
how to evaluate training using the
kirkpatrick model
How to evaluate training using the Kirkpatrick model is a critical aspect of ensuring
that training programs meet their objectives and contribute to organizational goals. The
Kirkpatrick Model, developed by Donald Kirkpatrick in the 1950s, is a widely recognized
framework for assessing the effectiveness of training initiatives. This article will delve into
the four levels of the Kirkpatrick Model, how to apply it in practice, and the benefits of
using this approach for evaluating training programs.

The Four Levels of the Kirkpatrick Model

The Kirkpatrick Model is structured around four distinct levels of evaluation, each building
upon the previous one. These levels are:

Level 1: Reaction

The first level measures how participants react to the training. It assesses their immediate
feelings, thoughts, and perceptions about the training experience. This level answers
questions like:

- Did the participants find the training engaging?
- Was the training content relevant and helpful?
- Did the training environment support learning?

To evaluate this level, trainers can use:

- Surveys and Questionnaires: Distributing surveys at the end of training sessions can
provide insights into participants’ satisfaction.
- Feedback Forms: Collecting qualitative feedback allows for a deeper understanding of
participants’ perspectives.

Level 2: Learning

The second level assesses the extent to which participants have acquired the intended
knowledge, skills, and attitudes from the training. It measures what learners have learned
as a result of the training program. Key questions include:

- What knowledge or skills did the participants gain?
- How well did they perform in assessments related to the training content?

To evaluate this level, organizations can use:



- Pre- and Post-Training Assessments: Comparing test scores before and after training can
demonstrate learning progress.
- Practical Demonstrations: Observing participants in practice scenarios can provide
evidence of skill acquisition.

Level 3: Behavior

The third level focuses on behavior change and the application of learned skills in the
workplace. It examines whether participants are applying what they have learned in their
daily work. Important questions here include:

- Are employees applying new knowledge and skills on the job?
- Have there been noticeable changes in behavior as a result of the training?

Evaluation methods for this level may include:

- Observations: Supervisors or managers can observe employees to see if they are using
the new skills.
- Performance Reviews: Reviewing employee performance metrics before and after
training can help identify behavioral changes.
- Follow-Up Surveys: Conducting surveys a few weeks or months post-training can gauge
the long-term application of learned skills.

Level 4: Results

The final level measures the ultimate impact of the training on the organization. This level
evaluates the training’s effectiveness in achieving business goals and improving
organizational performance. Important questions include:

- Did the training lead to improved productivity?
- Were there reductions in costs or increases in sales as a result of the training?

To evaluate this level, organizations can utilize:

- Key Performance Indicators (KPIs): Monitoring specific metrics that align with business
objectives can provide insights into the training’s impact.
- Return on Investment (ROI): Conducting an ROI analysis can help determine the financial
benefits of the training compared to its costs.

Implementing the Kirkpatrick Model

To effectively implement the Kirkpatrick Model for training evaluation, organizations
should follow a structured approach:



1. Define Objectives

Before the training program begins, it is essential to clearly define the objectives. These
should align with the organization’s overall goals and specify what success looks like at
each level of evaluation.

2. Develop Evaluation Tools

Create or choose appropriate tools for gathering data at each evaluation level. This could
include surveys, assessments, observation checklists, and performance metrics.

3. Conduct Evaluations

After the training, conduct evaluations at each level. It’s important to gather data at all
four levels to get a comprehensive understanding of the training’s effectiveness.

4. Analyze Data

Once the evaluations are complete, analyze the data to identify trends, strengths, and
areas for improvement. Look for correlations between training and changes in behavior or
organizational results.

5. Report Findings

Communicate the evaluation findings to stakeholders. Provide a clear report that outlines
the impact of the training, including both qualitative and quantitative results.

6. Make Improvements

Use the insights gained from the evaluation to refine future training programs. Continuous
improvement is vital for ensuring that training remains relevant and effective.

Benefits of Using the Kirkpatrick Model

The Kirkpatrick Model offers several advantages for organizations looking to evaluate
their training programs:



Comprehensive Evaluation: The model’s four levels provide a holistic view of
training effectiveness, from participant satisfaction to organizational impact.

Alignment with Business Goals: By focusing on results, organizations can ensure
that training programs contribute to overall business objectives.

Continuous Improvement: The insights gained from evaluations can inform future
training initiatives, leading to enhanced learning experiences.

Enhanced Accountability: The model fosters a culture of accountability, as trainers
and organizations can track the effectiveness of their training investments.

Data-Driven Decision Making: The use of quantitative and qualitative data enables
organizations to make informed decisions about training and development.

Challenges in Evaluating Training

While the Kirkpatrick Model is a powerful framework, there are challenges that
organizations may encounter during the evaluation process:

- Time and Resource Constraints: Gathering data at all levels can be time-consuming and
may require additional resources.
- Resistance to Change: Employees may be hesitant to provide feedback or change their
behavior, making it difficult to assess the effectiveness of training.
- Attribution of Results: Determining whether changes in performance are due to training
or other factors can be challenging.

Conclusion

Evaluating training using the Kirkpatrick Model is an effective way to ensure that training
programs are valuable, relevant, and aligned with organizational goals. By systematically
assessing each level of the model, organizations can gain insights that lead to improved
training initiatives and better overall performance. In today’s rapidly changing business
landscape, effective training evaluation is not just beneficial; it is essential for sustained
growth and success. By adopting the Kirkpatrick Model, organizations can foster a culture
of continuous learning and improvement, ultimately leading to enhanced employee
performance and organizational achievement.

Frequently Asked Questions



What is the Kirkpatrick Model?
The Kirkpatrick Model is a framework for evaluating training programs, consisting of four
levels: Reaction, Learning, Behavior, and Results. It helps organizations assess the
effectiveness of training by measuring participants' reactions, the knowledge gained, the
application of skills on the job, and the overall impact on organizational goals.

How do you assess the Reaction level in the Kirkpatrick
Model?
To assess the Reaction level, gather participant feedback immediately after training
through surveys, questionnaires, or interviews. Ask participants about their satisfaction
with the training content, delivery, and relevance to their roles.

What methods can be used to evaluate the Learning
level?
To evaluate the Learning level, use assessments such as quizzes, tests, or practical
demonstrations before and after the training. This will help measure the knowledge or
skills participants have gained as a result of the training.

How can an organization measure the Behavior level?
To measure the Behavior level, observe participants in their work environment after
training to see if they are applying the skills and knowledge learned. This can be done
through performance evaluations, direct observation, or feedback from supervisors and
peers.

What indicators are useful for evaluating the Results
level?
Indicators for the Results level include metrics such as increased productivity, improved
quality of work, reduced costs, higher customer satisfaction, and overall impact on
business objectives. These should be compared to baseline data collected before the
training.

How often should training evaluations using the
Kirkpatrick Model be conducted?
Training evaluations should ideally be conducted at multiple points: immediately after
training for Reaction, shortly after for Learning, several weeks or months later for
Behavior, and periodically for Results to assess long-term impact.

Can the Kirkpatrick Model be applied to online
training?
Yes, the Kirkpatrick Model can be effectively applied to online training. Use digital tools to



gather feedback, conduct assessments, and analyze performance metrics to evaluate each
level of the model in a virtual learning environment.

What are common challenges in evaluating training
using the Kirkpatrick Model?
Common challenges include obtaining honest feedback for Reaction, ensuring valid
assessment methods for Learning, tracking Behavior changes in busy work environments,
and attributing Results directly to training rather than other factors.

How can organizations improve their training
evaluations using the Kirkpatrick Model?
Organizations can improve evaluations by setting clear objectives, using a mix of
qualitative and quantitative data, involving stakeholders in the evaluation process, and
continuously refining training programs based on feedback and results.
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