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ABSTRACT

Due to increase in science and technol@@i.thegeed to bring recent updates that will

improve organization performance has rr.it ess in employees periodically. The
training of employees ensure enhancgmment of kn@wledge, Is of the staff will that in turn
will help achieve, competency and nts training program will be
effective only when it brings about t s, skill and efficiency of the
participants in the program. The incre ityilace of work can be measured

only through comprehensive evaluation.

The purpose of this study is to investig ffectiveness of training program of
M.A. University based on Kirk Patrick model and the training program of management

project unit was evaluated on the basis of Kirk®alfick molel. Four indices in this program
include the reaction of participants in thEir!lpJ.gr , tile rate of learning, the amount of
changes made in the behavior of participants and finally thefresults at the end of the training

program. : . .
The findings In |caie t;e program ua! e;fective |mpa|l on emp#oyees in terms of

change in behavior, knowledge and skills. It can be concluded that the training program
evaluation reduced problems by 13 percent. Further analysis of evaluation results indicate
project management unit training had the efficacy of 46% which is considered satisfactory by

training program professionals and managers.
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INTRODUCTION:

On the job training is an effective instrument to improve and effectively develop
human resources at every organization level, more so, at universities and research
institutions. Every organization needs well-adjusted, trained, and experienced people to
perform job functions.

As jobs have become more complex in today's dynamic organizations, the importance
of employee education has increased. Aim of employees training is to seeks a relatively

permanent change in employees that improves their performance.

Thus, training involves enhancin'll,*o*mnging attitudes, or behavior.

This may mean changing in what emgi@yees know, ork, or their attitudes toward

e l-ing in mind the importance

r'/iew relevant literature, and

their jobs, co-workers, managers, an
of on the job training. Researcher

investigate the strengths and weakness
RATIONALE OF THE STUDY::
a) Review of Related Literature:

The majority of Iran companies frequerftly®se on-tlle-job training (OJT) to educate
their personnel to the frequent use of tﬁytf aifling '§tems from three incentives; the
favorable relationship between training cost and benefits, he possibility of just-in-time /

timely training; and thg expectation of=a positive transfer of what was learned to the
employees” own @HFME&MMM of OIT

are frequently expressed, there is however, relatively little research conducted in this area.
Most of the research into OJT focuses on the design and implementation of this type of

training. Research dedicated to the topic of effectiveness is extremely scarce.

A well-known author is Jacobs, who investigated the cost and benefits of OJT.
Jacobs's projects show that OJT does not always result in favorable benefits. From the
empirical data that are available, it is not possible to deduce weather OJT is an effective form
of training, or what are the factors are that determine its effectiveness. This was due to lack of

sufficient data to underpin the effectiveness of OJT.




Present research will focus on investigating particular evaluation of this type of training in

more details. There exists no agreement on the definition of OJT. Various definitions are in

use. 3 In the project OJT was defined as:
1. Itis legitimate for employees to carry out learning activities.

2. The tasks to be learned correspond to the employees’ tasks and duties in the actual work

situation.
3. The responsibility for the OJT rests with the employer.

4. OJT involves intentional learning: a training arrangement is required. This arrangement

includes: Arrangements for length of the tralr* Clearly defined -training objectives; The

presence of sources to achieve the trai' ample a trainer,_electronic -

written manuals, list of assignments, -.Proper the OJT to determine training

objectives achieved.

The definition of effectivenes
(1994) body of ideas. In the study the

of trainees, learning result, job behavior and e organization. Previous research in

the field of corporate training showed that it is larly tricky to measure the last two
levels of effectiveness in practice namely job behavior and returns for the organization. The
fact is that behavior on the job and organizatiofl Mturns (f8r example, an increase in sales)
are influenced by a great number of facE.§ | iculfito determine to what extent the

training contributed to both these levels of effectiveness. fThe theoretical framework was

primarily based on the frk of BaldwEar!d Ford (1988)l
The authors eveloped a model, based on an ex enswe%@' wherein

they distinguished three clusters of factors that impact the effectiveness of training; the

trainee, the training and the workplace. The use of this model is advocated to gain more

insight into the various factors that contribute to the explanation of training effectiveness.

Although the Baldwin and Ford Model proved to be useful, an update was necessary to assure

the model reflects the latest research insights. This was done by the analysis of recent studies
‘ to understand the effectiveness of in- organization and vocational training.

b. Personal Experience, Weaknesses, Strength of the J.T.C.




Employees after graduating from their respective University join the University for to be able

to keep their job; need to learn something more specific skills other than what they learnt at
their University. Basically, understand why knowledge gained at the University does not
colligate with the job specifications. It is seen that before the training employees are unable to
perform, but after training they are more productive and employees towards work is changed.
He becomes more optimistic about his job and its functions. JTC does not guarantee
employee performance. Some of these trainees are unable to learn and benefit from the

training course and thus can’t perform efficiently.

C) Present condition of J.T.C., Iran in M.A.U.

The Present condition is not satisfacto e-sults of previous evaluation showed

"
that trainers and staff couldn’t reach desi'ev fp

e at work.

Statement of the problem:

The implementation of traini cour n organization must be cost

e*analyzing, whether the benefits
be noted that at Maleke-Ashtar

effective. Effectiveness of the progra
gained outweigh the cost of the learning ex
University in Iran. JTC and development pr cost millions of Rials annually.
Generating a new training program is not very-aficult, but post training no evaluation

process is in place. - -

Unfortunately, researches indica edilyhalfipf all training programs are not

measured, in relation to their sustentative out comes Buch as employees’ retention,
satisfaction or productiv!]y' . The key qiEtion in this research will be:
"Is there a effective training program in Male e-AsEEad'Ur n'lnersiFy?'l al'nd&ol'w we can
make it effective?"

Also secondary questions in this research are:
Do learners react to training programs held in the organization in desirable manner?

Was the training held able to create the desired effect in the level of learner’s knowledge?

Was the training course able to create .desirable effect in changing the behavior of learners?




Was the training course able to achieve the organizational objectives (solve the created

problem)?
AIM OF THE STUDY:

The main aim of this study is to understand pathology of training programs pitfalls,

and challenges at Maleke-Ashtar University based on related recent literature.
OBJECTIVES OF THE STUDY:
1. To Study reaction to/ acceptance of training programs for employees of MAU-Iran.

2. To Study change in the level of trainees’ knowledge due to training.

*s a“e) due to the training he
the!ated problem) were

3. To Study effect on trainees beh' (

underwent.

4. To Study whether organizati
achieved due to the training.

HYPOTHESIS OF THE STUDY:

1. There is no significant difference in the managers and employees regarding

on-the job training program.

H = [ |
2. There is no significant differences i agers and employees regarding
on the job training attended on thdiba: ilfIr nal Eharacteristics like age, level of
education and years of experience.

This research is simply limited to people who have minimum Bachelor degree in any
subject. Also, present research will focus on training centers of Maleke- Ashtar University,

Tehran branch only and not in other cities in Iran.
SIGNIFICANCE OF THE STUDY:
The present study can help to:

Improve staff performance, staff attitude and vision. Improve staff skills and
knowledge, Develop human resources, talent pool and Help effective succession




(substitution) planning. Successful organizations have an ability to balance between training

and development, definitely there is manpower that not only has ability to perform current

job responsibilities but is also ready to accept new functions and duties.

On the job training is an effective instrument for them (George Green, 2003).Most of
the researchers believe that training and education are essential and vital to universities,
research and development centers ( Gart w-right, 2003).Therefore; it is necessary to do the
present research namely Study of knowledge, skills and attitude of employees on the Basis of

on- the- job training courses given in Maleke- Ashtar University, Iran.

NEEDS OF THE STUDY:

Every organization needs to meaﬁt?‘f‘less of their training programs and

identify the needs of its resources. Ever r much of or.zational budget, staff time and

other resources allocate to trainingl.grams. I‘.ore i.
effectiveness of the training progra ning 'iograms’ effectiveness shows

elps us to plan and organize

necessary to estimate the

the weaknesses, challenges and stren

the training programs correctly and clea

Levels of evaluation:

As introduced in the previous section, evaltatton of training can be carried out at
different levels based on the specified outcomes, asd)bjecti\ﬁs - during the training, after the
training, as well as in the longer term. B e"moYyesHimp the discussion of the levels of
evaluation, a brief mention must be E:le]. E{ing the linkage between the
identification of training needs and the setting of training Bbjectives, which is crucial to the
evaluation proceﬁ-ﬁlI i EI - ied .u whe i ve been
accurately analyzed and, as far as possible, measurabl%avim’!ggﬁs which
are broken down in terms of knowledge, skills and attitude have been set. An accurate
measure is necessary against which to evaluate. Ideally, training objectives should be set at
four different levels which in turn equate to the most-quoted four levels of evaluation by
Kirkpatrick. They are the reaction level, the learning level, the behavior level, and finally the
results or the organization level. These are the four levels at which one can gauge the quality
be it efficiency and/or effectiveness - of a training program. Kirkpatrick's model, which is the

most popular and widely accepted, one, will be discussed below and will be the chosen

framework for the evaluation of on-the-job training courses in Maleke- Ashtar University.




UNDERLYING ASSUMPTIONS OF THE FOUR LEVELS OF EVALUATION:
The above discussion on the four levels of evaluation has been mainly drawn from

Kirkpatrick's approach to evaluation namely reaction, learning, behavior and results. There
are several assumptions that have to be taken into account before one puts forth or discusses
framework of proposed evaluation and its practical application. Firstly, it is believed that the
value of information has greater value when one goes from measuring reactions to measuring

results.

In other words, evaluation of results is of greater importance to the organization.
Secondly, the most frequently used evaluationm
the least frequently used evaluation met'

is.the measurement of reactions while

vel. Many studies support this

assumption. It appears that there are r evaluators working on the

fourth level of evaluation. Thirdly, m an measuring results. This

can be easily verified if one looks nt. It is a relatively simple

process to gather data on trainees' re uw‘ore complicated one to gauge
accurately the impact of training on organiz

According to Kirkpatrick the need for training tion at all four levels has greater
significance. It is only through such a level of evaluation total worth of training can be

assessed. The four levels may be seen as a chai_g oicause ad effect which can be broken at

any of its links. Similarly, Hamblin has e may react correctly but fail to
learn; or he may learn, but fail to apply job; or he may change his job
behavior, but this may have no effect on the functlonm e firm. Thus, ideally we should

evaluate at ever>E{tI |stan I els Hmrﬂfﬂer more
superficial changes. If we ignore the |mme iate evels we are anger of being unable to
explain any changes that we discover because we have not followed through every link in the

chain.

DESIGN OF THE STUDY:

The research method used, was a survey method and poll forms distributed to selected
sample namely course participants that completed training Sample included-managers and
other employees of the University like-principals, directors, non teaching staff.




Research method:

In Present study due to the second criterion (how data collection) is the type of
descriptive researches (survey).In descriptive researches, attention is more focused on
describing and report writing of the situations and events, based on information that have
purely descriptive aspect. Descriptive research is used for further recognition of existing

conditions or to help decision-

The method used in present study is a survey research. Survey researches study the

characteristic distribution of a statistical population.

Training course in Maleke-Ashtar University is in following two forms:

*alﬁin an private institutions.

ed nnxsultation with officials of
at eke-Ashtar University are

d by t'alected model (Patrick)

Among the training courses given in fiﬁ i‘y, Project Management course
a In this study the sample size is 98

The internal training in the education fie'E

From the courses offered at MAU urse i
Maleke-Ashtar University. The em ees.'

considered as statistical population a

was chosen as a pilot program to asses an

selected from the participants of Project Manage rse.

Tools:
— 34 = |

The main tool is an open-ende stibon@@ird. Inforder to get more information,

interviews will be held with top managers and human resour@ managers. The following steps

are considered to get thesdesired result,. Imr the first stepmquestionnaire (Feedback) was used
that contain age i nnira[.drain oh).In the

second step, the pre-test and post-test is used to measure learning and training effect on

knowledge gained (learning).In the third step, the two questionnaires (Feedback) used, were
completed by partnership among multi-stakeholder providing education, such as direct
supervisor, employees (the behavior).In the fourth step the documents have been

investigated (conclusion).

Sample:

Population size consists of 490 employee.at Maleke-Ashtar University, including 320

employees (non-managers) and 170 managers. From this population the researcher randomly




selected 20 percent sample for the present study. Out of that 64 non manager’s employee and

24 managers.
Data Analysis
Analysis of data based on research questions about the subject are presented below:

Question: Do learners react to training programs held in the organization in desirable

manner?

According to the analysis of learners’ reaction, desirability of effective factors in project

management training course was calculated.

Table No. 1 differentia of effective factoritr-\g‘se:
(Goal)Conteni

Teaching Me

Instructor

Equipment

Space 2
Schedule ¥ 2

Coordination E. 1
:. E 1 Tableno. 1
According To the results obtained In accordance Wit! IableJ 0% ;Ee course learners the

content (target) operating was most effective and coordination is not good.

Table no. 2 desirability Number of spectra of effective factors in training courses;

(Goal)Content 4.1
Teaching Methods 4.4
Instructor 4.3




Equipment 3.9
Space 2.7
Schedule 3
Coordination 3.3
Desirability number 3.8
Table No. 2

According to the results of table no. 2 in the opinion of employees of project
management who underwent, training the most effective and most desirable was the
method of teaching. Between the c‘c“lg to the considered range, none of
s wegk. The

the factors In terms of desirabilit rs of content, teaching method

and instructor were desirable dule and coordination were

fairly desirable. Total desir the given differentia to the
factors in table 1, 3. 8 were 0 according to the considered
range. So, learners have shown mplement project management
training course. To test which of t#

following statistical assumptions for each

more than 60% are desirable, the

st can

Ho ﬂ<36.| =

|
Average less than or equal to 3 / 6, indicates that Ie;Iers respond well to training and
have shown an average El areater than E/ B, thex will s ﬂifaVODEbIe resEonse g
and 6 showed a significant

T-test results with an average difference of 3 /6 for 2, 3
factor that has had a significant effect of training programs held by Bryan p< 0/01) on factor
1 moderate training program was held. Programs training for the 4 and 7 have no significant

effect.

T-test results with an average difference of 3 / 6 showed a significant (t= 2.982, p<
0/001) Average greater than or equal to 3 / 6, indicates that learners respond well to training

of project management have shown.

Question: was the training held able to create the desired effect in the level of learner’s

knowledge?




According to the Form No. 2 and teacher comments to the occurred changes in the level of

learning, the desirability range number was 3 and 2, Considering this number it can be
concluded that in the opinion of instructor increasing in the level of learners knowledge is
Desirable (in the opinion of the instructors there was desirable effect on learners
knowledge).Since people’s opinion does not suffice whether changes occurred we used
statistically meaningful measurement of these changes. We used T Statistical test for

dependent groups that its Calculation by SPSS Software is obtained as follows:
Question: was the training course able to create desirable effect in changing the desirably?

On this basis it can be concluded that the implementation of project management training

‘craidfairly desirable effect.
urse; -

course in changing the behavior of employees,

Table No. 3 Specific objectives of trainirl

Tier | Objectives Desirability
number

1 Find out familiarity wit 3.9

2 Find out familiarity with project s 3.2

3 Understand o opportunities and Iimitations of 4

organlzatlon

4 3.5
How to reduce projects E I. ]. r]

3.7

How F reduce prOJEs-cost

Desirability number

of objectives realization 3.66

Table No.3

Question: was the training course able to achieve the organizational objectives (solve the

created problem)?

In university of Malke Ashtar, because the time and costs of training projects were high, for
this unit the head of the unit requested implementing the training course for project




management employees. As such it was determined the overall goal of this course was

solving the problems of process of project management. First effective factors to create the
problem identified by in form 4-1, which was expressed in table 4. Tier No.1&2 of these
factors shows lack of operator’s skills which Represents the staff training need. With more
attention given to the percentage to factors, average of percentages given to lack of skill
(training need), was calculated. In Table No.4 identified factors causing the repetitions in
pathology of management of project have been reported. Also in Table No.5 percentages of
training effect in optimum of process of management of project from stakeholders was

clarified and after multiply into their differentia was calculated.

Table No.4 Identified Factors causing problems of implement projects:

tier Factors

T [ Lack of skill in Telvoriy

2 | Not enough reco

project

3 | Limitations of organizatio

4 | Laws and manual of organization

5 | Other adversaries ¥ -

Finally According to thiprovided formala®in the previods season, Calculation took place.

Statistical changes (A) =Statistics of prior period- statistics of p@sterior (Reduce of problems

in implement of projects) Statistical changes 30% 104=209-105

In the above formula the Difference between the statistics of reduce of problems in
implement of projects before running training course and after running training course was
calculated and then according to the Total number of problems toward reduction through

statistic was calculated.

percentage of training effect—percentage of statistical changes

Final result =

percentage of training effect




(Reaction) 76% = 100:3.8
(Learning) 64% = 100:3,2
100%3.6

(Behavior) 72% = .

23%—-20%

(Result) 13% =
23%

At the end obtained Results of each level in order to be comparable, were converted to
percent. That respectively for levels of reaction, learning, behavior and results percentage of
76%, 64%, 72% and 13% is obtained.

Table No.5 Desirability percent of each ,Is‘ Il

Reaction

Learning

Behavior

Results

By calculating the achieved percentage ﬁe .‘!1 I(]kpatrlck model and multiplying

the percentages in related differentia was goncluded thaLpro;ect management training course

was 46% effecti M

Employees and managers to compare the 7 factors:

In the average of two different viewpoints employees and managers in factor 2 no significant
effect found and in Factor 1 and 4 as managers were significantly more positive than
employees. In factor 2, 3, 5, 6 and 7 employees were significantly more positive than
managers.

Comparing employees with bachelor’s and master's degree in 7 factors:




Between employees with degree bachelor and master degree in factor 2, 4 and 5 were

significantly different (were better MA) and in factor 1, 3, 6 and 7 significant difference was
found.
CONCLUSION:

Kirkpatrick’s Four Levels Evaluation Model faced training courses with 4 questions

that performing each level answers these questions.
Did the learners of training course react positively toward the training?
Did the training course create desirable effect on increase in the knowledge of learners?

Did the training course brought about desired cﬁe#havior?

Did the training course achieve organiza.l objectives ( d problems)?

t.ng courses are held. If the

N'_ement of projects. From the
large number of courses, training ma nit was selected. Model was

L,
evaluated keeping in mind Kirkpatrick mode‘

In university of Malke Ashtar, ever;w*ar

training program is effective it will i of

The results are indicative of learner’s des eaction to the course. At these level
factors evaluated in a training course were factors of content, teaching method and instructor.

The effectiveness of these factors was desirdbleé® Other ®actors of space, schedule and
coordination of training were evaluateE dI.u].t be §airly desirable. In all; learners
demonstrated positive, desirable reaction toward project man@gement training course.

| | |
First through the forms, instructors’ opinion regarding the ogcurred changes in learners’

reaction were noted. This is after the training course. According to the opinion of project
management unit training instructor the occurred changes in the level of learners’ knowledge

were desirable and more important were changes in the level of learners’ knowledge.

This was supported by T statistical test for dependent groups. These changes with
95% statistically trustful are significant. In the third level of objectives: behavior changes that
at the beginning of course were specified were achieved. The evaluation results showed
training course for project management unit was able to create fairy desirable change in the

behavior of learners.




In the last level (fourth level) the goal of organization to hold training that might decrease

problems in implementation of projects, was evaluated. The results show that training was

effective in reducing 30% of problems.

Finally, by calculating the percentages obtained for each 4 levels, shows that the
project management course was 46% effective and in the opinion of instruction level experts
of university of Malke Ashtar this percent is desirable percentage in effectiveness of

mentioned training course.

Since no one in the country, till now completed research using the Kirkpatrick model

and because the present research is the kind of case study (Local of university of Malke

‘erﬁion of results.

As expressed in previous researlval tion of ing effectiveness, did not go
beyond the first level of Kirkpatrick ige! (the of |
taken according to the results of the fectiiiness. This was the weakness

Ashtar ), this has restricted the comparison and

rs), and the decisions were

of previous researches which the sch n though partially.

SUGGESTIONS:

Perhaps one of the most important parts arch or scientific study is to provide
scientific and practical solutions for a given situation or how best to perform under the

circumstances and obtain results or achievem@hts®™or latef studies. As such in this study

following suggestions are offered for effE elflltir:]aining course:

Evaluation of training course starts at the beginmihg of need assessment and not

confined to the am F%Wnin -F:)Iise. isti els while
eliminating the weaknesses of each model. [f possible selecting some training course as
sample and evaluating the effectiveness to invoke the results.

Relating performance at training course to promotion of the employees and similar
decision will motivate staff to participate in training course. This will enhance participation in
training activities and motivate to perform better in their respective occupations.

Fifth calculating what is the monetary value (Investment return) of evaluation of
training effectiveness. Conducting evaluation of training course is very expensive. As such
organizations are reluctant to implement evaluation of on the-job-training held for the




employees. It may be recalled that evaluation of a program is a manual process. There is an

element of human error in collection and analysis of the data.

To eliminate this drawback it is recommended that to evaluate performance after the
training and gather related data, a software be designed that will computerize the evaluation
process of a training program. The computerized evaluation program will not only cut the

cost of evaluation of on the-job-training but also yield accurate outcome of the evaluation.
RESTRICTIONS:

At times staff and supervisors did not cooperate due to lack of faith in research work.
Research statistical population meaning only training for project management unit alone did
not serve as well as a sample. May be sel in-i r some other units will be ideal to

generalize features of result. Most of the

S answers an-nions regarding the evaluation

form depend on judgment of people.uch r u-s an ples experiences affect the
research results. Some factors beyo niv sureﬁt tools, prejudices, learning

may affect the research outcomes.
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