


Evaluating Transfer involves 
measuring 

whether or not participants in a 
training course use and retain what 
they learned back in the workplace.
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Learning Objective:

As a result of this session you 
will be able to develop a 
questionnaire that you can use 
to assess USE and 
RETENTION of facilitation skills 
gained during the MFDP 



Results at this level can provide 
evidence that training has the 
desired impact on improved 
performance or what is needed to 
improve the training.  

EVALUATING TRANSFER



Use of this level combined with level 1 (reaction) and 
level 2 (learning) can also determine if workplace 
factors are impacting on transfer of learning to the job.   

For example: level 3 may reveal that employees failed 
to practice their new skills or training when they 
returned to the job, although level 1 (reaction) and 
level 2 (learning) was favorable 
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Question:

What factors do you think affect 
the transfer of skills, knowledge 
and attitudes back to the 
workplace after training?
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Obstacles to Transfer
 Lack of motivation for learning or transfer.
 Lack of reinforcement of new knowledge of skills.
 Interference from the work environment.
 Non-supportive culture.
 Impractical, irrelevant training.
 Poor training design and facilitation.
 Lack of accountability.

Presenter
Presentation Notes
Before we discuss specific stakeholder roles, let’s discuss some of the obstacles that can prevent or block training transfer. Notice these are the opposite of what we discussed in the transfer model (Slide #11).Question: Consider when you’ve found it difficult to use or to apply new knowledge on the job. What obstacles prevented successful transfer? Did some of them include those listed or were there others?Answer: Suggest that transfer strategies—even when known by an organization—often go overlooked unless stakeholders are held accountable for supporting learners.  
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Training Transfer Model

Based in part on Salas, Cannon-Bowers, Rhodenizer, & Bowers, 1999 & Baldwin & 
Ford, 1988.

Learner Characteristics

Training Design

Work Environment

-Cognitive Ability

-Self-efficacy

-Motivation (personality, job/career)

Development of Learning Goals
Adult Learning Principles
Instructional Methods & Media 
Self-Management Strategies

Strategic Link of Training
Org Climate & Accountability
Opportunity to Perform
Technological Support

Learning Transfer
Individual &
Organizational
Performance

Presenter
Presentation Notes
Drawing from the seminal work of Baldwin and Ford (1988) who first proposed a three-factor model of transfer, Burke and Hutchins (2007) conducted an integrative review of literature that updated and extended the transfer model. In this model, you will see that several factors affect both learning and transfer of knowledge and skills from a training event. Notice that transfer is also not the end result; successful transfer ultimately leads to improved individual and organizational performance.Each factor will be reviewed in the next few slides.Question: Which factor do you believe has the greatest affect on successful transfer? Answer: Emerging research shows that the work environment has a strong influence on learners’ use and maintenance of learning in the work setting. Of course, learning must occur first, but the work environment plays a large role after that.
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Learner Characteristics
 Includes a learner’s intellectual ability and 

self efficacy (perceived ability) to understand 
and use his or her knowledge and skills and 
certain motivational factors, such as 
personality and usefulness of learning to job 
and career enhancement. 

 Learner characteristics influence both learning 
and transfer.

Presenter
Presentation Notes
Question: Why do these learner characteristics influence training transfer?Answer: Because each plays a major role in learning and subsequently, transfer. 
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Training Design
 The development of specific learning 

objectives, the use of adult learning 
principles in the design and facilitation of 
training and the use of instructional media
that support both near and far transfer. 

 The use of assessment tests that are relevant 
for the job help learners think about how they 
will use their knowledge and skills in the work 
setting. 

Presenter
Presentation Notes
Question: How does training design influence training transfer?Answer: Good training design helps support learning and how that learning will extend to the work setting.
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Work Environment
 When training is strategically linked to organizational 

goals, learners can see how their training transfer can 
improve overall organizational performance. 

 Other work environment influences include that 
employers: 
 Encourage a supportive transfer climate.
 Hold learners accountable for their learning.
 Involve managers and peers to support training 

transfer and provides learners with opportunities 
to practice their new skills in the work setting. 

Presenter
Presentation Notes
Learning management systems (LMS) are software tools which design, support and manage organizational learning interventions. Examples include WebCT and Blackboard. An electronic performance support system (EPSS) is an integrated online environment available to each employee which provides online access to performance support resources.Question: Why do these factors influence training transfer?Answer: A supportive work environment is one of the most important factors to influencing training transfer. 
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Supporting Transfer
Question:

What are some transfer strategies can be 
used:

○Before training? 
○During training? 
○After training?

Presenter
Presentation Notes
Mary Broad conducted extensive research to identify strategies that support transfer before, during and after the training experience. Her early work with Newstrom (Broad & Newstrom, 1992) resulted in a matrix that identified specific strategies that could be used to support transfer at each time period. She has since updated this list in her most recent work (Broad, 2005). Some of these strategies are listed on the next few slides.Question: Are there different transfer strategies that might be better if used before, during or after training? Ask students to consider their own learning experiences in school or on the job.Answer: Yes. It has been only recently that research has considered how transfer strategies might be distributed throughout the training process.
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Transfer Strategies Used Before Training

 Review training goals with manager and 
understand how learning will contribute 
to improved performance.

 Review training content before the 
training session.

 Use actual work issues or examples 
during training to show relevance of 
what is learned. 

Presenter
Presentation Notes
Question: What are some examples of transfer strategies that could be used before training?Possible answers: Come to training with an open attitude for learning; discuss how the trainees will be held accountable for transfer.
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Transfer Strategies Used During Training

 Create a mnemonic device to help trainees remember key 
concepts (i.e., abbreviations or metaphors).

 Have managers participate in training to show support for 
training program.

 Have trainees complete action plans as a part of training 
program.

Presenter
Presentation Notes
A mnemonic device is a combination of symbols, words, pictures or numbers that help people remember a concept. Having managers present and actively participating during training motivates fellow trainees to focus on the training; if it’s important enough to have managers participate, it must be “must know” information for all trainees. Having trainees complete action plans (how they will apply the training to their jobs)  during the actual training helps them “fit” the training into the context of their work environment, facilitating training transfer.�Question: What are some examples of transfer strategies that could be used during training?Possible answers: Stick to “must-know” content; keep trainees involved and engaged in training with activities; provide reflection time; and include frequent learning assessments via quizzes and feedback.
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Transfer Strategies Used After Training

 Provide trainees with opportunities to apply their new 
knowledge and skills on the job.

 Talk with other trainees about how they are applying the 
training at work. 

 Discuss transfer behaviors during performance reviews. 

Presenter
Presentation Notes
Question: What are some examples of transfer strategies that could be used after training?Possible answers: Ask trainee what they learned and for examples; distribute posters or job aids to remind employees of key training concepts. 
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• Were knowledge and skills acquired through training program used in 

the workplace?

• Were there measurable changes in the performance of  participants 

when back in their workplace?

• Was the change in performance and new level of knowledge or skills 

sustained?

• Were there any particular barriers or promoters to the application of 

learning to the workplace?

• What influence have factors such as the workplace environment, the 

‘learning culture’, the support of managers and supervisors, the 

availability of on-the-job support had on the application of learning?

Exercise: For each of the following decide what source you would use and what 
method you would use to collect this data.



What Data Collection Methods can be 
used in a Level 3 Evaluation?

Evaluation at this level is typically carried out 
using questionnaires, interviews or focus 

groups aimed at training participants and/or their 
managers, and it usually begins at least 3 months 

after the training has been completed. 

This allows time for the learning to be applied to 
and impact on the workplace. 
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• Use a control group, if practical.
• Allow time for behavior change to take place.
• Evaluate both before and after the program if 

practical.
• Survey and/or interview one or more of the 

following: trainees, their immediate supervisor, 
their subordinates, and others who observe their 
behavior.

• Try for 100 percent response or a sampling.
• Repeat the evaluation at appropriate times.
• Consider costs versus benefits.

GUIDELINES FOR EVALUATING TRANSFER 
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Which particular job behaviors and/or competencies are expected to 
change as a result of the training program?

When choosing your specific evaluation questions for level three you will 
need to consider the following:

Is data on these job behaviors and/or competencies currently collected 
(e.g. through performance management appraisals)? If not, then where 
can the data be collected?

When, and over what timescale, will changes to the job behaviours
and/or competencies be measured? 

What factors other than the training program might influence changes to 
each job behavior and/or competency? 

Where possible, each of the above questions should be discussed and, 
where relevant, agreed with key stakeholders in advance of the training 
development. The conclusions can then be integrated within both training 
and evaluation objectives and plans 
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Step One: Plan the Evaluation:
List specific skills and knowledge that you will 
measure.

Talk to others about the level of evaluation you 
propose and the benefits of the evaluation.  

Determine which employees and their supervisors 
will be included.  Ideally, you should include 
everyone who has taken the training.  If time and 
budget are a constraint, consider using a sample 
group. 
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Step Two: Select the tool:  
Post-training surveys: Questionnaires are sent to 
employees and/or their managers three to six 
months after training.  

Their purpose is to determine which skills learned 
in the training are being used.  

Based on how much information you need, use 
the level 3 sample or develop your own 
questionnaire to measure transfer of learning.
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Step Three: Develop the  
Questionnaire or Interview Guide

Don't assume that all participants have used 
their skills and knowledge.

In fact, assume they were unable to apply and 
explore the reasons why not.

Consider all variables that influence 
participants ability to use and retain their 
skills.
Test your questionnaire or interview guide 
before actually using it.
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Step Four: Implement the evaluation:

Determine when to send the evaluation.  

Send the evaluation and other relevant information to 
the employee. 

Send reminders to those who are slow to return the 
forms and keep records of the collected evaluations 
to ensure good return.

Consider measuring both student responses and the 
responses of their managers or supervisors. 
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Step Five: Analyze the results:

For each item, count the number of responses to each 
rating and find the average.

Review the comments, categorize them based on 
similarities, and write a brief summary.

Total the results and divide by the number of items to find 
the average perceived gain for each individual.  

Use this process to find the average for the whole class or 
the aggregate of classes. 
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Step Six: Prepare the report:

Write a short “Training Evaluation 
Report” summarizing the results and 
making recommendations for further 
action.

Always include all student comments, 
either by attaching copies of the 
forms themselves or, if time permits, 
by retyping them.
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Learning Objective:

As a result of this session you 
will be able to develop a 
questionnaire that you can use 
to assess USE and 
RETENTION of facilitation skills 
gained during the MFDP 
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Assessment Exercise:

You have been asked to evaluate transfer 
of Facilitation Skills from the MFDP.

Select 10 facilitation skills you have 
learned in the MFDP

In teams, prepare a questionnaire for 
participants and their managers to 
determine that participants have USED 
and RETAINED facilitation skills.



Evaluating Transfer involves 
measuring 

whether or not participants in a 
training course use and retain what 
they learned back in the workplace.
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