
 
  

Creating Evaluations 
The Taste Test 

DECEMBER 14, 2018 



Creating Evaluations: The Taste Test   ATD Greater Las Vegas 
 

  December 2018 1 

Objectives 
 

§ Create successful evaluation 
instruments and evaluation plans 

§ Apply the Kirkpatrick Model to 
evaluations 

§ Collect, validate, and interpret 
evaluation data 

 
 
 
 
 

Why do we evaluate? 
 
Training Evaluation: the measurement and communication of the impact of improved 
employee performance as a result of training. 
 

§ What are you trying to figure out? 
 
 
 
 
 
 

§ Who wants to know the answer? 
 
 
 
 
 
 

§ What can we do with the information? 
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Kirkpatrick Review 

 
 
This level measures: _________________________________________________________________  
 
____________________________________________________________________________________ 
 
 

§ What information am I collecting at this level? 
 
 
 
 
 
 
 
 
 
 
 

§ What methods can I use to measure at this level? 
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Kirkpatrick Review 

 
 
 
This level measures: _________________________________________________________________  
 
____________________________________________________________________________________ 
 
 

§ What information am I collecting at this level? 
 
 
 
 
 
 
 
 
 
 
 

§ What methods can I use to measure at this level? 
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Writing Good Questions 
 
Best Practices 

§ Make sure your questions assess your performance and learning objectives and nothing 
but the objectives! 

§ Use Bloom’s Taxonomy and Depth of Knowledge models: 
• Test comprehension, application, and critical thinking – not just recall or 

recognition. 
• Use multilevel thinking to test the learners’ judgment skills or understanding of an 

in-depth subject, such as wording like “the most appropriate” or “most important”.  
• Create detailed examples or stories to test understanding and analyzing abilities, or 

tap into remembering or applying abilities with a story or example that draws upon 
knowledge they've already acquired. 

§ Provide positive and corrective feedback for all responses. 
 
True/False 

§ Avoid writing these if you can! They allow the learner a 50% chance to guess the 
correct answer, and are best when there are only two options available. 

§ Is the answer black-and-white, or are there shades of grey? Can you add another option 
or two and make a multiple choice question instead? 

§ Great for quiz games and ungraded review activities! 
§ ___________________________________________________________________________ 
§ ___________________________________________________________________________ 
§ ___________________________________________________________________________ 

 
Multiple Choice/Matching/Drag-and-Drop 

§ Use plausible incorrect answers in the questions to test the learner’s ability 
to remember the information and apply it to the problem.  

§ Write questions that anticipate common misunderstandings and errors – not trick 
questions, but questions that help determine a deeper-than-superficial knowledge. 

§ Integrate charts or graphs in your test, which will force the learner to use 
their analyzing skills to interpret the data. 

§ Don’t give away the answers! Avoid including information in questions that makes it 
easier to answer other questions, keep answers at similar lengths, and pay attention to 
grammar (such as number and article agreement). 

§ Avoid the use of negatives, double negatives, complex sentence structure, and other 
unclear language which can distract the learner. 

§ ___________________________________________________________________________ 
§ ___________________________________________________________________________ 
§ ___________________________________________________________________________ 
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Kirkpatrick Review 

 
 

 
This level measures: _________________________________________________________________  
 
____________________________________________________________________________________ 
 
 

§ What information am I collecting at this level? 
 
 
 
 
 
 
 
 
 
 
 

§ What methods can I use to measure at this level? 
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Kirkpatrick Review 

 
 

 
This level measures: _________________________________________________________________  
 
____________________________________________________________________________________ 
 
 

§ What information am I collecting at this level? 
 
 
 
 
 
 
 
 
 
 
 

§ What methods can I use to measure at this level? 
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Appendix: Templates 
 
Template Name Page 
 
Quick Evaluation Plan 

 
8 

 
Full Evaluation Plan 

 
9-10 

 
Expected and Baseline Measurements Worksheet 

 
11 

 
Isolate Variables Worksheet 

 
12-13 

 
Evaluation Interpretation Worksheet 

 
14-18 

 
Depth of Knowledge Levels 

 
19 

 
Bloom’s Taxonomy 

 
20 

 

Additional Resources 
 
ATD 

§ Evaluating Learning Impact Certificate [https://www.td.org/education-
courses/evaluating-learning-impact-certificate] 

§ Measuring Return on Investment Certificate [https://www.td.org/education-
courses/measuring-return-on-investment-certificate] 

§ Test Design and Delivery Certificate [https://www.td.org/education-courses/test-
design-and-delivery-certificate] 

§ Essentials of Survey Design Essentials Course [https://www.td.org/education-
courses/essentials-of-survey-design] 

§ Measuring Learning Results Self-Paced Course [https://www.td.org/education-
courses/adult-learning-measuring-learning-results] 

 
Other Courses and Workshops 

§ Evaluation of Training – Langevin Learning Services 
[https://www.langevin.com/workshops/view/evaluation-of-training] 

§ Various Courses and Certifications – Kirkpatrick Partners 
[https://www.kirkpatrickpartners.com/Training-Events] 
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Quick Evaluation Plan 
 
Evaluation Level 
and Questions 

Evaluation Instruments and Methodology 

4: What results do 
we expect to see 
from training? How 
will we measure? 

 

3: What behaviors 
need to change to 
get those results?  
How will we know? 

 

2: What needs to 
be learned before 
behavior can 
change? How will 
we measure 
knowledge gained? 

 

1: How can we 
make the learning 
experience the 
most effective and 
applicable? How 
will we evaluate? 
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Full Evaluation Plan 
 

Training Situation 

Training Course:       

Evaluation Start Date:       

Evaluation End Date:       

TNA Completed?   Yes   No 

Expected and Baseline Performance 

Reason for 
training 

How was expected performance 
determined? 

How was baseline performance 
determined? 

  New 
  Mandated 
  Gap 

            

Performance Gap: 

                      

 Expected  Baseline  Gap  

Evaluation Goal 

      

Measurement Frequency 

Reaction       

Learning       

Application       

Results/ROI       

Organizational Support 

Management will participate in training as: Management will help evaluation by: 

  Subject-matter experts   Collecting data 

  Guest speakers   Working with employees after training 

  Instructors   Completing post-training estimates 

  Auditors   Other:        

  Other:         
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Full Evaluation Plan (continued) 
 

Evaluation Plan 

Action Name Deadline Resources 

Design Instruments 

                        

                        

                        

                        

Implement Instruments 

                        

                        

                        

                        

Analyze Information 

                        

                        

                        

                        

Communicate Results 

                        

                        

                        

                        

Approval 

                

 Management Approval   Evaluation Approval  

                

 Date   Date  
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Expected and Baseline Measurements Worksheet 
 

Level Expected Baseline Gap 

4: Results Results client 
expects 

Results 
currently 
produced 

Gap between expected and actual results 

      

            Amount of gap training will address 

      

Amount of gap other changes will address 

      

3: Application Performance client 
expects 

Performance 
currently 
occurring 

Gap between expected and actual 
performance 

      

            Amount of gap training will address 

      

Amount of gap other changes will address 

      

2: Learning Knowledge and skill 
client expects 

Knowledge 
and skill 
employees 
currently have 

Gap between expected and actual knowledge 
and skill 

      

            Amount of gap training will address 

      

Amount of gap other changes will address 

      

1: Reaction/ 
Confidence 

Reaction/confidence 
client expects 

Confidence 
employees 
currently have 

Gap between expected and actual confidence 

      

            Amount of gap training will address 

      

Amount of gap other changes will address 
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Isolate Variables Worksheet 
 

Part 1 

Ask the questions on this worksheet in this context: “Since the training has taken place…” 

Internal Factors External factors 
Factors added, modified, or removed by 
personnel in the organization that affect the 
employees who took the training. 

Factors added, modified, or removed by other 
organizations that affect the employees who 
took the training. 

Standards Yes No  Yes No 
Have any procedures changed?   Have any related industry 

standards changed? 
  

Have any quotas changed?   Has any legislation affected the 
job? 

  

   Has any new technology affected 
the job? 

  

Measurement Yes No  Yes No 
Have new measurements been 
created (not including those related 
to the training evaluation)? 

  Has any legislation affected how 
external personnel measure these 
employees? 

  

   Have any audits taken place?   
Feedback Yes No  Yes  No 
Have new feedback practices been 
created (not including those related 
to the training evaluation)? 

  Have any new customer 
comments arisen? 

  

Conditions Yes No  Yes No 

Have any physical factors changed 
(location, space, etc.)? 

  Has market activity for our 
category of products and services 
changed? 

  

Have any tools changed (equipment, 
technology, personal protective 
equipment, etc.)? 

  Have competitors released any 
new products or services that 
compete with ours? 

  

   Has any legislation affected the 
working conditions? 

  

   Has any new technology affected 
the conditions? 

  

Incentive/Motivation Yes No  Yes No 
Have any new incentives been 
created, modified, or removed? 

  Have any bonus systems (profit 
sharing, stock options) been 
affected by other factors? 

  

Has employee morale increased or 
decreased as a result of factors not 
related to this training? 

  Have any external factors (market 
downturns, negative publicity, legal 
action) affected employee morale? 

  

 
 



Creating Evaluations: The Taste Test   ATD Greater Las Vegas 
 

  December 2018 13 

Isolate Variables Worksheet (continued) 
 

Knowledge & Skill Yes No  Yes No 

Have any other training programs 
taken place since this training? 

  Have market conditions, 
competition, or legislation required 
the employees to learn new 
knowledge or skills? 

  

Has any documentation been 
provided to employees? 

     

Have any new job aids been 
provided to employees? 

     

Capacity Yes No  Yes No 

Have any job responsibilities been 
added since the training? 

  Have any of the employees who 
took the training left the 
organization? 

  

Have any job responsibilities been 
changed since the training? 

  Have any new employees joined 
the group since the training? 

  

Have any job responsibilities been 
removed since the training? 

     

 

Part 2 
Describe results since training and allocate them to all factors identified with a “yes” checkmark above. 

Results 

Baseline results 
      

Actual results 
      

Change in results 
      

Allocation of Change in Results to Variables 

Variable Estimate  Confidence 
 Adjusted 

Allocation 
Allocated Change in 

Results 

Training       x       =             

            x                    

            x                    

            x                    

            x       =             

            x       =             

            x       =             

Total Allocated Results       
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Evaluation Interpretation Worksheet 
 

1.  Interpret ROI 

Expected ROI       

Actual ROI       

Variance       

 

Possible Reasons for Variance Why? 

COSTS  

Unexpected design costs       

Unexpected validation costs       

Unexpected delivery costs       

Unexpected evaluation costs       

BENEFITS  

Over-optimistic expectations       

Lower benefits due to lower results       

2.  Interpret Results 

Expected Results       

Actual Results       

Variance       

 

Possible Reasons for Variance Why? 

TRAINING-RELATED FACTORS  

New/modified procedures created new operational problems       

Problem/opportunity couldn’t be addressed by training       

Training covered wrong material       

Training taught incorrect methods       

Training didn’t address all related problems/opportunities       

Training was created as a quick fix       

Not enough employees trained       

Other:              
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Evaluation Interpretation Worksheet (continued) 
 

Possible Reasons for Variance (cont.) Why? 

OTHER FACTORS  

Conditions (Equipment, time, location, space)       

Standards (Procedures, targets)       

Measurement (Performance appraisals, informal assessments)       

Feedback (Coaching/mentoring, performance appraisals)       

Incentive/Motivation (Reward programs, recognition programs)       

Capacity (Newly hired employees)       

Knowledge and Skill (Other training, new knowledge/skills)       

APPLICATION INFLUENCE  

Compare variance in results with problems at application level.       

3.  Interpret Application 

Expected Application       

Actual Application       

Variance       

 
Possible Reasons for Variance Why? 

POST-TRAINING FACTORS  

Problems scheduling appropriate work       

No support from manager/supervisor       

Negative peer pressure       

Adaptation difficulties (new methods take longer, cost more at 
first) 

      

No job aids/support documentation provided       

No use of performance contract       

No use of action plan       

No coaching/assistance       

No feedback provided       

Resistance to change       

Equipment not available on job       

Other work took priority       
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Evaluation Interpretation Worksheet (continued) 
 

Possible Reasons for Variance (cont.) Why? 

No budget for new procedures       

Didn’t apply knowledge and skills soon enough after training       

Work done too rarely       

New procedures caused other problems on job       

Job procedures changed after training       

Other:              

LEARNING INFLUENCE  

Compare variance in application with problems at learning level.       

4.  Interpret Learning 

Expected Learning       

Actual Learning       

Variance       

 
Possible Reasons for Variance Why? 

DESIGN  

Not performance-based       

Not enough practice       

Practice didn’t reflect job       

No job aids/support documentation included       

Course structure didn’t reflect job structure       

Too much irrelevant material       

Not enough time spent on important material       

Covered too much content in too little time       

Detail level inappropriate (too much detail, too little detail)       

Practice equipment not like work equipment       

Ineffective learner materials       

Ineffective audio-visuals       

Course written at too high reading level       
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Evaluation Interpretation Worksheet (continued) 
 

Possible Reasons for Variance (cont.) Why? 

Course too long       

Course too short       

Too many variations of each procedure taught       

Other:              

DELIVERY  

Class size inappropriate (too large, too small)       

Training facilities restricted practice effectiveness       

Not enough assistance and feedback during practice       

Not enough pre-course preparation       

Language barriers       

Group dynamics problems (too much variation in experience 
level) 

      

Instructor problems (didn’t get to everyone for guidance, 
feedback) 

      

Learners resistant to change       

Not enough learner buy-in       

Other:              

REACTION INFLUENCE  

Compare variance in learning with problems at reaction level.       

5.  Interpret Reaction 

Expected Reaction       

Actual Reaction       

Variance       
 

Possible Reasons for Variance Why? 

DESIGN  

Unexpected content included       

Unclear objectives/goals       

No benefits tied to material       

Inappropriate pace (too slow, too fast)       

Not enough learner buy-in       
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Evaluation Interpretation Worksheet (continued) 
 

Possible Reasons for Variance (cont.) Why? 

Relevance to job not obvious       

Content not usable immediately after training       

Not enough active participation opportunities       

Learners couldn’t relate to content       

Inappropriate structure for coffee breaks/lunch (too many, too 
few, too long, too short) 

      

Not culturally geared to audience       

Competition levels inappropriate (too much, too serious, etc.)       

Course didn’t maintain/build learner self-esteem       

Other:              

DELIVERY  

Not enough pre-course preparation       

Learners attended against their will       

Not enough interaction with other learners       

Instructor issues (knowledge, credibility, organization, time 
management, facilitation, presentation, enthusiasm, appearance) 

      

Not enough flexibility in agenda to address issues       

Course too long/too short       

Environment problems (temperature, lighting, seating, etc.)       

Level of fun inappropriate (too much or too little)       

Equipment problems (audio-visual, practice equipment)       

Group dynamics problems (small groups unbalanced, disruptive 
individuals) 

      

Learners’ past training experiences negative       

Other:              
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Depth of Knowledge (DOK) Levels 
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Bloom’s Taxonomy 

 


