Guidance on Evaluating the One-day Learning Event for Senior Managers of the International UN, NGO and IGO Community

on Protection from Sexual Exploitation and Abuse by UN, NGO and IGO Personnel:  From Learning to Action

The information below provides   basic guidance on evaluating the PSEA learning event for senior mangers by

· outlining key points related to evaluation processes according to the Kirkpatrick model; 

· providing an overview of the evaluation tools that accompany the PSEA senior manager’s learning event;

· offering recommendations on how to use the tools in order to monitor the impact of a PSEA senior manager’s learning event.
1.  Key Points to Remember in an Evaluation:  the Kirkpatrick Model

One of the most popular and widely used models for evaluating learning effectiveness was developed in 1959 by Donald Kirkpatrick and most recently updated in his 1998 book, “Evaluating Training Programs:  The Four Levels.” The four levels of Kirkpatrick’s training evaluation process seek to measure the following:

	What is evaluated?
	Characteristics of the evaluation
	Timeframe

	Level 1:  Reaction of training participants


	Evaluation at this level measures how participants reacted and/or perceived a learning program. This level of evaluation is generally focused on satisfaction with the learning experience (based on the assumption that a positive reaction is more likely to mean that participants felt they learned something).  
	Usually administered during or immediately after a learning event.

	Level 2: Learning of training participants


	Evaluation at this level seeks to understand how much participants have actually learned. Generally, methods of assessment should be closely related to the aims of the learning event.
	Usually evaluation at this level involves assessments or tests that occur both before and after the learning event.

	Level 3:  Transfer of knowledge to training participants


	Evaluation at this level seeks to understand how knowledge and skills learned have actually been applied to the participants’ work environment. These assessments can be designed around relevant performance scenarios or key performance indicators of participants.
	This type of evaluation can occur immediately and/or several months after a learning event.

	Level 4:  Results of learning on changes in the participant’s work environment 


	Evaluation at this level seeks to understand the impact of participants’ behavior change on the environment in which he/she works.  This level of measurement requires some analysis of external factors which might inform the cause of good or poor results.


	This type of evaluation often occurs six to twelve months following a learning event.


Most often attention to evaluation focuses on the first level of Kirkpatrick’s model—participants’ reactions about a training program—because this is the easiest and quickest way to measure training.  But it is very important to remember that a positive reaction to a learning event does not necessarily mean that participants absorbed enough knowledge to apply it to changing their work environment!   

The tools outlined below are designed to assist facilitators to meet all the levels outlined in Kirkpatrick’s model.  The evaluation process should therefore serve a variety of purposes:  to help facilitators anticipate the needs of participants in advance of a learning event and adjust the curriculum accordingly; to improve on subsequent learning events through direct feedback from participants; to measure the extent to which participant learning is transformed into action following a learning event; and to help facilitators monitor on-going activities and needs of senior managers and other staff to ensure that they are receiving sufficient support to meet their responsibilities with regard to protection from sexual exploitation and abuse.

2.  Overview of Evaluation Tools for the PSEA Senior Manager’s Learning Event

Tool 1:  Baseline Survey (HO 1.2)

The Baseline Survey is a tool for facilitators to better understand the nature and extent of PSEA activities that have been undertaken by senior managers and other learning event attendees in their agencies/organizations prior to their participation in a learning event.   Conducting a pre-event analysis of PSEA activities, gaps in PSEA activities, and self-reported learning needs of senior managers will assist facilitators in adapting the content of the learning event to maximize benefit for participants.  It also establishes a very general baseline against which evaluators can later measure progress made by participants in acquiring and applying learning.  

Tool 2:  Learning Event Evaluation (HO 8.1)
The SM Learning Event Evaluation is designed to address Level 1 of Kirkpatrick’s model:  understanding to what extent the participants perceived the training as effective and what content was deemed to be most useful.  In the interest of time the evaluation form is very brief, but it nevertheless seeks to go beyond a simple analysis of perceived quality of the learning event to encourage participants to consider what were the most useful elements of their learning and how they might apply their learning in their work environments (questions 2&3 of the evaluation form). 

Tool 3:  Follow-up Self-Assessment Questionnaire for Senior Managers 

The Follow-up Self-Assessment Questionnaire for Senior Managers is designed as a self-evaluation tool for senior managers to identify the extent to which they have been able to put into practice their responsibilities as outlined during the learning event.  The follow-up questionnaire attempts to address both Level 2 (evaluating learning) and Level 3 (evaluating knowledge transfer) of Kirkpatrick’s model.  Components of the questionnaire build upon the baseline survey, with added questions focusing specifically on the value of the training in terms of acquired and applied knowledge.   

It bears noting that the most common form of evaluating learning is through pre- and post-tests, most often delivered at the beginning and at the close of a learning event and relating to specific information delivered during a learning event.  However, given the considerable time pressure facing facilitators during the one-day event, and out of deference to senior managers who may not be enthusiastic about taking a “test” on learning content, it has been deemed preferable in this instance to use the baseline survey as a general pre-test, supplementing that with the follow-up self-assessment questionnaire as a general post-test.   

Evaluators should remember that by their very nature self-assessments do not provide an objective accounting of the degree of internalized and/or applied learning, so information gleaned from the self-assessment should be analyzed with this caveat in mind.   The self-assessment is nevertheless a useful way to encourage senior managers to reflect on and take responsibility for transforming their learning into action in terms of fulfilling their responsibilities in facilitating compliance with the UN Secretary-General’s Bulletin and other standards of conduct related to PSEA.  The self-assessment is meant to be used in combination with the Focal Point Checklist for Action, described below.
Tool 4:  Focal Point Checklist for Action

The Focal Point Checklist for Action is a way to quantitatively measure overall improvement in PSEA activities in the sites where senior managers have received training and is therefore designed to address Level 4 of Kirkpatrick’s model. Focal points rather than senior managers have been designated to complete the checklist for several reasons:  1) it is lengthy and senior managers may not have the time to complete it; 2) it addresses a number of PSEA activities for which senior managers are responsible for facilitating but not directly implementing, and as such focal points may be in a better position to assess levels of implementation; 3) it offers Focal Points the opportunity to provide their own accounting of the extent of activities being implemented, thus counterbalancing the subjectivity of the self-assessment tool for senior managers.  The checklist offers a basic quantitative analysis because it is relatively easy for those completing the checklist to add up—or quantify—the number of activities that are underway in their duty stations.

3.  Guidance on using the Evaluation Tools

All of the tools have been developed to be as brief and user-friendly as possible, based on the understanding that senior managers are very busy and are therefore not likely to have the time or the inclination to participate in an extensive evaluation process.  Facilitators of the learning event should adapt the evaluation tools according the circumstances, needs and capacities of the environment in which the learning event is conducted, expanding or contracting the tools accordingly.  The following is meant to provide general guidance on possible procedures for using the tools when implementing an evaluation process for a learning event.

Stage One:  Baseline Survey (HO 1.2).  If at all possible, the baseline survey should be sent to all participants two weeks in advance of the learning event (as an accompaniment, for example, to the logistical note and agenda) with a request that they return it to the facilitators/event organizers at least one week prior to the learning event.  This will give facilitators the opportunity to review the survey responses and adjust the content of the learning event according to identified learning needs.  If it is not feasible to send the baseline survey in advance to all (or any) of the participants, facilitators are encouraged to ask participants to complete the survey at the beginning of the learning event and then review the completed surveys at the first tea break in order to be better able to emphasize relevant information in the remainder of the day.

Stage Two:  Learning Event Evaluation (HO 8.1).  At the close of the learning event, facilitators should distribute the evaluation, giving participants at least ten minutes to complete it.  If the facilitators and/or event organizers distribute a report on the training, the results of the evaluation can be summarized in the report.  Whether or not the information is shared in a summary report, the facilitators should use the information in the evaluation to consider methods for improving subsequent learning events.   They should also compare the information provided by participants in Question 3 (“What elements of today’s learning do you intend to apply to your work environment?”) against subsequent information gathered through the self-assessment questionnaire and the FP checklist to determine if senior managers were able to meet the goals initially identified at the close of the learning event.

Stage Three:  Self-Assessment Questionnaire and FP Checklist.  Approximately two months after the learning event has been completed, it is recommended that the facilitators and/or event organizers send out the self-assessment questionnaire to the participants of the learning event, with a request that responses are returned in no more than two weeks.  The facilitators/event organizers should use this opportunity to ask senior managers to provide a contact for their agency/organization focal point if the contact has not already been identified.  As soon as the contact information has been shared, the facilitators/event organizers should send the FP Checklist to the designated FP for completion, requesting the checklist is returned to facilitators/event organizers within two weeks.  (There should not be significant lag time between distribution of the self-assessment questionnaire and the FP Checklist so that comparisons can be made about what the senior managers are identifying as activities undertaken and what the FPs identify as activities undertaken.)  Note that facilitators/event organizers may wish to share the checklist with FPs of agencies that did not attend the learning event as a method for comparison between agencies that participated in the learning event and those that did not, as well as a way to measure the overall implementation of PSEA activities in a particular country following a learning event.  The facilitators/event organizers should access a list of FPs from the In-country Focal Point Network.

Facilitators can use the responses from the self-assessment questionnaire and the FP checklist to identify progress made as well as needs for further technical assistance.  

Stage Four:  FP Checklist.  Approximately ten months to one year after the learning event, the facilitators/event organizers are encouraged to re-send the same FP Checklist again.  The responses can then be compared against the responses to the first mailing of the checklist, providing facilitators with information about the extent to which PSEA activities have been initiated and/or expanded.  This information can again be used as a basis for identifying needs for further technical assistance.

4.  Final Note

If time permits, a learning event may include the development of key action points for the participants (see Facilitator Session Notes, Session 7). It may be useful for facilitators to record these action points to: 1) include in a report of the learning event in order to document discussion of next steps; and 2) use as a basis for comparison against the evaluation tools to measure and spur progress made in realizing the action points.  
It is up to facilitators and/or others reviewing the evaluation materials to determine how best to move forward with the results.  Ideally the facilitators can work with the In-country Focal Point Network to address identified gaps and meet on-going learning needs.  The facilitators are also encouraged to share information about the evaluation process with the ECHA/ECPS UN and NGO Task Force by mailing any summary of evaluation outcomes to seatf@un.org.  
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