High-Quali

JLi « dJl

ty

I"CmLV~AFJI-I.

~ thorough evaluation
process produces better

training programs and dollars saved for your department.

By LYNNE A. TYSON and HERMAN BIRNBRAI'ER

valuation must be carried out
through the entire life of any pro-
ram development. Immediately
after the objectives are established and
evaluation criteria are identified, the eval-
uation process must feed back into the de-
sign model at each stage. The results of
your evaluations should be used to validate
identified needs and objectives, and to
revise design of materials, training strate-
gies and programs and, finally, to revali-
date results to the organization.

The human resource department
should focus constantly on effectiveeval-
uation. Good evaluation is a timely, con-
sistent and accurate process that upgrades
and improves the quality of the services
and the results of those services—if every-
one involved gives total commitment. You
can control the quality of your evaluations
by following these steps: evaluation
charter; evaluator selection process de-
fined; evaluator role defined; evaluation
methods and procedures defined; orienta-
tion and training of evaluator, manager and
trainer.

Evaluation functions as a system of
quality control for trainingand HRD. The
process demands professional evaluators
proficient in al phases of HRD who can
work effectively with al involved—from
program designers and trainers to trainees
and clients.

Mission statement

The evaluation charter contains the in-
put and agreement of al concerned, and
a mission statement that clarifies the busi-
ness of the organization and how this ef-
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fort supports and contributes, hive other
facets of tire evaluation charter should be:
a statement of the objectives; the needs
and benefitsof this effort; policies, proce-
dures and methodol ogiesoutlines; respon-
sibilities and accountabilities assigned; and
a statement of standards to be attained
throughout the evaluation process.

This charter, developed and worked
through by dl involved in the evaluation
process, will ensure commitment to work-
ing in the same direction, using the same
criteria and measurements, using a
positive and developmental approach and
creating a quality team effort.

Evaluators should address one critical
issue when setting out to determine their
roles, charter, function and image: support
and improvement from apositive posture.
Although they are a support group for im-
provement, they are not critiquers or re-
jectors. Evaluators must have a clear
definition and methodology of their roles
and functions—thewhat and how of their
missions. Evaluators must address, up
front, the perceptions of their trainees and
clients. These perceptions might not be
factual or accurate, but they are real; they
are what the individuals believe them to
be. Evaluators must strive to attain and
maintain apositive, supportive and devel-
opmental image; How can | help? What
do you need? How can we make this
better?

As the process proceeds, each of its
phases should be assessed. This provides
continuous suggestions and feedback in a
sequential developmental manner. Ideal-
ly, evaluators work at each step of the
process, with al involved parties. If thisis
not possible, the program should be eval-
uated prior to its pilot or trial-run. The
pilot allows testing of the program and its
contents to ensure standards and program
objectives are attained. Act on feedback
as soon as possible.
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Selection

When selecting evaluators. two criteria
are of equal importance: skillsin al phases
of the HRI) process; and qualified sys-
tems experts and objective assessors. Se-
lecting subject matter experts and train-
ing them in evaluation techniques is the
easier of the two. A third option, when all
the skills are not available internally, is
bringing in outside professional evaluators.
Whatever option you select, you need
background, knowledge, experience and
the recognition and acceptance by your
organization to get the job done.

Many systems include a checklist to
eliminate omission and duplication and
record assessments. These feedback in-
struments arc then received and discussed
with appropriate HRD-program team
members. The checklist isalways accom-
panied by comment sheets. These sheets
should identify any discrepancies and
what is needed to meet criteria standards.
This type of checklist can be used by
managers, supervisors and/or evaluators
for the program design and development-
a process evaluation (see Figure 1). An-
other type of checklist concerns learning
conditions (see Figure 2).

Orienting and training evaluators,
trainers and managers always should be
done w ith relevant information provided
by the HRD department. Then, review
the plan's steps, evaluation criteria,
checklists to be used, comment sheets
and data collection forms (i.e., ob-
servations, interviews, test analysis, etc.).

All must first agree on what it will look
like when it's done correctly in order to
know how to measure.

A good orientation program involves
everyone. Its purpose is to ensure com-
plete agreement and understanding of the
design, content, procedures, schedules,
deadlines and expected results of the final
program.
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ft hat's what last year's
participants said about
Samaritan Education Center's
Effective Teaching Seminar.

In fact, the majority of nurse
educators were so impressed
with the organization, topics
and presentation of our seminar,
they expect to attend again
this year.

Join us aswe listen to health
care education experts discuss
such topics as program planning
and evaluation, consultation
skills, computer-based learning
and much more.

Effective Teaching '85
will be held October 9-12 at
the stunning new Gateway Park
Hotel in Phoenix. To register
or for more information, contact
the Samaritan Education
Center at 1500 E.Thomas Road,
Phoenix, Arizona 85014.

Or call 602/239-4466.

Samaritan
Education
Cantea

A division of Samaritan Health Service
Phoenix. Arizona.

Op

Figure 1—Design anc

Name of Evaluator. Date.

Program Position __

Directions for use: The purpose of this form isto provide a means for recording your
observations of training activities and results. If a condilion you observe is ok, check
{v) the first column. If a condition observed fails to meet established standards and
the specific objective involved, check (") the second column and explain on the com-
ment sheet.

OK NOT OK 1. Needs and Task Analysis
— — a. Analysis materials and methods are well designed.
b. Analysts are selected and trained properly.
— — c. Analysis is conducted in proper environment.
d. Number of people observed and interviewed is represen-
tative of the work force.
The analysis plans and design are followed.
. The results are organized and communicated well.
— g. Cost of analysis is detailed.

|
|
o

—h

2. Objectives

a. Well-defined, planned procedures are used to determine
which occupation/job/task requirement calls for organized
(classroom or other) training/education/development action.

b. The objectives are analyzed and prepared completely and
specifically.

c. Objectives are stated clearly in performance-oriented terms.

d. Objectives statements are complete with standards that
specify how well the behavior must be performed.

3. Grouping of Objectives
a. Related objectives are organized into functional groups to
aid logical development.

4. Training Site
a. Aclear, realistic set of criteria, in terms of both learning and
management factors, is used to determine where specific
kinds of training should take place.

5. Prerequisites

a. Job performance requirements and objectives are analyzed
to determine course prerequisites (aptitude) and re-
quirements (previously learned knowledge and skills, i.e.,
mathematics and reading basics).

b. Prerequisites are checked against a sample population to
refine them and determine their validity.

c. Entry skills are reanalyzed to determine if certain skills re-
quire precourse instruction or placement within the course.

6. Initial Sequence of Objectives
a. Objectives are sequenced in terms of both learning princi-
ples and management considerations.
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Djvelopment Checklist

Position.

Time.

Be specific and keep in mind that your evaluation must focus on the trainees and learn-
ing results. The results of your observation should be discussed with appropriate mem-
bers of the program team and, if meaningful, with the trainees as soon as possible after
completion and filed as directed immediately.

OK  NOT OK 7.

10.

11.

12.

13.

Organization of the Curriculum

a. Placement of similar and dissimilar objectives within the se-
quence is reexamined to determine best mix and location.

b. Trainees are reexamined, and each cluster of objectives is
analyzed in terms of the basic types of learning required
(skills, knowledges, attitudes and needs of the trainees).

Learning Strategies (methods, media, materials)
a. Objectives are analyzed to determine/select the best mix of
teaching/learning strategies and media.

Time and Facilities
a. The objectives and associated strategies are analyzed to es-
timate training time and type of facilities required.

Trainer Qualifications

a. Training/learning framework and strategies are reexamined
to determine required training qualifications, availability of
appropriate trainer talent, and any program adjustments re-
quired to resolve trainer availability problems.

Developed Materials

a. Design framework containing objectives and strategies is
used to develop sessions plans, materials/media and tests
to support efficient learning.

Session Plans
a. Session plans, materials and media are reexamined in terms
of trainee needs; best sequence.

Training Management Plan
a. Management plan is rechecked against changes in training
sequence, strategy and media before finalization.

The space below is provided for comments/explanation of items checked NOT OK.
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Don't search
for excellence...
develop it

Increasing Productivity
Through
Team AchievementsM

This is a multi-media program
designed to enhance the
efficiency and productivity of

the health care team as a unit
The tested and proven program

depicts realistic experiences,
problems and solutions in the
team setting. The goal is to
provide team leaders and
members with skills to resolve
conflicts, issues, resource
utilization and much more.

Winning
Physician PracticessM

Since the essence of medicine

is the physician/patient

relationship, this timely program

was developed to maximize

communication and interaction
with patients. This multi-media

program is designed to
increase patient satisfaction
and referrals.

Producing Results
with OtherssM

The goal of this executive
seminar is to enhance overall

productivity and organizational

performance by providing

feedback from others about
how a person behaves. The
program will help executives

interact more productively with
employees and peers. Included
in this multi-media seminar is a

participant manual and the
Personal Style Profile

For more information on
these and other programs,
contact Susan Jeppesen at
(313) 271-6550.

Organization
Development Group
A Division of Fairlane
Health Services Corporation
One Parklane Boulevard
Suite 1002 West
Dearborn. M| 48126
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STOP
LOSING
CUSTOMERS
BY PHONE!

It's simple! The "TELEPHONE
COURTESY PAYS' training mod-
ule. This best-selling film/video
program has proven its capability
to get results.

It Works Fast
Not just another film. But a complete
training program. Designed to empha-
size specific behaviors that offer both
immediate and long-term payoffs.
Easy to implement and readily adapt-
able to meet trainers' specific needs.

Telephone Courtesy Pays
Teaches skills needed every single day
to be effective: How to properly an-
swer calls, how to deal with problem
calls and how to handle calls for
others.

Industry Specific Programs
NOW! For the first time. You can have
a telephone training program that
addresses the specific needs of your
particular industry. CHOOSE from any
of 14 industries.

See for yourself what everybody's talk-
ing about.

Call or write Susan Riback, Director of
Marketing, for further information at
(213) 827-4939 today.

<t#H

ADVANTAGE MEDIA, INC.

4121 Redwood Ave, Los Angeles. CA 90066
TCP Ino
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Name of Observer

Figure 2—Learnirti

Date

Program Observed (use outline for reference)

Directions for use: The purpose of this form is to provide a means for recording your
observations of training activities. If a condition you observe is satisfactory/effective,
check (t>) OK—the first column. If a condition observed fails to meet established stan-
dards and the specific objective involved, check (*) the second column—NOT OK—
and explain on the comment sheet.

CONDITIONS FOR EFFECTIVE LEARNING

OK NOT OK
a.

b.

1. Clarity of objectives and appropriateness of content

Objective statements are clear enough to be understood by
trainee, trainers and manager.
Content matches objectives and is the appropriate level for
the specific group of trainees.

2. Trainees' demonstrated performance

a.

b.
C.

—

Prerequisites correlate significantly with trainee
performance.
Traineesunderstandtheobjectivesandcontentorganizalion.
Trainees demonstrate achievement of specific objectives as
indicated by tests (performance tests, written tests), assign-
ments and class participation.

Trainees demonstrate positive attitudes.

Trainees are able to evaluate their own performance.
Trainees are able to evaluate the overall HRD system.

3. Trainers' demonstrated performance

a.

=

-0 20
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i
i
k.

I

Explains clearly to the trainees the objectives, content and
organization of the program.

Interprets and uses effectively the program, session plans
and training aids.

Presents content In an interesting and imaginative way.
Adheres to plans but adjusts to trainee differences.
Encourages continuous trainee participation,

Evaluates trainee performance continuously and informs
trainees of results.

Exhibits a positive attitude toward trainees.

Evaluates the effectiveness of specific plans, materials and
training strategies in terms of trainee results; informs man-
agers and evaluators of results.

Exhibits knowledge of subject(s).

Demonstrates effective communication skills (speaks and
writes effectively at the trainee level).

Is professional in manner and appearance.

Is cooperative.

4. Organization and sequence

=

b
C.
d

Content is organized into manageable sessions.

. Sessions organized into flexible modules.

Arrangement of objectives is from simple to complex.

. Arrangement of objectives is efficient from a management

point of view—that is, use of materials, sharing of equipment
and facilities, and utilization of trainers.

5. Time Allocation
a. The schedule provides time for each session.
b. Estimated time expressed in session plans is reasonably

accurate.

e MHHHHHNMPMNMMMMHHHHHDNI
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Conditions Checklist

Position/Function

Be specific and keep in mind that your evaluation must focus on the trainees and learn-
ing results. The results of your observations should be discussed with appropriate mem-
bers of the program team and, if meaningful, with the learners as soon as possible
after completion and filed as directed immediately.

OK NOT OK

Training Strategies, Materials and Equipment

a.
b.

Methods/strategies are sound in terms of trainees.

The climate provides for motivation, involvement, recogni-
tion and sense of achievement.

Methods are suited to the specific group of trainees,
Methods surface trainees' problems and provide for addi-
tional assistance.

. Trainees' understanding and achievement are checked

against objectives and procedures.
Training aids enhance learning.

Actual job-related equipment/material
necessary.

Equipment is in workable condition.
Schedules are appropriate in support of objective, design
and trainees.

is used when

Facilities and Logistics

a.

C.

Training areas (including conference and study areas):
(1) are sufficient in number to support the program;

are sufficient in size to support the program;

are flexible;

have lighting that conforms to established standards;
have an acoustics/sound level that is comfortable and
audible;

(6) are at a temperature that is comfortable.

Break areas are located in close proximity to the training
area.

Comfort facilities are adequate in number and appropriate.

8. Transportation

a.

Adequate provisions for transporting trainees are available
before, during and after program hours.

9. Administration/Management

a.
b.

Pace of training strategies is efficient.

Number of staff/managers and trainers is appropriate for the
program.

Cost of materials and facilities used correlates with the
objectives and the content of the program.

The sharing of trainers, materials and facilities throughout
the HRD system is made.

Provisions for reuse of materials throughout the HRD system
are made.

Management and audit records covering all aspects of the
HRD system (time, money, space, material) are accurate,
comprehensive and up-to-date. They are used to exercise
quality control over the entire system and to check original
estimates made during the development process.

The space below is provided for comments/explanation of items checked NOT OK.
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NEW from
BNA COMMUNICATIONS!

Help employees boost performance
and work more effectively with
supervisors and peers!

Based on research in real companies by
noted industrial psychologist Dr. Melvin
Sorcher, this new audiovisual training pro-
gram from BNAC extends interpersonal
skills training beyond management. Now
employees whose underdevel oped 'people
skills" hinder them from using highly
developed knowledge and job skills effec-
tively can learn how to build the kind of
rapport with co-workers and managers
that boosts morale and productivity,

Training is divided into these 2-hour
modules:

1. How to Ask for Clarification or Help

2. How to Present a New or Better Idea

3. How to Take the Initiative (in
Planning, Anticipating, or Solving
Problems)

4. How to Express Concern to Your
Supervisor or Co-worker About a
Situation

5. How to Participate in a Performance
Appraisal Discussion

In addition to visuals, the program
includes a comprehensive Instructor's
Manual and 10 Participants' Workbooks.

Call (301) 948-0540 or mail this
coupon for freeinformation!

¢ Yes, please send me free information on
BNAC s new Taking the Initiative trainins;
program, without obligation.

Name

Title

Organization

Street

City, State, Zip

Telephone
IMBX\Wn>

Call (301) 948-0540 or mail this coupon to:

BNA Communications Inc.
t 9439 Key West Avenue
| * Rockville,MD20850-3396

'-: 1985. BNA Communications Inc.
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