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8 steps to effective training feedback

BY JACQUES GAUMOND

magine spending one-half of

a year’s salary on a new car

and just leaving it parked in

front of the house forever.
The car never roars down the
highway, so there’s no way to
gauge performance. It’s never
taken grocery shopping, so it’s
impossible to assess the trunk
space. And the sound system is
never cranked up, so nobody
has any idea how good it is.

Few people would do that
with a new car. But a remark-
able number of organizations do
the equivalent with employee
training. They invest a substan-
tial amount of money without
ever doing preparatory work be-
forehand or seeking an accurate
picture afterwards on what they
gained for their money.

Many take a literal view of
training feedback — they en-
quire about the trainee’s satis-
faction and degree of learning
upon training completion, but
seldom ask about the job im-
pact, business benefit or re-
turns from the training invest-
ment once the trainee is back
on the job.

There are eight key steps to
getting the most value from
training budgets and obtaining
the best information about
training outcomes.

Identify training needs. Be-

fore training even starts,
identify the kind of training the
organization needs and wants
to do, whether for new regula-
tions, new technology or differ-
entiation in the market. Regard-
less of whether it is offered
in-house or by an outside sup-
plier, run pilot projects and
learn from them before deploy-
ing programs more widely
throughout the organization.

This helps eliminate any differ-
ences between in-house and ex-
ternal training providers.

Create employee competency

profiles. Before training ac-
tually starts, prepare a core
competency profile for all em-
ployees. This helps determine
which employees need what
training and, as an added
bonus, provides the organiza-
tion with a system-wide inven-
tory of the skills that already
exist in-house.

Ask the basics. As soon as

an individual has complet-
ed training, it is a good idea to
ask him the basic question:
“Did you find the training satis-
factory?” This helps send a sig-
nal to the employee that the or-
ganization cares about training
quality.

Find out what was learned.

Organizations need to go
beyond the basics and ask the
employee: “Have you learned
anything?” Follow up by asking
for elaboration. Not enough or-
ganizations take this step, even
though it is useful to gauge rele-
vance and determine where
training programs need tweak-
ing.

Gauge the mid-term impact

on the job. Few companies
actually get to the heart of the
impact of training on an individ-
ual’s job. But new tools can
make this step easy. Web-based
tools, including 360-degree feed-
back, can help a trainer prepare
detailed questionnaires for the
employee and his peers, subor-
dinates, clients, suppliers and
supervisor, asking for observa-
tions about changed or im-
proved behaviour. This should
be done about three months af-
ter the training.

These questionnaires should

be written using information

from employee competency pro-
files prepared before training.
Rather than asking respondents
to rate a certain competency on
a scale of one to 10, the ques-
tions should be phrased in con-
crete terms. This allows respon-
dents to make accurate
observations about employee
behaviour.

For example, ask: “Does the
person build effective working
relationships with other stake-
holders?” The choices for an-
swers should be along the lines
of “never, rarely, sometimes,
frequently, always or not applic-
able.” The aggregated feedback
should then be shared with the
employee to create a true 360-
degree view of his improve-
ment.

Determine the effect on busi-

ness. To gain a precise mea-
surement of the impact training
has had on business results,
ask: “Did the trainee’s division
log improved sales or operating
efficiencies since the training?
Has there been a dollars-and-
cents improvement to the bot-
tom-line that can be traced back
to the training? Has customer
satisfaction improved against
specific objectives?”

It’s not really 360-degree feed-
back until the organization it-
self has had a say in training
outcomes.

Measure the return on

investment. Measuring the
return on investment of training
and reporting back to execu-
tives helps mould the shape of
future training programs. Ask:
“How much did sales or earn-
ings rise for every dollar spent
on training?”

In this day and age, more or-
ganizations should make con-
scious efforts to calculate ROI
because it reveals if they should

invest more in training and de-
velopment or if the training it-
self needs to be improved.

Gauge the long-term job im-

pact. Prepare detailed ques-
tionnaires for the employee and
those around him about six to
12 months after training com-
pletion. The questions should
be tied to what the employee
does and is supposed to do. This
kind of long-term followup is
rarely done but can provide in-
valuable data about the long-
term value of different kinds of
training.

There will, of course, be other
things to take into account in
the area of training feedback.
For example, supervisor or
trainer feedback and tracking
are sufficient when the employ-
ee has been assigned to compli-
ance training regarding new
laws or regulations; on the oth-
er hand, full post-training as-
sessments using 360-degree
feedback is most appropriate
for training on soft skills or
launching a new product line.

In addition, it is no longer
necessary to differentiate be-
tween senior- and lower-level
employees when performing
360-degree training feedback.
While senior and core employ-
ees obviously will receive more
in-depth and frequent training
than line employees, it is nei-
ther expensive nor difficult to
obtain feedback on all employ-
ees who have taken training.

Jacques Gaumond is vice-
president of sales and
marketing at Technomedia
Training, a Montreal-based
provider of web-based talent
management and development
solutions. For more
information, visit
www.technomedia.ca.
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