l a t i o n s u s e d in t h e t r a i n i n g 

p r o g r a m a r e s imi la r t o t h e o n - t h e - j o b 

e n v i r o n m e n t . 

If t h e e x e r c i s e s a r e c l o s e l y a l i g n e d , y o u 

n e x t m u s t c h e c k t h e ob jec t ives . T h e t ra in-

ing ob j ec t i ve shou ld b e c o n s i s t e n t w i th t h e 

o n - t h e - j o b t a s k . T h e o b j e c t i v e s h o u l d in-

c l u d e t h e s t a n d a r d s of p e r f o r m a n c e , t h e 

c o n d i t i o n s t h a t t h e t a s k is p e r f o r m e d in , 

a n d t h e u s e of p r e s c r i b e d m e t h o d s a n d 

p r o c e s s e s . 

If t h e o b j e c t i v e s a r e c o r r e c t l y a l i g n e d , 

y o u t h e n m u s t f ind o u t w h e t h e r t h e r e a re 

o n - t h e - j o b e n v i r o n m e n t a l b a r r i e r s t h a t 

t r a i n e e s haven ' t b e e n p r e p a r e d t o over -

c o m e . Barr ie rs a re t h ings t h a t will i n t e r fe re 

or p r e v e n t t r a i n e e s f r o m p e r f o r m i n g t h e 

t a s k p r o p e r l y . T r a i n i n g p r o g r a m d e s i g n 

s h o u l d c o n s i d e r a n y real- l i fe b a r r i e r s or 

o b s t a c l e s t h a t c a n c a u s e skill t r a n s f e r 

fa i lure . 

If t h e r e a re n o o b s t a c l e s , you t h e n m u s t 

c h e c k fo r c h a n g e s in t h e o n - t h e - j o b t a s k 

s i n c e t h e o r ig ina l p r o g r a m d e s i g n . For in-

s t a n c e , p e r h a p s t r a i n e e s n o w a r e e n c o u r -

a g e d t o t a k e s h o r t c u t s b e c a u s e t h e y a r e 

t a k i n g t o o long. O r p e r h a p s t h e s u p e r v i s o r 

n o w lias d i f f e r e n t m e t h o d s t h a t h e or s h e 

w a n t s f o l l o w e d . 

T h e e s s e n t i a l c o n c e r n for o n - t h e - j o b 

b e h a v i o r is: D i d t r a i n e e s t r a n s f e r t h e skills 

a c q u i r e d d u r i n g t h e t r a i n i n g p r o g r a m t o 

t he i r o n - t h e - j o b t a s k s ? 

Organizational results 
T h i s s t e p h e l p s you e n s u r e t h a t t h e p ro -

g r a m d e s i g n c o n t r i b u t e d t o t h e o r g a n i z a -

t ion's p e r f o r m a n c e goa l s . T h e c r i t e r i o n -

r e f e r e n c e d m e a s u r e m e n t for t h i s level is: 

D i d t h e t r a i n e e s a c h i e v e t h e p e r f o r m a n c e 

goa l s , a n d d o t h e s e p e r f o r m a n c e goa l s 

r e f l e c t t h e o rgan iza t i on ' s goa l s? 

If t h e p r o g r a m a c h i e v e s its p e r f o r m a n c e 

goa l s , b u t t h o s e goa l s d o n ' t c o n t r i b u t e to 

t h e o r g a n i z a t i o n ' s goa l s , y o u m u s t r ev i se 

t h e i n s t ruc t iona l d e s i g n . In th i s e ra of c o n -

s t an t c h a n g e d u e to i n f o r m a t i o n e x p l o s i o n , 

goa l s o f t e n c a n sh i f t w h i l e t h e p r o g r a m is 

in t h e d e s i g n p r o c e s s . In s u c h c a s e s y o u 

will have t o r e d o t h e p r o g r a m to re f lec t t h e 

c h a n g e s . 

T h e e s sen t i a l c o n c e r n for organiza t ional 

r e su l t s is: D i d t r a i n e e s ' l e a r n i n g of t h e o n -

t h e - j o b t a s k h a v e t h e d e s i r e d e f f e c t o n t h e 

goa l s of t h e o r g a n i z a t i o n ? ^ 

Training and Deve lopmen t Journal, Sep t ember 1987 


