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EXECUTIVE SUMMARY

Evaluationof training Is essential Not ontydoesIt help to assurethat training addresses
priority problemsin the mostappropriateways,It alsoheipsto assurethat future eventsare
hetterdeslgnedandImplemented.This documentIntroducesasix-stagetraining evaluation
model:

• Training needsandgoals(Stage 1)
• Trainingdesign(Stage2)
• Trainingdeilvery (Stage3)
• Immedlatetraining results(Stage4)
• Trainingappilcation(Stage5~
• Training benefits(Stage6)

It Is not alwaysnecessaryor appropriateto evaluateall six stagesof the trainingevaluation
process. Aithough this documentdiscussesall six, stages5 and6 areIts primary focus.

Stage5, Training Appflcation, determinestheextentto whlch skllls acqulredIna training
programarebeing “transferred” to the job. It is concemedwlth whathappenedasa result
of the training, andnot wlth whetherthe trainIng programachievedIts lmmediateleaming
objectives Thus, the workpiaceis usually the domainof aStage5 evaluation.

Stage6, Train fnq Benefits, identifiesandmeasuresthe benefitsfrom a training activity.
Stage5 showsthat training graduatesare applylngthe skills theylearnedto the job. Stage
6 mayfind that the condition the trainingw~sdesignedto addressremalnsaproblem,even
asthis documentalsoinciudessuggestionsfor planningandorganizingatraining evaluatlon.
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Chapter 1

BACKGROUND AND SCOPE OF THE GUIDELINES

1.1 Background

This document focuseson training; however, referencesare also made to the other
Importanthumanresourcesdevelopment(1—IRD) functions,sincetheyaffect training. HRD,
asdefinedby the World HealthOrganization(WHO), consistsof threeinterrelatedfunctions:
planning,training, andmanagement.A widerangeof organizatlonalstrateglesandactMtles
arerelatedto oneor more of thesethreefunctions,inciuding educationandtraining; recruit-
Ing, hiring, andpromotionpolicies;supervisionandmanagement;benefits;HRD planning;
andoccupationalwelfare.

1 lurnan resourcesdevelopmenthas receivedincreasedattentionin recentyearswithin the
watersupply andsanitationsector. Thereis now arnpleevidenceof the impact that IIRD
actMties—particularlytralning—canhaveon providing and maintainingwater supply and
sanitationservlces -

1.1.1 Why Training Evaluation Is Essential

HRD activities are usually undertakenwhen managementdecidesthat some part of the
organization’soperationsneedsimprovement. Unfortunately, theseefforts aresometimes
poorly or wrongly concelvedandthusproduceinadequateresuits,do not provecosteffective,
om fail altogether Forexarnple,atraining pi!ogramdirectedat employeesat theoperatlonal
level may be an inapprcpriateHRD solution. The ernployees’unproductivework and low
moralemaybe duenot to lack of skills, but ratherto thepoor managementpracticesof their
supervisors Additional training of operatio~ial-levelstaff will not havethe desiredeffect In
the organizationuntii managersarealsotrairiedor amore-supportiveenvironmentfor good
managementdevelops

In many situations,HRD activities are not the solutlon to the problem 1f an organizatlon
is adoptinginappropriateor unaffordabietechnologles,no amount of staff training will
lmprove the situationuntil the fundamentalstrategydefectsare addressed.

Theseexamplesillustrate why evaluationof training andother HRD actMtlesis essentlai
The processof evaluation—whethercarriedout at midpoint or completion—heipsreassess
whethertheproblemswerecorrectlydefinedandthesolutionswereappropriatelyidentified.
It alsoheipsidentify lessonsleamedthat can be appiledto future training programs.

1.12 Training Evaluation and Managers

Mostmanagersdon’t understandtraining. Theydon’t know whentraining istheappropriate
solutionto an organizationalproblemandwhenit is not. Theyoftenseetraining asthe best
way to addressperformanceproblems. They also often see training as informatlonal in
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purpose and assume that giving particlpants information—through lectures, books,
handouts—wlllresult In the desiredbehavioralchanges.

TraInIng canbe a valuableorganlzatlonal-improvementtool for managers,but theymustfirst
understandhow to useIt 1f evaluationIs Includedasan Integralcomponentof thetraining
cycle,managerscanbetter understandhow: to usetraining asafundamentalelementof theIr
managementfunction.

1.2 Purpose of these Guidelines

This documentprovidesa systematic“how to” approachfor evaluatingthe effectlvenessof
traIning actMlles In thewater supplyandsanitatlonsector. The guldelinesprimarily focus
on training results howto evaluateskills ~aInedin a training programandhowto evaluate
the irnpact of thoseskiIls in the workpiace. The ultimate purposeof the guldellnesis to
improveandsustalnwaterandsanitationservices As noted,thisdocumentprimarily focuses
on oneHRF) function. training As an evaluationtool, It will contrlbuteto the watersupply
andsanitatlonsectorin threespecificways It will—

• Helpensurethatscarceresourcesareeffectivelydeployedto dealwlth
priority problems

• Contributeto betterdesig~edand implementedtraining activitles.

• Contribute to other aspects of institutional upgradlng that are
essentialfor improving the deflveryof sectorservices

The guidelinesare nol meantto beprescriptive. Theydo not, for example,specifygeneric
Indicatorsthat should be usedin evaluatingall trainingactivltles. Becausetraining cancover
awide rangeof skllls anddisciplines,awide variety of Indicatorsmaybe foundapproprlate
or useful. Such indicators should be est~blishedduring the developmentalphaseof each
training activity

1.3 Appilcation of the Guidelines

Thereare avariety of potentialusersfor this document,inciuding bothextemalandinternal
evaluatorsand managersof training efforts at varlous levels in the water supply and
sanitationsector

Governmeni

• National—PolicyandSeniorManagementStaff

• Reglonal—Supervlsory/MidlevelManagementStaff

• District—Supervisory/ExecutingStaff

2



External Agency

• SectorSpecialistsandProgramPlanners

1.3.1 Evaluating Training Appilcation and Benefits

Theseguidelineswill helpusersevaluatehowtrainingparticlpantsapply skills andknowledge
in thelr workpIare,andalsohow the skil!s appliedaffect the work unit or the organization.
In determinlngthe effectivenessof a training activity, four factorsneedto be measured:

• Reaction How well did the particlpants like the program or
actMty?

• Learniiig What skils, knowiedge,andattitudesdid they leam?

• Behat’ior. How did their Individual job performanceschangeasa

resultof the training?
• Restilfs. Whattangibleresultsdid the programbring aboutin terms

of improvedorganizationalperformance?

Thesequidelinesfocus primarilyon the last three: leaming,behavlor,andresults. Particular
attentionis given to the last two, however,sincethey focusmore on the long-termimpact
of training,that is, theapplicationof whathasbeenlearnedandthe achIevementof ultimate
henefits
It is hopedthat usersof the guidelineswill addressquestIonssuchasthese:

• Did participantsleamwhat the training goals saidtheywould leam?

• In what ways could the applicationof skills leamedIn training have
beenenhanced7

• Were reopletrainedfor th~skills, knowledge,andattitudesthatthey
actuall~~neededto perforr~their jobs?

• 1 low could the training actMty havebeenimproved?

• How well wasthe training actMty plannedandmanaged?

• Was the problemcorrectly identified in the first place?

• Was training the appropriate response to solve the identified
problem?

• Did theapplicationof thesenewor enhancedskills improveorganiza-
tional results7
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• Did training improve tralnees’ motivation to perform better and
improve their skills?

Evaluation of completEdactMtiesis most usefulwhen consideringa continuationof the
actMty to a furtherphase,or its extensionto otheragenciesandprojectareas. Evaluatlon S
can alsotakeplaceat themidpoint of a tra~ningprogram,when thereis still time to modify
It. Such timing Is especiallyuseful in Innovative programs. In addition to evaluationof a
specific program, the ~nformation generatedfrom the listed questionswill prove valuable
when designingfuture training or otherHRD activitles.

1.3.2 Optimal Evaluation Conditions

Under the bestconditbns,evaluatorshaveaccessto gooddocumentationandto the rlght
people. Following is a list of conditlonstiiat should be present.

• Weli-maintainedtraining program documentatlon—trainingplans,
participant lists, instructor manuals, course handoutsand other
training materials,andinterim andfina! reports

• Trainecipeople

• Peoplewlth institutional memory,who—

— 1 lelpedconceptualizethe training program
— Candescribethe o~jtcomesthatwereexpected
— Selectedthe particlpants
— Supervisedthe retumedparticipantsIn the workplace

Moreover,the training unit shouldhaveconductedsomefollow-up actMtiesto deterrnineor
assessthe training benefits

1.3.3 Minimal Evaluation Conditions

In many situations,the reality offers far I~ssthan the bestevaluatlonconditlons. Training
implernentationmayhavebeenhaphazardandof low institutional priority. Theremaybe
limited understandingthatevaluationandfollow-up areintegralaspectsof the trainingcycle.
Effective evaluatlon may be seen as a cost, rather than as an investment,or training
departmentsmay have avery limited understandingof what is involved in evaluatlon,and
thereforelack training documentation. In thesesttuations,the guldelinesin this document
could presentan Inordinate challengeto evaluators.

For theseguidelinesto be usefulasan evaluationtool, two minimalconditionsshouldexist

1. Some documentation is available for each step of the training
process
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2. Sornepeople with first-hand knowiedgeof the program (program
coordinalors,trainers,participants,supervisors)are availableto be
interviewed.

When the fleid reality is much closer to the minlmal evaluatlonconditionsJust cited, these
guidelinescan serie as a leamingtool they can provide training units wlth a complete
evaluationframework,andtheycan helpthe units setnew traIningstandards.

1.3.4 Other Uses

The evaiuationframeworkin theseguidelinesshould alsoprovehelpful In ways otherthan
assessingtheeifectivenessof specifictraining programs Forexampie,It canhelpthe user—

• Evaluatethe soundnessandeffectivenessof a national-leveltraining
plan for thewater supplyandsanitationsector.

• Assessthe effectivenessof an effort to strenythentraining Institutions
that preparepersonnelfor the sector.

• Monitor nationaior projecttraining activities.

• Discussthe trainingaspectsof institutlona!strengtheningwlth decision

makersin waterandsanitationInstitutions.
• Provide information on the effects training efforts have had on

variousgroups—rangingfrom village water or healthcommitteesto
nationa~actioncorrimitteesandnationa!-levelprogrammanagement
bodies.

5



S

S

t

S



Chapter 2

A TRAINING EVALUATION MODEL

2.1 Introduction

This chapterintroducesa six-stagetraining evaluationmodel. Before doing so, however,
somekey elementsof training are first discussed,inciuding six essentialstepsin developing
a training program and the basic questionsthat should be asked at each step. Not
surprisingly,thesesix stepscorrespondwtth the six-stagetraining evaluationmodel.

2.2 Stepsof a Training Program

in the water andsanitationsector,training activlties vary widely, from Iraditlonal technical
training for a conventicinalwater andseweragencyto instruction in communityoutreach
techniquesfor staff who will assistefforts to improverural sanitatlon. Supportareas,such
asbookkeepingandbasicfinancial management,mayalsoneedto beaddressedin training
programs,particularly thosetargetedat 1oc~1commuriities.

All training actMtiesare intendedto benefIt the participatingindividualsaswell as the or-
ganizationwlth whom the individuals work. Training participantsmay needthe skills to
design,construct,maintairi,andrepairwater supplyandsanitationsystems;theymayneed
the knowledge of appropriatetypes of niaterials or equipment; or they may need the
attltudes necessaryto successfullyinvolve others In general,the acquisltionof new skllls,
knowiedge,or attitudes(SKA) is addressedthroughsomeform of training or retraining,the
resultsof which may be evaluatedaccordingly.

The basic fiow of a training programis asfollows:

SKA SKA —~ SKA —* Benefitsto
Needed Trained Applied the Organization

First, SKA needsare identifled. Then, training is conductedto addresstheseIdentifled
needs RnaIly, participantsapply their new skills, knowledge,and attitudes back in the
workpiace,which shouldresult in Improvedorganizationalperformance.

This basicflow can be createdby following six steps,which, alongwlth basicquestionsto
askat each step,appearIn Figure 1.
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Steps

Figure 1

Six Stepsof Training

Key Questions

S

1. Training Needs
Assessment

4 ImmediateTraining

Resuits

5. TrainingApplication

• Is fraining the bestway to
addressan identifled need?

• Whatorganizationalbenefits
could training produce?

• Who shouldrecelvetraining?
• WhatSKAs are needed?

• WhatapproachIs mostappro-
priate?

• How can a designbe created?
• Who should do this?

• What Is going well/not well7• Are the programgoalsbeing
achieved?

• What problemsareoccurring?
• What modificatlonsare needed?

• WhatSMAs were acquired?
• What elsewas leamed?
• How can newSKAs be applied?

• How effectively are SKAs being
used,andwhy?

• Whlch SKAs arenot being used7
• Who is usingthe new SKAs~

• Whatbenefitsare occurring?Not occurring?
• What problemsare occurringdueto
use/nonuseof the new SKAs?

S

.

2 Training Design

3 TrainingDelivenj

t

S

S

0

6 Training Benefits

S
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2.3 Six-StageModel for Training Evaluation

Theseguld~linesintroduceasix-stageevaluationmodelthatessentiallyfoHows thesix training
sleps in Flgure 1. This evaluation model (Figure 2) will be presentedand discussed
throughoutthe guidellnesas the cyclical processshownIn the foHowing diagram.

Stage 1. Training Needsand Goals, asksa basicquestion: Did a needfor training
exist? This stageassesseswhethertherewas aproblemor opportunityfor which training
could makeaworthwhi!e difference.

Stage2, Training Design,examinesthe qualityandsuitability of thetraining designitself.
Stage2 evaluationasksquestionsabout training goals,sessionobjectlves,procedures,and
methodoIog~,aswell as aboutthe program’sdesignersandtrainers. Moreover, it identifles
the missingpieces~Whatelementswould havemadethe programmoreappropriate?

Stage 3, Training Delivery, evaluateswhetherthe training was (or is being)properly
lmpiemented.It identiflesdelivery andlogisticsproblems,anddeterminesanyneededadjust-
ments Thisstagemay occurweekly, at midpo~nt,or at the endof the program.

Figure 2

Six-StageEvaluation Model

Stage1

TrainingNeedsandGoals

/
Stage6

TrainingBenefits

Stage5
Training Appilcation

Stage2
Training Design

Stage3
Training
Deilvery

Stag~’4
JmrnediateTraining

Results
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Stage 4, Immediate Training Resuits, takesplace at the condusioriof the training
event It measuresthe changesin particlpant skllls, knowiedge,or attitudesagainst the
objectivesthat were set for the program. Ilowever, Stage4 evaluationis stIlI within the
contextof the training program

Stage 5, Training Application, takesthe measurementof skIlls to the workplace,
evaluating1f andhow the acquiredskills are being appliedon the job.

Stage 6, Training Benefits, assessesthe benefits from a training activity—to the
participant. to the organization,and to the community Once the benefitsare identified,
their value is estlmatedand comparedwith the costsof the training.

The stagesarerepreseritedasa cyclical processbecauseeachstagebuildsupon theprevious
stages This is not to say that evaluationsneedto be carriedout at eachstageor that a
Stage5 evaluation,for example,requlresthatevaluationsfirst be carriedout for the prevlous
four stages What It does suggest,however, is that evaluatorswill likely need to ask
questionsrelatedto earlier stagesin order to drawthe right conclusionsfor thestagethey
are evaluating

Although the guidelines
revlewedin Chapter4

focuson stages5 and6, key elernentsof the first four stagesare
thosestagesprov~dethe essentialframeworkfor stages5 and 6.1

1 Theevaluationapproachpresented~nthischapteris influencedby Robert0. Brinkerhoff’s

Achfeving Resuftsfrom Training: How to Evaluate Human ResourcesDeuelopment Programs
and IncreaseImpact, JosseyBassPublisher~,1987.

S

S
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Chapter 3

PLANNING TE-JE EVALUATION

3.1 Introduction

This chapterprovidessuggestionson planning andorganizlnga training evaluatlon. The
chapterbeginswlth adiscussionof the evaluationprocessitself—whatis to be evaluatedand
who is the audience. It next looksat the evaluationdesign—developlngappropriateques-
tions, andcollecting andanalyzingdata This sectionis followed by guidelinesfor the final
report andfor managingthe overall evaluation. The chapterconciudeswlth adiscussionof
two keyfactorsto considerwhenorganizinganevaluation: teamcornpositionandevaluation
time frame

3.2 Evaluation Purpose

Many aspectsof atraining programcan beevaluated.For example,anevaluatloncanstudy
the effectivenessof aspecificphasein the training program,suchasthe needsassessment,
or it may focus on specific elementsof the program, suchas the adequacyof the training
materialsor the trainers’ competence.An evaluatlonmayalso be concemedwlth broader
policy issues,such as the benefitsof the program to the organization. Each of these
evaluatlonswould require a different approach;thus, a dear decisionon what is to be
evaluatedis fundamenlalto success

3.2.1 Determining What to Evaluate

It is not alwaysnecessaryor appropriateto undertakeall six stagesof the training evaluatlon
process.
A training activity may be too new to evaluateapplicationandbenefits(stages5 and6); the
organizationmay be Interestedonly in findlng out if participantsare leamingwhat It was
hopedtheywould learn(i.e.,Stage4). The program’simpacton organizationalperformance
may be the subjectof amore-comprehenslveandquite separateevaluatlonat a later date.

In anothercase,aweli-establishedtrainingprogrammayneedonly to evaluatewhethereach
successivegroupof tralneeshadmasteredthe SKAswith whichthe programwasconcemed
(i e., Stage4), especially1f theorganizationbasalreadyshownitself ableto usetrainedstaff
effectively
A third examplewould be whetherto proceedto stages5 and6 1f it is deterrninedthat the
earlier stageswerenot donewell. In general,It is recornrnendedto look at stages5 and6
even1f prevlousstageswereproblematic,sincebenefitsmayhaveoccurredin spiteof the
traIningquality. En somecases,however,stages1-4 mayhavebeenso poorly donethat it
is impossibleto proceedto stages5 and6. Whetheror not to do so would be determined
by the evaluators.

11



3.2.2 Jdentifying the Audience

Identifylng the audiencerunsparallelwith decidingwhataspectsof the training programare
to be evaluated. Who the audiencewill be dependsto a largeextenton the underlylng
reasonswh~the evaluationhas beenordered in the first place. 1f the trainersare the
intendedaudience,theywill probablybe mostinterestedin an evaluatlonof the delivery and
effectivenessof the programItself. 1f, on the otherhand, the intendedaudienceIs senior
decision-makers,th�y will likely be Interested In the Impact of the program on the
organizationand its overall costandbenefits. Declsionsaboutwhat to evaluate,why, and
for whom determlnemuchof how the evaluatlonshould be undertaken:its design,its cost,
andthe cornpositionof the team.

3.3 Evaluation Design

The evaluationteamwill needto decideon the questionsIt wants to ask andthe plan of
inquiry It wantsto follow. Thesequestior~sandthe planof lnquiry makeup the evaluation
design

3.3.1 Developing Evaluatlon Questlons

The questionsto beaskedshouldbe deriveddlrectly from theevaluationpurpose.Moreover,
to the extentpossible,theyshouldbe developedin collaborationwith thelntendedaudience.
Evaluatlonquestlonsshould be broad and openended, prlmarfly to enablewide-ranging
responses.Responsesto broadquestionswill often revealthingsthatwereunexpectedand
that require foilow-up questionsto obtaina full picture. Someresponsesmayalsosuggest
that different questionsbe askedin future interviewsto determine1f othersseethe issuethe
sameway

3.3.2 Collecting and Analyzing Data

The way In which the datais collectedandanalyzedwill dependalmostentirelyon the scope
of the study andthe resourcesavailableto the evaluators. At oneextreme,theremay be
carefulsampleselection,extensiveinterviewertraining,pretestingof questlonnalresto elimi-
nate blas, and computeranalysiswlth sophisticatedstatistical techriiques. At the other
extreme,all parflcipantsin a trainingcoursemaybe askedthesameset of simple questlons, S
with the resultstabulaledmanuallyby asingle evaluator.

It Is heyond the scope of theseguidelines to provide generaHyapplicabieguidanceon all
potentlalmethodsfor collecting andanalyzingevaluatlondata But it is essentialthat—

S
• The data is collectedsystematically.

• Adequateprecautionsare takenagainstinterviewer andrespondent
blasor misunderstanding

S
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Where samplingis used,It is basedon soundsamplingprocedures.

• The dataanalysisprocessis alsosystematicand consistent.

3.4 Reporting the Findings

Oneoutcomeof initial discussionswlth the key clientsshouldbeasharedunderstandingof
what the final evaluatlonreportwill look like andwhat the clientscan expectto leam from
the report~sfindings, conclusions,andrecommendations.

To helpreachagreementon the final report, It Is suggestedthat the evaluatlonteamusea
draft or sample table of contentsas abasis for the discussion(seeFlgure 3). By working
through eachof the headingsin appropriatedetail, the specific needsandexpectationsof
the clientsshouldbecomeclearer As aresult,the evaluationdesigncanbe adjustedto place
more or lessemphasi5~on eachof thestagesor on particularelementswithin oneor more
stages

As a partof reachingagreementon the expectedproduct,the clients shouldbe encouraged
to draft aplanshowinghow theyintend tö usethe results At this point, theymayonly be
able to decide who will have major responsibility for following U~ on specific
recommendallonsfrom the evaluatlon. However,anyadditional Informationthat provides
guidanceto the evaluationteamis helpful. For exarnple,Indicationsof upper budgetlimits
for future training activities will help the evaluatorsdevelop recommendationsthat are
generallyfeasible.

13
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Figure 3

Sample Evaluation Report S

TABLE OF CONTENTS

Executive Summary

Sumrriary of major findlngs, conclusions,andrecommendations.

Introduction

Evaluationpurposeandrelevantproject, sector,and countryinformation.

Analysisof TrainingNeedsAssessment

SeeStage1.
S

Analysis of Ihe Training Program Design

SeeStage2

Analysis of Implementation
S

SeeStage3.

Analysis of lmmediate Results

SeeStage4.

Analysis of Individual Job Performance Changes

SeeStage5

Analysis of Organizational and Individual Benefits
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3.5 Managing the Evaluation

Whatevertypeof evaluatlonis undertaken,It representsanexpenditureof the organization’s
time, effort, andmoney. And, becausean evaluationinevitably resultsin somedisruption
of normal operations,It is Importantthat It be managedefficiently and that Its findings be
utilized.

One indMdual within the organizatlonshould haveoverall responsibility for managingthe
evaluatlonprocessandshouldmonitor the following:

• Adequacyof the evaluationdesign

• Efficlent irnplementationof the evaluatlondesign

• Achievementof immediateobjectlvesof the evaluation

• Appllcation of evaluationresults,andby whom

• Achiev�’mentof evaluationpurpose

For amajorevaluation,this personmayneedauthorityto commitresourcesto the work and
to communicateto orgarilzationalunitswhat collaboratlonis expected.He or shewould also
be expectedto report to seniormanagementon evaluatlonfindingsandrecommendations,
andon the stepsthatareneededor arealreadybeing put Into effect in order to respond.

3.6 Organizing the Evaluation

Two k~yfactorsmust be consideredwhenorganizingthe evaluation: teamcompositlonand
evaluationtime frame

3.6.1 Team Composition

A teamapproachto training evaluation is recommended,since It blendsskills, facilitates
collaboration,andenahiesthe evaluationto be donewithin a reasonableperlodof time. The
teammayinclude asfe~.vas two people;the Important factor is that it be multidisciplinary.

At leastoneindMdualshouldhaveastrongtechnicalbackgroundin theareabeingevaluated,
wlth an ability to presentthe team’s findings In technicalterms. Another team member
shouldhavea strongtraining background,wlth experlencein training design,detivery,and
evaluation. All teammembersshouldhaveexperiencein developingcountries.

A key questionto consider In selectingteammembersis whethertheyshould come from
within the organizatlonor from outside. The following are someadvantagesanddisad-
vantagesof lntemalversusextemalteams:
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External Team

Advantages

• Objectivity Unlikely to be swayedby political consideratlonsand
usuallvunafraidof retaliation(that Is, 1f findlngs do not reflect well on
certainstaff)

• Brood experience.Bring experlencegainedin otherprojectsto bear

on the evaluatlon.

Disaduan tages

• Cost inevitably moreexpensive.

• Unfarnfliarity with the organlzation. May havetroubleunderstand-
Ing the intricaciesof aparticularorganizatlon

• Availability. Often availablefor only ashort periodof time.

Internal Team

Advantages

• Farniliarity with theorganization Knows the organization’sobjec-

tives. procedures,andproblems.

• F!exible time frame Canspreadthe evaluationoverwhatevertime
frame is required(that is, no pressurelmposedby team’s Impendirig
departure)

• Rein forces self-examination Encourages the prlnclple of self-
examinationand evaluatlonand buiids intemal competencefor this
purpose

Dlsadvantages

• Lack of objectivity May havetrouble taking an Independentview
(that is, mayneedto be crifical of their own organizaflonandof their
own managers).

• Lack of experience May havehad insufficiently broad experience
(outsidethe organization)to be able to explorea full rangeof alter-
nativesolutions.
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“Extemal” should not necessarilymean“~xpatrIate”whendeterminingteam composltion
The useof personnelfrom otherIn-country institutloris shouldalwaysbe explored, aslong
as theywould be underno obligatlon to makereportsto their own management.

Once the teamIs formed, an effectiveworking relationshipwill needto be establishedwith
theappropriateclient personnel—thosewhoare,andwill be, responslblefor training design,
implementation,andevaluatlon It is alsovital thatthe teamgainthe respectandconfidence
of themanagementof the organlzationwhoseprogramsare beingevaluated,or thereis 111±1e
chancethat difficult recommendatlonswill be actedupon

To estahlisheffective working relationships,the teammustbe client-centeredandmust use
a collaborativeconsullingapproachthroughoutits assignment.

3.6.2 Evaluation Time Frame

The sizeof the evaluationteamandthe perlodof time It requireswill varywidely, depending
on the complexityof theprogramor activity that Is to beevaluated,the specificstagesto be
examIned,and the client’s expectationsof the evaluation.

Flgure 4 suggeststime framesfor eachevaluatlonstage
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Of course,thesetime requlrementscanvary considerably1f backgroundmaterlalon strategy
developmentandneedsassessment—forwhateverreason—Isunavailable.

Even thoughthe scopeof work maynot cail for an evaluationof all stages,It is useful to at
least considerevery stagein generalterms In so doing, the evaiuatorshave an overall
framework for the evalLiation,andtheir final evaluatlonreportcan provide an overvlewof
the completetraining process.

S

S

S
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Figure 4

Evaluation Time Frame

Stage

1 Neeclsand GoalsAnalysis

2 DesignAnalysis

3. ImplementationAnaiysls

4 ResultsAnalysis

5. JobPerformanceAnalysis

6. BenefitsAnalysis

ReportPreparation

flnal Discussions

Time Frame

6 person-days

3 person-days

3 person-days

6 person-days

S person-days

8 person-days

4 person-days

2 person-days
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Chapter 4

EVALUATION STAGES1 THROUGH 4

4.1 Introduction

This chapterprovidesau overviewof the first four stagesof the training evaluationmodel
introducedin Chapter2. Thesestagesexamine—

• Training NeedsandGoals

• Training Design.

• Training Delivery

• ImmedialeTraining Results.

4.2 Stage 1: Training Needsand Goals

At Stage1, the evaluatorstry to determlne1f training wasthe bestresponseto the speclfic
identified need,probiem,or opportunity. Typical questlonsfor aStage1 evaluationInclude
the following.

• How clearly statedwere the training programgoalsand expected
results? How were thesegoalsandoutcomesdecidedupon2

• Was therea goedanalysisof theconstraintsandthe overall sectoral
context(for example,salaries,staff tumover,equipment,changesIn
administu-ation)beforedeterminingthe training goals?

• Was training the mostcost-effectivesolutlon?

• Werekey groups—project,communlty,others—takeninto account
in the training needsassessment2Were roles andneedsdiscussed
andagreedupon?

• Was top managementconsulted in any final declslons? Were the
managerscornmittedto the training program?

• Was the proposed training appropriateto the users’ needs and
anticipatedcapabilities?

• Was a -ealistic assessmentmade of the available resources(for
example,funding, time, speclallsts)?
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• Wereappropriateindicators2developedfor measuringthesuccessof
the training program7

In sum, thepurposeof Stage1 Is to determinewhethertheoriginal training needsanalysls
wascompleteandaccurate—toexaminewhetherthe waysin which answerswere obtained
to the questionswere appropriateandwhether the training efforts designedto remedy
identlfied needswere on target.

4.3 Stage 2: Training Design

Stage2 of the six-stageevaluationmodel evaluateswhetherthe training waswell-designed
andalsowhetherthe peopleor organizationselectedto carryout thework wereappropriate.
The evaluators
should examine the ways in which the original training plan approachedthe problemby
askingquestlonssuchasthese:

• Whatwerethestrengthsandweaknessesof the trainingplan that was

adopted?

• Did the training plan identify goalsandspeclfic objectives?

• Were the goals andspeciflcobjectivesapproprlateto the needsand

anticipatedcapabilitiesof the intendedpartlcipants?

• WereIndicatorsof requiredJobperformance(whichshouldhavebeen
idenfifled in the training needs assessment)linked to the specific
objectives7

• What were the selectioncriteria for theparticipants?

• Wasthe traInIngapproachthatwasdeveloped(for example,periodic
on-the-jobtraining versusathree-dayresidentialcourse)the bestone
to achievethe desiredresuits?

• What wasthe selectioncriteria for the trainers?

• Were the training methods~ppropriate for the partlcipants?

- Adult leaming methods (oase studies, small-group work,
demonstrations,androle playlng)

- On-the-jobtraining
- Jobaids 5
- IndMdualizedinstruction

2 The term Indlcator is used in this documentto refer to an “active measurement”of

performance(see5.5)
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• Were local personnelresourcesandknow-howsufflclently takenInto
accouni?

• Would it havebeenmoreefficient to adaptexistingtraining programs
wheretheyexisted,or would it havebeenmore efficient to designa
‘tailor made’ program7 Wâsthe actualdecisloncorrect?

• WereanyactMtiesplannedto supportthe tralneesaftercompletion
of the training (e.g , follow-up sessions)?

Note thatnone of thesequestionsaskswhetherthe training needswerecorrectlyassessed,
since that was determinedin Stage 1 They ask whether the deslgners,faced wlth the
decisionto proceedwith training, madethe bestpossibleplan in light of the information
availableat that time

4.4 Stage 3: Training Delivery

At Stage 3, evaluatorsexamine training Implementationto determinewhether training
actMtieswereexecutedIn away thatallowedtheparticipantsto obtalnthe intendedbenefits.

A Stage3 evaluationc.an be carriedOut at n-ildpoint In the training programasa way to
identify any adjustmentsor correctlonsthat may be needed,or It may be undertaken
afterward,to provide guidancefor future training. Questionsthat shouldbe asked in this
stageincludethe following:

• Did the training provided follow theagreed-upondesign?

• Were the participantsselectedcorrectly? Were they at the appro-
priate level of responsibility?Did theyhavethe basicskllls neededto
benefit fully from the course?

• Were the instructor and participant training materlalssatisfactory?
Were theyin the right language? In a readableformat? Were there
enoughcopies?

• Were the instructorsskillful trainers? Were the training techniques

appropriate?

• 1-low feaslblewasthe adoptedtraining strategyin practice?

• WasthetrainIngsite approprlate?Did participantshaveanydifficulty
reachlngthe site7 Was the site approprlatefor fleld trips?
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There are numeroustools and techniquesthat can be used to Implement a Stage 3
evaluatlon: interviews,direct observatlon, questionnalres, and training documentssuchas
lndMdual parücipantreports, training manuals,andtrainer reports

4.5 Stage 4: Immediate Training Resuits

At stage4, evaluatorsassessthe Immediateresuitsof the fraining program, primarily by
measuringthe changesIn skills, know1edg~,or attitudesagainstthe objectlvesthatwereset
for the program
The primarypurposeof training is to producechange In participantperformance,andstage
4 Is the first opporturiity to determinethe extent to which thesechangeshave actually
occurred. This evaluatlonstagegenerallytakesplaceat the end of the training program.

The guidingquestlonfor Stage4 evaIuatio~is thls Did the training program accomplish its
lntE’nded outcomes? From a training ev~Iuationperspective,Stage4 should enable the
training managerto decîdethe following:

• Is more training needed?

• Whatshou]d be the focus 9f additlonalfralnlng
7

• Should modificationsbe madein the training designor curriculum?

• Is a Stage5 evaluatlonfeasible7 (How well are the newly acqulred
skills beingapplied in the ~»orkpIace?)

1f, for example.theStage4 datashowthat pumpoperatorsare sf11 unableto carryout basic
operationandmaintenancetasksfor adie~eIengine,theremaybe aneedboth to revisethe
training designandto retrain the operatorsIn thesebasictasks.

Ntimeroustechniquesand toolscanbe usedin Stage4, manyof themsimilar to thosesug-
gestedfor Stage3. These are included in Figure 5.

Usually, Stage4 evaluationsrevealthatscmelearningoutcomeswereachievedandothers
werenot. Moreover,in manycasesthere are individual differencesIn thedegree of leaming
For theseandotiier reasons,It Is importantat Stage4 to idenfify anddifferentiateamong
the varled accomplishmentsof the training program’s objectives, so that gooci use can be
made of theseresuIt~—bothto improve’ future programsand to plan for retralning (or
perhapsreleasing)thcseIndividuals who did not acquirethe expectedskills.
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Figure 5

Techniquesand Tools for Stage 4 Evaluation

Pre/Po~t-TestsDe~Ignedto measure partlcipants’skiUs prior to and at the end
of the training program.

Interviews Designed to bring out partlclpants responses to thetraining.

KnowledgeTests Designed to measure the acqulsltlonof knowledge.

4chievement Tests. Designed to measure the acqulsltion of skllls.

Simulatk,ns. Designed to measure how well SKAs are appiled In a simulated

setting or throughrole-playlng
Self-Assessrnent and Reports Designed to document p&licipant and trainer
assessmentsof their performance,of each other, and/or of the training program
~tseIf
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Chapter 5

STAGE S EVALUATION: TRAINING APPUCATION

5.1 Introduction

This chapter focuseson Stage5, Training Appilcatiori, and alms at helping the evaluator
determine the extent to whlch acquired skilts are being transferred to the job. The chapter
begins with a brief defiriltion of Stage 5 evaluatlon and a discussion of Its uses; then identifles
sources of data for establishing a baseline to evaluate pre- and post-training behavior This
section is followed by a discussion on hov~to develop indicators for ski! appilcatlon. The
final section of the ch3pter identifles some of the techniques for carrylng out a Stage 5
evaluation

5.2 Stage 5: Job Performance

Af stage 5, evaluators assess the extent to which acquired skills are being transferred to the
job This stage cannot begin until Stage 4 evaluation Indicates that the immediate learning
objectives were achieved at the end of the training program. Preconditions for Stage 5
evaluation are that the participants completed training and leamed something worth
following U~0fl.

The domain of Stage 5 is usually the workpiace; It is never the training program Itself. Stage
5 is concerned wlth what happened as a result of the training, not with whether the training
program achieved its imrnediate leaming objectives Stage 5 looks at actual Job
performance, not at whether leaming occurred during the training program.

5.3 Usesof Stage 5 Evaluation

There are two princip~1uses for the Stage V evaluation:

• To evaluate the transfer to the workpiace of what was learned and
any resultant change in performance

• To assist in the planning of additional organizational interventions
that alter the way the agency or project is being managed

The first use gives information needed to decide upon any revisions to the training program
or to determine what nontraining interventions may be needed to support the training that
has taken place. For example, suppose that englneers are trained to design projects by
computer. However, when they return to their jobs, they have no access to computers. A
Stage 5 evaluation might show that the training was well done but that the computers were
unavailable. This would point to the need to either redeslgn the training to use available

25



methods or 10 procure computers In such a case, the seconduse of the Stage 5 evaluatlon
would be Illustrated 1f the lafter solutlon, Öne that is rnanagerial,were arrivedat: to procure
computers so that when the engineers return to their jobs, they have accessto computers.

5.4 Baseline for Stage5 Evaluation

The fundarnentaldocumentgulding the dlrection of Stage 5 evaluatlonis usuallythe training
needs assessment, whlch identifles a specific probiem or set of problemsthe training
program was designedto address. 1f the needsassessmentwas properlydone, data should
exist that demonstrale the training need(s). It is these data that serveas a baseline for the
Stage 5 evaluation and enable comparisons of pre-tralning wlth post-training behavlor. But
the training design that results from the needs assessment inciudes other Information that
should be considered—for example, what performance Indicators are linked to specific
objectlves (See Stage 2 questions hlghllghted in 4.3.)

The key questions below also need to be addressed as part of the Stage 5 evaluation~

• What new or improved skills are the partlcipants demonstrating on
the job foilowing the training program? (What)

• In what contexts and how frequently are the specific skliIs being
demonstrated7 (When)

• What changes In the particlpants’ performance are the application of
these skills making after the training program? What Indicators are
used to denote these differences? (How)

• Who is monitoring the appiication of the skiIis on the job, at what
specific times, and how frequently? (Who)

5.5 Indicators of Skill Application

Training programs in the water suppiy and sanitatlon sector are usually directed at technical
or management improvement Stage 5 evaluatlon, whether for technical or management
training activities, requires dear Indicators to determine whether the skiils are being applied
in the workpiace. 1f these indicators were not Identified as an outcome of the training needs
assessment, and 1f they are not clearly stated In the specific objectives of the training design,
the evatuators will need to develop indicators before they can proceed wlth the Stage 5
evaluation

5.5.1 Definition of Inçilcator

The term fndicator Is used in this document to refer to an “active measurement’ of skill
application. Indicators are linked to job performance. For example, a graduate of a training
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program In handpump maintenance who has responsibiity for providing backup rnalntenance
to several communitles should be able to perform all major repairs. Assuming he has the
riglit tools and spare parts and the means to get to the communities, the pumps he repairs
should not break down again for the same reason. The indicator of not having repeat
problems can be developed and looked at by the evaluators.

Training oblectives should point clearly to job performance indicators identified (idealiy)
during the training needs assessment and training design process.

5.5~2 Indicators for Technical Tasks

Indicators for most technical tasks can be readily developed. However, care must be taken
in the evaluation process to ensure that any indicators developed are linked to the training
program objectives and not to other Issues

The following example illustrates how technical indicators are established.

Indicators of Technical SkiIl Appiication

Suppose that routine analysis of water quality in a piped system produced an
unacceptable number of “false positives” (i e., contaminatlon). After tests proved
negative In a control laboratory, it was determined that the techniclans’ poor hygiene
during sampling and subsequent testing was causing the contarninated samples.

Following a training course at a properly equipped laboratory, the Stage 5 indicators
of performance rnight be set up as fo~1ows:

• All trained techniclans should know how to take s~mpIes
properly, protect them from accidental conlaminatlon, test
them, and report the results accurately. (What)

• Tests should be conducted af various pointsthroughout the
system at least — times each week (When)

• The sample results should reduce the number of false
positives to no more than — percent. (Who)

• The quallty of sarnpling will be checked by analyzing control
samples taken by the tentral laboratory staff, Initially at the
same polnts as the technicians and later at key indicator
po~ntsthroughout the system.
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5.5.3 Indicators for ManagementTasks

Indicators for management tasks are not as easily developed as those for technical tasks,
since improvlrig management style usual(y Involves changing skills and attitudes, rather than
adding knowledge, and attitudes are more difficult to evaluate than skills and knowiedge.
Thus, evaluating training programs aimed at improvlng management style can be more
complicated. In these cases, improvements in managerlal performance due to training can
be assessed by interviewtng subordinates, asking such questions as the following:

• Do you clearly understand what the organization’s overall objectives
are7

• Do you understand your own role and your unit’s role in helping to
ach ieve these objectives?

• Does your manager prov~deadequate direction?

• Is your manager open to suggestions on how to improve operatlons7

• How are decisions made?

• Do you have a dear picture of potential career opportunities within
the organizatlon?

- Are you getting the training you need in order to progress In your
career2

- Are you conficient that personnel selection procedures are sufflclently
unbiased to afford you an equal opportunity in prornotlons?

• Does your manager monitor your work and provide appropriate
feedback7

Because managerlal activltiesare so broad, the effects of attitude changes may he perceptible
only over time, and then through indirect indices—regular measurement of staff job
satisfaction, staff productivity, and staff turnover, for example.

5.6 Techniques for Stage 5 Evaluatlon

Because Stage 5 evaluation is concerned with on-the-job application, It is important that data
gatheringbe as close to the job level as possible. Prime sources of information will be
customers or users, participants and their irnmediatesupervisors,and people who are
affected by the participants’ on-the-job performance (such as consumers), and also hard
Information (such as average number of vouchers processed in a day) Higher-level staff may
have useful perspectives on the overall training value, but are not usually as aware of the de-
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tails of Its strengths and weaknesseswhen applied to real problems The most useful tools
for collecting the necessary informationare questionnaires, Interviews, and direct observatlon.

1f a training program bas been extensive, asuitable sample of trainees and their supervisors
should be used, or the exercise will be too costly and time consuming. Whatever technique
is used, it is important to prepare beforehand a statement of the behavlor that was expected
as a result of the training, so the evaluator~know precisely what they are looking for.

Ohservatlon of on-the-~ohperformance is valuable but tends to be obtrusive. This in tum
often results In nontypical behavior (and çossible resentrnent) if the trainees feel they are
being watched The problem can be overcome by placing more emphasis on reviewing
trainees’ work products than on observing them at work.

Existing data very often provide valuable inslghts into how much transfer to the workplace
bas taken place. Routine documentation such as reports, work schedules, production
records, expense and reIrnbursement forms, logs and diarles, and repair and maintenance
records shouid be readily avallable. This data will allow the evaluator to form an initial
Impression, identify likely areasrequiring special attention, and develop a strategy for
completing the evaluation in the most-efficient and least- disruptive manner.
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Chapter 6

STAGE 6 EVALUATION: TRAINING BENEFITS

6.1 Introduction

This chapter provides guidance on how to Identify and measure the benefits of training.
Following a brief definition of Stage 6 evaluation, the chapter discusses three categories of
potential training benefits. direct benefits to the participants,benefits to the organization, and
benefits to the users The final section of tF~echapter identifles some problems that arise in
trying to give monetary values to benefits.

6.2 Why Benefits Should Be Assessed

The main purpose of Stage 6 evaluationis to assess the benefits from a training actMty, esti-
mate their value, and compare this value with the training costs. Four basic questions need
to be answered in Stage 6

• What were the benefits to the participant? To the organization7 To
the user7

• What is the value of these benefits to the participant? To the

organization? To the user?

• How do these benefits com~arewlth the cost of the training activity?

• 1-las the problem(s) identified in Stage 1 been resolved?

Benefits should be expressed in monetary terms whenever possible, so that they can be
directly compared with the training costs. However, as discussed later In this chapter, some
benefits can only be estimated in subjective terms, In general, the cost:benefit ratio of most
training programs is a matter of judgment rather than of direct calculation.

Evaluation of the overall benefits of the training activities (Stage 6) will help the organization
answer two questlons

• Was training the appropriate responseto the originai problem?

• Was the training program itself appropriate? (Assuming that the
participants applied what they leamed in the training actMty.)

1f the skills are being applied but no improvements are visible, the implicatlons are that either
the training itself was faulty or the organizational problems are of a type that cannot be
solved by training alone (eg., policy changes may be needed at senior management level).
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6.3 l3enefits to the Training Participant

The most lrnmediate heriefits from participation in a training program are to the individuals
concemed and may take several forms:

• lmproved job performance

• Better self-image

• Greater job satisfaction

• Enhanced career opportunities

These benefits can be quantified by salary Increases or promotions that result from
successfully completing the training program and by new sklll application on the job.
Qualitatlve benefits, such as better job satisfaction, may be hard to express in quantitative
terms but are nonetheless important. These benefits are helpful to the organization as well:
increasing employees’ productivityand abilitiesheips to improve the organization’s capability;
increasing their job satLsfactIon helps to reduce turnover and abseriteeism.

However, two benefits to the individual do not benefIt the organization:

• New einployment opportunitles. Newly acqulred skllls may enable
empioyees to obtain new positions outside the organization. This “bram
drain” seriousiy weakens many government agencies in developing countries,
but is important to the overall economy.

• Moon‘ight Ing. Somestaff may also be abie to attract employment outside
nonnal working hours. No harm is done as long as these outside actMties
do not InterferewitI-i the employees’ primary job responsibilitles. On the con-
trary, this practice ensures that good craftsrnanship or valuable skills become
more widely avallable

These two benefits should be either excluded from the cost/benefit formula or inciuded as
a net cost.

6.4 BeneEits to the Organization

Because training is undertaken by sector organizations to help achieve their objectlves, the
most Important rneasure of training success is whether measurabie improvements have
occurred in the organization’s effectiveness and achievements.

32



6.4.1 Training to Address SpeciflcProblems

Very often training programs are undertaken to address specific problems within an
organization. Piograrnsof this sort will usually have their own measures of success, and
these can frequently be quantified. Here are a few specific examples:

1. 1-las the level of accounts receivable been reduced to fewer than month’s
billings as a result of upgrading the skills of the accounts staff and introducing
better tracking procedures7

Quantifiable measure of success: Lower debt-servlcing costs on working
capital.

2 Has the level of unaccounted-for water been reduced to percent of the

total water supp!y, following training in leak detection and repair?

Quantlflable measure of success lncreased water sales.

3. Has the skill upgrading of tF)e meter shop staff reduced water-meter failures
to a lev�l not exceeding percent of the total?

Quantif~ab!emeasures of sçlccess: Increased water billing and lower meter-
repair costs

1f training has been properly delivered in examples such as these, but organizational resuits
are stili unsatisfactory, the remedy probably lies in other solutions such as management and
planning practices. Even weli-trained leak detection units cannot be expected to have much
impact if there are too few of them. Similarly, accounts staff cannot send buIs on time if
power failures jeopardize computer operations

6.4.2 Training to Upgrade Overall Institutlonal Performance

Training is also undertaken to upgrade an organization’s overall institutlonal performance,
and these programs are much more comprehensive in scope. An exarnple follows.

33



lmproving Overall Institutional Performance

When evaluating Institutional benefits, many types of variables should be considered:
increased outputs, lmproved quallty of service, greater user satisfaction, reduced staff
turnover, and lower unit costs. It is lmpprtant that the list of variablesbe sufficiently broad,
not only to ensure that the original stated training objectlves are covered but also to ensure
that unintended outcomes are identified.

6.4.3 When Organizational BenefitsAre Fewerthan Expected

1f Institutional benefits are fewer than expected, the evaluators should try to understand the
underlying causes of any problems. Lower benefits may be due to errors in the original
problem identificaticn or to faults in training design or delivery. They may also be due to
lack of commitment on the part of a few influential staff within the organization. Or, It may
simply be that one element of institutional development could not keep pace with the others,
as the foilowing example iliustrates.

An Example from the Phillppines

The Local Water Utilities Administration (LW1JA) in the Phllippinesacts aimost
as a developrnent bank in assisting local independent water distrlcts. It heips
them through a progressive mnstitutional development program, one that
considers 64 key performance areas

The program begins wlth a training needs assessment, followed by training to
address specific needs When water district management adopts a new
approach or policy, a further needs assessment will indicate the skill upgrading
needed in order to put the decision Into effect. The process is long term and
intensive, lasting typically about seven years.

Although each element within the program can be evaluated, the overall
institutional benefits emerge slowly; successive evaluation of indMdualelements
underestimates total benefits because it ignores the intended synergistic effects
of the overall development process
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When BenefitsAre LessThan Expected

6.5 Benefits to the User

From the user’s perspective, the overriding benefit of training actMties is their contribution
to the extenslon of affordable and sustainable water systemand sanitationservices. Some
examples of direct benefits to usersfollow.

1-landpump ma intenance In one case, a government agency had responsibility for
handpump maintenance in rural areas, and repairs took months; during this time, villagers
reverted to traditional unsafe, unreliable, and inconvenient sources of water. When villagers
were trairied to service a less- sophlsticated (and less-reiiable) handpump, the number of
breakdowns per year increased considerabiy—but the pumps were usually back in service the
same day.

Ma naging user fees. Villagers resettied away from an area of civil disorder had great
difficulty in making the substantial monthly payments for their electricity and water supply
service. With some traIning on how to manage financial affairs, they were able to change
to a system of weekly collection by the commuriity itself; this made the payments more
manageable, and they could also be collected at hours convenient to the peopie concemed.

SkiiI availability Small-scaie contractors tralned to build VIP latrines on the government
sanitatlon project worked after hours building latrines for individual homes, enabiing people
to improve their lMng conditions without waiting for government help.

Alternative systems.When it proved hydrogeologically impossible to install handpumps
in villages, the district-level techniclans and extension workers of the sector collaborating
agencies were retraineci in other typesof Water supply systems In this way, they were able
to introducerainwater harvesting and spring protection in the area

Corn inunity participation. Agency te~hnicianswere unaccustomed to asking the corn-
munity what facilities they preferred Although water points were provided, there were
problems with use, maintenance, and rep~yments. When the technicians were trained to

An Example from Africa

In a weli-drilling program in Africa, training concentrated on the establishment
of local units for construction and maintenance. The construction program was
very successful,but for a variety of reasons the organizatlon’s logistlcalsupport
to the maintenance units could not keep pace with the program’s expansion.
By the time this problem was identified, It was too late to redesign the program
approach to one that tsained communities to take over maintenance.
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consult with the communities about what should be provided, they learned that It was
essential to allow for watering animals and for washing wool and hides. When these
additlonal aspects were incorporated Into the project, the eariier problems were greatly
reduced.

The last two exampks illustrate that an important training obJective may be to broaden the
approaches used by the organization, In order to improve the service coverage provlded and
to ensure that systems are affordable and sustainable. The following are examples of these
broader approaches:

• Plans for water supply and sanitation systems that incorporate a
broader mixture of technologies—to ensure that all groups within the
populatlon can be reached

• Agency procedures modified to include steps to ensure that any
prolects undertaken are socloculturally approprlate, as well as
technically sound

• More-flexible instituttonal designs of proJects, to encourage involve-
ment of the communities affected and of NGOs

• Cost-recovery mechanisms redesigned to take greater account of
affordability (including the timing, level, and nature of payments or
contrlbutions)

• Operation and maintenance procedures amendedto allow greater
scope for community-level Inputs

User benefits can be expressedas direct cost savlngs—whentraining helps introduce new,
simpler, and less-expensive technologles that had not formerly been considered—as well as
increased reliability and extended access to service. These factors can be quantified, 1f
necessary,in order to attribute monetary values to the beriefits (e g., by using specialized
techniques such as contingent valuation or hedonic analysls).

In addiflon, better access to service may lead to other benefits, such as improved health and
productivity, nutritlonal status, and educatlonal ability. Quantifylng these benefitspresents
a number of methodological problems, but the fact that they cannot always be measured
readily does not mean that they do not exist In a Stage 6 evaluation, such user benefits
should be deterrnined and, to the extent possible, quantified.

6.6 Difficulties in Correlating Training to Benefits

Much of Stage 6 evaluatlon seeks to discover whether the training investment was beneficial
over the long term. This becomes difficult to assess when the training event or program is
one of several ongoing organizational-improvement efforts. In the long term, attention to
each of these efforts will build a strong institution; in the short term, however, the impact of
each effort will be less than if the other Institutional elements were already in place.
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In some cases, training benefits can be directly measured and a cost:benefit analysis made.
For example, when training a mechanic reduces the time taken to perform routine main-
tenance by half, the savings in wages can be directly compared to the cost of training. In
other cases,however, the benefits of training may be difficult to isolate from those resuiting
from other lnterventions A mechanic, once tralned, may receive better tools, a workshop
with proper equipment, and better access tospare parts—ali of which probably would have
been Identified as necessary to improve the maintenance program’s overall effectiveness.
It becomes difficult in this situation to separate the training benefits from the other corn-
plementary inputs

Further research is needed in order to develop an agreed-upon methodology for quantifylng
the benefits of training and other HRD activities In the rneantime, people who plan training
actMties should attempt to answer the following questions, beginning wlth the training needs
assessment step~

• What benefits are expected from this training program?

• How can these benefits be quantified?

• How can monetary values be assigned to the quantifled benefits?

• What are the estimated costs of the training activities?

• Do the anticipated benefits ~xceedthe estimated costs? 1f not, what
justificaUon is there for proceeding with the training program?

Over time, the responses to these quesUor~swill help define a more systematic approach to
measuring henefits

6.7 Conciusion

In most developing ccuntries, training is playing a greater role in the provision and main-
tenance of water supply and sanitation servces But for many organlzations that provide
water and sanitation ;ervices, training is stili a relatively new operatlonal area. Training
evaluation is essential to helping such organizations evolve in training experience and exper-
tise.

The evaluation process heips to assure that scarce resources applied to training are effectively
addressinq priority problems, that problems are correctly defined, that solutions are
appropriateiy identified, and that the intended resuits are beirig achieved. Evaluation of
training also heips to assure that future programs build on the lessons of past programs In
so doing, training evaluators play a key rçle: It is not enough for them to crltique what bas
gone before; they should also help organizations look ahead to identify next steps requlred
in improving existing programs and to identify problems that may need to be addressedin
future programs
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The evaluatlon of training has Iargely been neglected up to now. It is the Intent of this
document to improve the evaluatlon process. This effort should be viewed as a first step and
as more experlence is gained, the document should be revlewed and modified.

-w
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