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ABSTRACT

Many organizations do invest precious resources on training and development but without
examining how training interventions could effectively contribute in the achievement of
organizational objectives, eventually resources are wasted. To yield desired level of performance,
it is an imperative that organizations effectively plan, implement and evaluate their training
interventions. Several authors have studied the training and development practices but most the
studies lack any operational framework for diagnosing the training and development system. This
study used Kunder’s (1998) indicators of training ineffectiveness and developed a framework for
measuring effectiveness of training and diagnosing problems at various stages of training and
development. We developed a questionnaire based on framework and collected data from 115
project directors to measure training effectiveness in project organizations in Pakistan. The study
had found that on overall basis training practices are ineffective. Results reveal that there is a
poor mechanism of evaluation of training and use of evaluation results. The framework developed
by this study can be used in other organizations to measure training effectiveness and diagnose
problems at various stages of training cycle.
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INTRODUCTION

2005, p. 3). But their performance has deteriorated over time owing to several factors: the most

prominent among them being the inadequate capabilities (Planning Commission, 2001, p. 263; United
Nations, 2005, pp. 50-51; ADB, 2002, p. 23; 2003, p. 10; and 2004 and the World Bank, 1999, p. 11). Thus, lack of
capacity badly hits the performance of the development interventions i.e. projects, impeding the process of
development. This phenomenon is more or less a global in nature. In the recent years, it has received a worldwide
attention. Paris Declaration on Aid Effectiveness of 2005 came into effect as a recognition to the problem. Pakistan
is also one of 91 participating countries of the Declaration.

jn Pakistan civil servants are mainly responsible for implementing the projects and programmes (Siddiqi,

The Paris Declaration has strongly emphasized upon the need of capacity building to improve effectiveness
of the development interventions. Need for capacity building and continuous improvement has tremendous support
from the literature. Literature suggests that continuous development of human factor is crucial for yielding higher
level of performance in organizations (Natsios, 2005, p. 5; Jacobson, Rubin & Selden, 2002, p. 486; Lakhani, 2003,
p. 63; Barbeito, 2004, p. 102; and Nelson & Economy, 2005, p. 93). Irony is that many organizations, even in
developing countries, do invest precious resources on training and development but without examining how training
interventions could effectively contribute in the achievement of organizational objectives, eventually resources are
wasted (Raj, 2005, p. 7.1). Public sector organizations are no exception to such problem. Rather, these organizations
are often criticized for lack of accountability towards investment in training and development. The issue of training
governance is even of greater importance for the developing countries like Pakistan where resources for
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development are scarce and capacity for planning and implementation is limited.

In order to guide the training interventions to yield the desired outcomes, it is an imperative that
organizations effectively plan, implement and evaluate their training interventions. But this is not a straightforward
issue to manage. Ineffectiveness may breed at any stage starting from need identification to evaluation. Question
arises, how can we diagnose problems at any stage and how can we measure effectiveness of training? Several
authors (Saari, Johnson, McLaughlin and Zimmerle, 1988; Abdalla and Homoud, 1995; Kunder, 1998) have studied
the training and development practices. For example, Saari, Johnson, McLaughlin and Zimmerle (1988) conducted a
survey of management training and education practices in the USA. And Abdalla and Homoud (1995) conducted a
survey of management training and development practices in the State of Kuwait. But these studies have covered
only some selected dimensions of training and development practices and lack any operational framework for
diagnosing the training and development system. Other researchers like Kunder (1998, pp. 2-4) did identify
indicators of ineffective training and development systems. However, such studied did not suggest any diagnostic
model for measuring the degree of ineffectiveness.

This paper attempts to bridge up the gap in literature by proposing a diagnostic model for measuring degree
of effectiveness of training interventions. Research questions which guided this study are:

1. What are the indicators of effectiveness of training practices?
2. How can we diagnose problems in the training practices?

LITERATURE REVIEW
Need for capacity building

Literature accords tremendous need of training of the public managers, as they have often been criticised
for their bureaucratic, and impersonal and reactive attitude. Cong and Pandya (2003) view the knowledge as a
critical factor of competitiveness in the public sector. And a well-trained civil service is an imperative for
sustainable development (Mahmood, 2001, p. 40). So, there is a great need of their training to accomplish upgraded
roles and responsibilities (Petridou & Spathis, 2000). Moreover, continuing education is needed also to avert
obsolescence in the public sector organizations (Greenhaus, Challan, & Godshalh, 2000, p. 230). Hence training
infrastructure of a government is an important predictor of its performance (Jacobson, Rubin & Selden, 2002, p.
485).

Project Management is an important and very specialized area of training in the public sector, as it is
directly related with performance of the development interventions. Mahmood (2001) terms the Project
Management as one of the weakest areas in the public sector of Pakistan and stresses on the need for continuous
training of the public sector employees (p. 220). Need for enhancement of the capacity of public sector in the area of
project management is growing owing to the increasing volume of development expenditure. Development
expenditure in Pakistan gradually rose from 2.4 percent of GDP in the year 1999-2000 to 4.2 percent in 2005-06
(Government of Pakistan, 2006, p. 69).

Importance of training and development in Pakistan has grown phenomenally, as civil service in Pakistan
suffers from inadequate skills, low salary and deficient incentives, politicization, poor morale, and lack of internal or
external accountability. These factors have resulted in ineffective delivery of public services in the country (World
Bank, 2001).

Several studies have highlighted the need of capacity building and training in project management system
in Pakistan. World Bank (2006, p. 7) and Japan International Cooperation Agency [JICA] (2003) have emphasized
upon the need for strengthening the project implementation capacity in Pakistan. While recognizing this problem in
Pakistan, International Development Center of Japan [IDCJ] (2004, p. 11) has highlighted the need for strengthening
institutional implementation capacity so as to avoid any failure like that of Social Action Programme (SAP). SAP
projects (SAP-I commenced in 1994 and SAP-1I in 1998, each with cost of US$ 250 Million) are examples of the
worst failures in the country (World Bank, 2006, pp. 16-18). Sahibzada and Mahmood (1992) have also stressed on
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the need of up-gradation of human skills of the public sector managers in Pakistan. They report that most of the
government officials have never attended training, while others need refresher courses. It is evident that high rate of
projects failure in Pakistan is associated with weak implementation capacity of the project organizations.
Development of human capital in project organizations is imperative to improve the implementation capacity in a
bid to reduce the incidence of project failure in the country.

Measurement of Training Effectiveness

Only provision of training may not address the issue, but systematic management of training is also
required to ensure effectiveness of the capacity development interventions for achieving the desired developmental
goals. Therefore, need for more effective training practices increases. Need for accountability of education and
training programmes in both public and private sectors has increased since early 1970s (Auchey, 2000, p. 166).

Several authors have studied the training and development practices. Some authors like Abdalla and
Homoud (1995) used stage-wise approach for studying the training and development practices. Abdalla and
Homoud (1995) conducted a survey of management training and development practices in the State of Kuwait. The
questionnaire consisted of four main parts covering training needs assessment, programmes and participant
selection, programme evaluation and future trends.

Second stream of studies have devised and used issue-wise approach of studying training and development
practices. For example, Mead, Tobin and Couturiaux (1996) used a framework consisting of five components: 1)
introduction; 2) staff development; 3) training process; 4) measurement; and planning and requirements. Another
study conducted on this pattern is that carried out by Tregaskis and Dany (1996, p. 26). They used a framework
consisting of following six broad areas: 1) organizational commitment to training (finance and days training per
occupational group per year); 2) training programmes conducted; 3) methods adopted for training needs evaluation;
4) methods used to evaluate the effectiveness of training; 5) career development systems (formal career plans or
annual career development interviews) and 6) integration of training with HR system (workforce planning, training
new employees).

In a study on evaluation of training, Kunder (1998, pp. 2-4) identified six indicators of ineffective training
and development systems: 1) lack of top management support for the training and development system; 2) no clear
link between training and organizational goals or plans; 3) inadequate, or incorrect accounting of the costs of
training; 4) limited or inadequate training needs assessment; 5) lack of support for applying new skills and
knowledge on the job; and lack of meaningful evaluation of training. One of the basic limitations of these studies is
that it is hard to use their frameworks as diagnostic tools for measuring effectiveness training effectiveness.

RESEARCH METHODOLOGY

This study employed a blend of descriptive and exploratory research methods to achieve its stated goal. The
work of Kunder (1998) guided in the development of conceptual framework and construction of questionnaire.
Initially we prepared a checklist in the light of indicators of training ineffectiveness identified by Kunder (1998),
which include 1) top management support for the training and development system; 2) clarity of link between
training and organizational goals or plans; 3) adequate, correct accounting of the costs of training; 4) TNA, 5)
support for applying skills and knowledge learned in training on the job; and 6) assessment of impact of training on
project performance. These indicators (we treated these indicators as constructs) needed to be further
operationalized. We interviewed 20 project managers / directors to identify variables to measure these indicators.
Variables are listed in Table 1. Based on these variables we developed a questionnaire and used it on full scale basis
after pre-testing.

Before operationalizing Kunder’s indicators, we added one more indicator i.e. use of evaluation results. We
believe that if training evaluation is done but results are not used, training management system will still likely to
remain ineffective. To operationalize the indicator of “lack of meaningful evaluation of training”, we used 4-stage
model developed by Kirkpatrick (1994). The four stages of learning transfer include reaction, learning, transfer and
result.
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Table 1. Framework for Assessing Ineffectiveness of Training

Indicator Indicators used in this study to measure effectiveness
Lack of top management support for the training ~ Budgetary provision, utilization of training budget, attitude of top
and development system management towards training, how often employees are relieved for training,

percent of employees with access to Internet, efforts of organization in
exploring training opportunities, perceived impact of training

No clear link between training and Alignment of training with job functions, alignment of training with career

organizational goals or plans development, use of evaluation results, integration of training into HRM
plans, selection of courses on need basis, selection of participants on need
basis, level of HR Information System

Inadequate, or incorrect accounting of the costs Accounting system in Government of Pakistan

of training

Limited or inadequate training needs assessment  Frequency of Training Needs Assessment (TNA)

Lack of support for applying new skills and Culture of sharing information, group meetings, post-training reflections, e-
knowledge on the job sharing and assessment whether learning is being applied

Lack of meaningful evaluation of training Reaction to training

Ask trainees to demonstration that learning has taken place
Application of learning on the job
Assess impact of training on project performance
Lack of use of evaluation results Practice of documenting lessons learnt
Use of evaluation results

The approach discussed above aimed at managing the construct validity and pre-testing helped in ensuring
face validity of the survey instrument.

Population of the study consisted of 1503 public sector projects included in the PSDP 2005-06. A sample of
200 projects was considered appropriate for this study. We distributed the sample size among all three sectors of
economy which include social sector (SS), infrastructure sector (IS) and other sectors (OS). The Government of
Pakistan uses this nomenclature (Planning Commission, 2005). Sub-sectors like health, education, and population
are the subjects of SS. Roads, railway, buildings, and information technology come under IS. And sub-sectors such
as agriculture, livestock, fisheries, forestry, industry, and mining are grouped in PS. While distributing sample
among three sectors, we assigned 50 percent weight to the number of projects included in the sector’s portfolio and
remaining 50 percent to the total amount of financial allocations in the sector. Based on the sample size estimated in
Table 2 we randomly selected the projects from the PSDP. Respondents of this study were the project directors /
managers because we believed that they are the most potential source of required of information. After two weeks of
mailing the questionnaires, we did a follow up exercise to expedite the response. In response we received back 141
questionnaires, out of which only 115 were found fit for analysis. So response rate for this study is 71 percent and
effective response rate 65 percent. This sampling strategy helped in managing external validity issues. We analyzed
the data in Statistical Package for Social Scientists (SPSS).

Table 2. Category-wise Details on Projects and Distribution of Sample

Allocation 2005-06 Projects Sample size
(Rs.
Category Million) Percent share No. Percent share No. of projects
Infrastructure 92,246.20 45.22 195 12.97 58
Social Development 73,112.40 35.84 626 41.65 78
Others 38,641.50 18.94 682 45.38 64
Total 204,000.10 100.00 1,503 100.00 200

Source: Planning Commission (2005)
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RESULTS AND DISCUSSIONS
Lack of top management support for training and development system

One of the major reasons of the failure of development interventions is the unsupportive top management
(Nicholas, 1990; Rothwell, 2005, p. 6). Several other others have also highlighted importance of the management
support in the success of learning interventions (OAGBC, 1999; Skule, 2004). There is strong relationship between
commitment and support of the top management and the effectiveness of a training programme (Huang, 2001).
Question arises, how can we measure degree of support? Results of interview method reveal that support of top
management for training and development reflects in a number of forms like budgetary provision for training,
utilization percentage of training budget, perceived attitude of top management towards training of employees,
efforts of the organization in exploring training opportunities for employees, and perceived benefits of training.
Besides, it is also important to note that when training opportunity is at hand, it is not guaranteed that the concerned
employee would be relieved for training. If senior management accords higher priority to training then it is likely
that the employees would be relieved for training and vice versa. We used these seven indicators in this study to
measure the mean score for first indicator for ineffective training and development that is ‘lack of top management
support for the training and development system’. The indicators are detailed in Table 1.

Results indicate that overall mean score is close to just satisfactory level that is 3.29. Ideally, it should have
been close to 5.00. Therefore, support of top management towards training and development of employees needs
improvement. Sector wise analysis indicates that in none of the cases, support was in levels of good-to-excellent.
However, IS (3.41) showed slightly better score than OS (3.32) and SS (3.18) (Table 3).

These findings support the results of this study conducted by Haque et al. (2006, p. 9) which found that 30

percent of the middle level civil servants and 33 percent of the senior level civil servants did never receive any
formal or on the job training.

Table 3. Indicators for Lack of Top Management Support for the Training and Development System

. S . Social Infrastructure Other
Indicators used in this study Unit Sector Sector Sector Overall

Budgetary provision MS5* 2.86 3.21 3.00 3.01
SD** 1.322 1.053 1.185 1.203

Utilization of training budget MS5 2.66 3.00 2.74 2.78
SD 1.200 1.414 1.349 1.310

Attitude of top management towards training MS5 3.59 3.79 3.63 3.66
SD 0.972 0.650 0.751 0.815

How often employees are relieved for training MS5 3.64 3.79 3.87 3.76
SD 0.892 0.857 0.777 0.844

Percent of employees with access to Internet MS5 291 2,94 3.16 3.00
SD 1.030 1.116 1.285 1.139

Efforts of organization in exploring training opportunities MS5 2.77 3.15 3.00 2.96
SD 1.075 0.939 0.986 1.012

Perceived impact of training (Cumulative) MS5 3.81 3.97 3.82 3.86
SD 0.814 0.518 0.685 0.695

Combined mean MS5 3.18 341 3.32 3.29

* MS5 = Mean score on scale of 5.00; SD = Standard Deviation

No clear link between training and organizational goals or plans

Second indicator of ineffective training and development systems is ‘No clear link between training and
organizational goals or plans’. It was measured with the help of seven indicators that is alignment of training with
job functions, alignment of training with career development, how often results of evaluation are further used?,
integration of training into HRM plans, selection of courses on need basis, selection of participants on need basis
and Level of HR Information System. We included an indicator of alignment between training and the career
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development (personal goals) for the reason that it is source of intrinsic motivation. In organizations where only
organizational goals are taken care off and personal goals are compromised, it is highly likely that training
interventions would prove to be less effective.

Mean score of seven indicators (2.97) indicates that on overall basis, situation of linkage between training
and organization goals or plans is below satisfactory. Sector-wise analysis suggests that OS (3.01) was slightly
better than IS (2.98) and the SS (2.93) (Table 4). Results of One-way ANOVA suggest that sectors do not
significantly differ on account of alignment of training with career development (F [2, 109] = 0.475, p = .623) and
alignment of training with job functions (F [2, 109] = 1.338, p = .267).

Table 4. Indicators for Non-Clarity of Link between Training and Organizational Goals or Plans

Indicators used in this study Unit g ocial Infrastructure Other Sector Overall
ector Sector

Alignment of training with job functions MS5* 3.02 3.24 3.34 3.19
SD** 1.045 0.708 0.938 0.926

Alignment of training with career development MS5 3.23 3.09 3.05 3.13
SD 1.008 0.879 0.837 0.913

How often results of evaluation are further MS5 2.27 2.46 2.16 2.30
used? SD 1.202 1.141 0.850 1.061
Integration of training into HRM plans MS5 2.36 2.67 2.68 2.56
SD 1.102 0.924 0.989 1.019

Selection of courses on need basis MS5 3.50 3.24 3.74 3.50
SD 1.110 0.936 0.760 0.968

Selection of participants on need basis MS5 3.45 3.39 3.39 3.42
SD 1.150 0.933 0.887 1.000

Level of HR Information System MS5 2.66 2.79 2.68 2.70
SD 0.939 0.893 0.775 0.868

Combined mean MS5 2.93 2.98 3.01 2.97

* MS5 = Mean score on scale of 5.00; SD** = Standard Deviation

Inadequate or incorrect accounting of the costs of training

Public sector of Pakistan is having a well defined accounting system that is based on International Public
Sector Accounting Standards (IPSAS). However, it is not accurate system for measuring the cost of training. Cost of
training generally includes three components that is, tuition fee, cost of travelling boarding and lodging, and cost of
absence of the trainee from the job during the period of training.

In public sector (in Pakistan), accounting of tuition fee is often very difficult as in most of the cases, public
sector training institutions do not charge any tuition fee to the participants from the public sector. Even when
training is outsources, payment is made from a head “Payment to Others”. It is a general head and does not
differentiate training from some other expenditures like payment for consultancies etc. Estimation of the second
component of the cost of training that is travelling, boarding and lodging is also a difficult task as the code for any
kind of travelling, boarding and lodging (Travelling Allowance and the Daily Allowance) is the same. They are not
sensitive to the purpose of travelling. Moreover, in case project vehicle is used for travelling purpose, cost to be
incurred on the travelling of participant to and from the training venue is never maintained separately. In some
cases, travelling facility is also provided by the training institutions. Moreover, in most of the cases, trainings are
funded by external agencies, so accounting of training cost in that situation becomes even more difficult. Third
component of training cost is even harder for accounting.

Limited or inadequate training needs assessment

TNA is another important indicator of the effectiveness of training. Overall score of only frequency of
TNA exercises was found to be just 2.17 on a scale of 5 (where 1=never, 5=regular feature). Score is not
satisfactory. Therefore, this indicator also reflects the state of ineffectiveness of training and development. (Table 5)
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Table 5. Indictor for Limited or Inadequate Training Needs Assessment

Sector Cumulative Score on scale of 5 on the practices of Training Need Assessment
Social 1.93
Infrastructure 2.39
Other 2.24
Overall 2.17

Lack of support for applying new skills and knowledge on the job

Fifth indicator of ineffective training and development is ‘lack of support for applying skills and knowledge
learned in training on the job’. To measure this indicator, five proxy indicators were used: 1) culture of sharing
information, 2) group meetings, 3) post-training reflections, 4) e-sharing, and 5) assessment whether learning is

being applied.

Combined mean value of just 2.36 suggests that it is below the satisfactory level. In all sectors, combined
mean was found to be well below 3 which implies that in none of the sectors, situation is satisfactory (Table 6).

Table 6. Indicators for Lack of Support for Applying Skills and Knowledge Learned in Training on the Job

Indicators used in this study Unit g ocial Infrastructure Other Overall
ector Sector Sector
Culture of information sharing MS5* 3.02 3.06 2.84 2.97
SD** 1.110 1.171 1.001 1.088
Group meetings MS5 3.18 2.70 2.79 291
MS5 1.435 1.262 1.255 1.335
Post-training reflections or presentations SD 2.59 2.58 2.61 2.59
MS5 1.604 1.347 1.366 1.444
E-sharing SD 2.27 1.94 2.03 2.10
MS5 1.353 1.223 1.219 1.270
Assess whether learning is being applied SD 1.11 1.39 1.16 1.21
MS5 0.321 0.747 0.547 0.554
Combined mean SD 2.43 2.33 2.29 2.36

* MS5 = Mean score on scale of 5.00; SD** = Standard Deviation

Lack of meaningful evaluation of training

Sixth indicator for ineffective training and development is ‘lack of meaningful evaluation of training’. An
evaluation is meaningful if it measures impact of training on project performance. Results indicate that no one
respondent reported existence of this practice in any project (Table 7).

Table 7. Indicator for Lack of Meaningful Evaluation of Training

Indicators used in this study Unit Social Infrastructure Other Overall
Sector Sector Sector
Reaction to training MS5 1.98 2.39 211 2.14
SD 1171 1.197 1.085 1.154
Ask trainees to make presentations MS5 1.00 1.00 1.00 1.00
SD 0.618 1.053 0.889 0.867
Assess whether learning is being applied MS5 1.11 1.39 1.16 1.21
SD 0.321 0.747 0.547 0.554
Assess impact of training on performance MS5 1.00 1.00 1.00 1.00
SD 0.00 0.00 0.00 0.00
Overall MS5 1.27 145 1.32 1.34

© 2011 The Clute Institute

45



Journal of Diversity Management — First Quarter 2011 Volume 6, Number 1

Use of evaluation results
Only evaluation is not sufficient, it is also important that whether evaluation results are being used. The results

reveal that practice of the use of evaluation results is not in practice. However, informal practices may exist in some
organizations.

Table 8. Use of Evaluation Results

Indicators used in this study Unit Social Sector Infrgz'[(:i%itu "¢ | Other Sector Overall

Practice of documenting lesson learnt MS5 1.00 1.00 1.00 1.00
SD 0.00 0.00 0.00 0.00

Use of evaluation results MS5 1.00 1.00 1.00 1.00
MS5 0.00 0.00 0.00 0.00

CONCLUSION

Current training practices in the public sector project management system in Pakistan are not effective
(Table 9). Moreover, there is no significant difference in the effectiveness score among all three sectors. Results
reveal that public sector project organizations in Pakistan are having several problems in the management of training
and development practices. There is no mechanism for adequate and appropriate costing of training courses.
Eventually, no one knows how much resources have been invested on any employee. There are individuals (mostly
generalists) who avail training courses costing millions of rupees while yet there is another group of employees
(mostly technical) in the government who retire without getting any single training. There are clear evidences for
adverse impact.

Table 9. Cumulative Score on Effectiveness of Training

Cumulative Score on scale of 5

Indicators used in this study Infrastructure Other

Social Sector Sector Sector Overall
Top management support for the training and development 3.18 341 3.32 3.29
system
Clarity of link between training and organizational goals or 2.93 2.98 3.01 2.97
plans
Adequate, correct accounting of the costs of training 1.00 1.00 1.00 1.00
TNA 1.93 2.39 2.24 2.17
Support for applying skills and knowledge learned in training 2.43 2.33 2.29 2.36
on the job
Meaningful evaluation 1.27 1.45 1.32 1.34
Use of evaluation results 1.00 1.00 1.00 1.00
Mean of the mean scores 1.96 2.08 2.03 2.02

Second and third most neglected areas are the lack of meaningful evaluation of training courses and use of
evaluation results for improvement in the effectiveness of training practices. This is quite obvious. If need for a
meaningful evaluation is not recognized, how come, one can talk about use of evaluation results. And fourth
problem area lies in the poor culture of TNA. Perhaps root cause of all these problems is the supremacy of
generalists in the project organizations.

Findings of this study lead to the conclusion that there exists a dire need to bring radical change in the
training and development system in the public sector in Pakistan, which is in line with the suggestion of United
Nations (2005, p. 28). Regular HRD audit exercises could offer a solution to the problem. The framework developed
by this study can be used by the organizations to measure and monitor training effectiveness and diagnose problems
at various stages of training cycle. Though this model has been tested in the public sector but it can also be used in
the private sector business entities.
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