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he most important question we should
ask about virtually any business opera-
tion or expenditure is: Am I getting value

for money? If you are not, then it would seem
sensible to stop. If you are, you feel you can con-
tinue with confidence.

This apparently obvious dose of common-
sense seems to disappear when the subject of
training comes up. Evaluation of training of
people within an organisation is often forgotten
totally. Instead training is carried out on occa-
sions to satisfy a feeling that it ‘ought to be
done’ and is often the first thing to be cut when
a reduction in expenditure is contemplated.

All of this raises the important and obvious
point: if your people are your most expensive
resource (and they are) then it is incumbent on
you to ensure that they are fully trained to per-
form their jobs effectively. If they are not then
you are wasting your investment, often sub-
stantially.

The role of evaluation of training in CPD
As was discussed in the first part of this series
the importance of evaluation of training takes
on a new significance when we consider the role
of CPD. If we need to demonstrate that we are
keeping up-to-date by carrying out CPD then
surely we need to ensure that we are gaining the
maximum benefit as well. People simply carry-
ing out CPD to complete the form with the
right number of credits are wasting their own
time, the time of those providing the CPD, and
the time of those imposing the CPD (if that is
the case).

In other words — if you have to carry out
some form of CPD to satisfy the requirements

of the GDC then the least you can do is gain the
maximum benefit from it as well. Not to do so is
both stupid and wasteful.

Thus you need to be sure that the CPD you
embark on meets the following requirements:

• It is satisfying identified needs in the people
involved

• It is helping the organisation meet its objec-
tives

• It is evaluated to ensure that learning was
achieved

• Something has changed as a result of the
training that will produce benefits (ideally)
to both the individual trained and the
organisation.

The five levels of evaluation
There are five basic levels of evaluation which
are summarized in Figure 1. Most dental train-
ing involves Level 1 (reaction to the event) but
goes no further. In smaller organizations (such
as dental practices) Levels 4 and 5 can probably
be combined, but in larger organizations they
should be considered separately.

Reaction to the event
The first level of evaluation is the reaction of the
trainee to the event itself. In formal training
(such as a course, workshop or seminar) people
are often provided with ‘evaluation forms’ to
complete at the end of the event. In more infor-
mal training (on-the-job, reading a book or
completing a distance-learning programme)
even this basic level is usually omitted.

Evaluation forms at the end of courses are
really more for the benefit of the organizer of the
event itself (which is why they are handed in)
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In this part, we will 
discuss making sure
your CPD meets the 
following requirements:
✔ It is satisfying 

identified needs in
the people involved

✔ It is helping the
organisation meet its
objectives

✔ It is evaluated to
ensure that learning
was achieved

✔ Something has
changed as a result
of the training that
will produce benefits
(ideally) to both the
individual trained
and the organisation.

Fig. 1 The five levels of evaluation

Level 1:  Reaction to the event

Level 2:  Were the objectives achieved?

Level 3:  What has changed as a result of the training?

Level 4:  How has the training benefited the team?

Level 5:  How has the training benefited the organization?
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and play very little part in the trainee’s own eval-
uation. In some cases a member of staff may
return after a course to be asked by the manager
‘How was the course?’. The common reply of ‘It
was okay, but the food was poor’ is totally
worthless, and the most value the manager
might get is a negative comment on a course,
which would raise doubts about the wisdom of
sending someone else on the same course.

To gain some value from this level of evalua-
tion the manager should probe more deeply
into the specific details of why the course was
good/bad to enable a measured decision to be
taken in the future. In the case of a less formal
method of training Level 1 evaluation would
possibly strengthen the fact that this method of
learning is appropriate or inappropriate for a
particular individual’s learning style.

However, it is more appropriate for any 
Level 1 evaluation to be combined with Level 2
evaluation if more benefit is to be gained.

Were your objectives achieved?
Level 2 evaluation checks to see if the individ-
ual’s objectives were achieved. It is a sad fact
that the majority of people attending training
courses have no objectives in their minds before
they come, as any trainer running courses will
tell you. Thus, in order for this level of evalua-
tion to have a meaning the trainee needs to have
set some objectives prior to the learning event.

This can be done at a ‘pre-event meeting’ and
would normally occur a day or two before the
trainee attends the event. In the case of a dentist
the meeting could be carried out with a col-
league, or practice manager. In the case of a nurse
or receptionist the dentist or practice manager
would probably talk to the trainee to identify any
objectives, depending on who has line-manager
responsibilities for the individual.

The meeting need not be formal, and can
often take a couple of minutes. The person
attending the event would be reminded to
check why he or she was attending the event,
whether the original reason was still relevant,
and what they wanted to gain out of the event.
This would focus them on making sure they
clarified whether the course covered their need
(which should have been identified earlier any-
way) and what questions to ask of the trainer to
help them meet their objectives. In some cases
the individual might need to seek help in the
natural breaks (by asking the trainer directly)
or by asking questions at appropriate times
during the course itself.

Many course brochures are over-optimistic
in advertising the benefits to be gained from
attending the course, and it is usually wise to
contact the organizers before the course to
check on specific items or subjects. This will
ensure that the course content will indeed help
meet the objectives of the people attending.

Thus the evaluation of this level can occur a
day or two following the event to check if the

objectives had been met and how the trainee
plans to put what he or she has learnt into effect.

What has changed as a result of the
training?
This is really the crux of the evaluation. Too often
people have training sessions or attend courses
and then return to work and carry on behaving
exactly as before. In this situation one could
legitimately question the value of the training,
which is why so much training is totally wasted.

After all, what is the point of taking a day off
routine work to attend a course (with all the
costs involved, both direct and indirect) if
nothing changes afterwards?

Thus this level of evaluation should occur a
few weeks after the training to see what has
changed as a result of the training. In some
cases the time between the training and the
evaluation should be less, but there must be a
time lag to allow the trainee to think about what
needs to change, to try out some ideas and to
discover what works best.

This stage is so important that the pro-
gramme of CPD the BDJ is currently develop-
ing will contain a way of helping people
evaluate their CPD at Level 3.

How has the training benefited the
team/organization?
This level of evaluation checks that the training
was related to helping achieve the business
objectives of the organization. It completes the
loop that started with the training needs analy-
sis that ensured that the training should be
linked to the business objectives by checking
back to ensure it has.

For example, does the behaviour change of
the trainee contribute positively towards better
profitability or better customer care? Is the
receptionist’s manner on the telephone (fol-
lowing the training) resulting in more appoint-
ments for consultations? Are the new systems in
place producing better staff motivation? Do
more patients pay for their treatment on time
following the training?

As stated earlier in larger organizations you
may want to differentiate between departmen-
tal or team objectives and the objectives of the
organization as a whole. For example at the BDJ
the objectives for training the editorial staff are
very relevant to the production of the BDJ itself
(Level 4) but also contribute to the overall
objectives of the BDA (Level 5). In smaller orga-
nizations such as dental practices these two 
levels will often be combined into one.

Conclusion
Evaluation of training is vital to ensure that
the training is both cost-effective and maxi-
mized. People will often not see all the bene-
fits of their training unless they have time to
think it through, ideally with the help of 
a colleague or manager.
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